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CHAPTER I

INTRODUCTION

In the  p a s t ,  ten u re  p o l ic ie s  were o f te n  a s i g n i f i c a n t ,  i f  no t 

an e s s e n t i a l ,  item in  the  s e le c t io n  of an i n s t i t u t i o n  fo r  employment 

by a p ro fe s so r  in h igher educa tion . In a d d i t io n ,  tenure  was so 

c lo se ly  a s so c ia te d  with th e  concept of academic freedom i t  was 

d i f f i c u l t  to  determine where the one began and the o th e r  ended.

"The question  o f academic freedom i s  broadly the  q u e s t io n  of 

the freedom o f  a l l  teach ing  and lea rn in g , and has been p re se n t  in  

a l l  ages o f  h i s to r y  . . ."^  Brown s ta ted :

The conv ic tion  t h a t  every college te a c h e r  must have the 
freedom to  decide how and what he teaches  and re se a rc h e s  i s  so 
s tro n g ly  imbedded in  the p ro fe s so r ia l  psyche th a t  the  r i g h t  o f  
independence o f a c t io n  i s  the primary determ inant o f  job 
choice . . . Academic Freedom is  a minimum requirem ent fo r  a l l  
jo b s . ^

Hence, tenure was an outgrowth of a c o n t in u a l ly  emphasized 

need of the p r o fe s s o r ia l  ranks,  t h a t  being the  freedom to  teach , and 

presumably the freedom to  teach the t r u th .  Thus, the p r a c t i c e  o f 

awarding te n u re  to p ro fe s so rs  was defended as  the only " e a r th ly "  

insurance a v a i la b le  to guarantee  academic freedom.

^ J u l i a  E. Johnsen, comp., The Reference Shelf:  Academic
Freedom (New York: H. W. Wilson, 1925), p. 1.

2
David G. Brown, The Mobile P ro fesso rs  (Washington, D. C .: 

American Council on E ducation , 1967), p. 163.

2
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In  the p r a c t i c a l  sense , tenure i s  t r a n s la t a b le  p r i n c i 
p a l ly  as a system o f  formal assurance th a t  t h e r e a f t e r  the 
i n d iv id u a l 's  p ro fe s s io n a l  s e c u r i ty  and academic freedom w i l l  
n o t be placed in  qu es tio n  w ithout the observa tion  of f u l l  
academic due p ro c e s s . . .

Since 1915, when the American A ssoc ia tion  o f U n ivers ity

P ro fe s so r s  (AAUP) was founded, steady growth has been made in  the

academic arena in  fu r th e r in g  the  s tre n g th  of academic freedom v ia  the 
4

ro u te  o f  ten u re .  Tenure th en , along w ith  rank and promotion, has 

become more and more an accep tab le ,  i f  not expected, p a r t  o f  the 

a d m in is t r a t iv e  process and reward systems w ith in  h igher  education .

In  1915, Lovejoy s ta te d :

Academic Freedom is  the  freedom of a teach e r  or re sea rch e r  
in  h ig h e r  i n s t i t u t i o n s  of lea rn in g  to in v e s t ig a te  and d iscuss  
the problems o f h i s  sc ience  and to  express h i s  conclusions , 
w hether through p u b l ic a t io n  or the in s t r u c t io n  o f s tu d e n ts ,  w i th 
out in te r fe re n c e  from p o l i t i c a l  o r  e c c l e s i a s t i c a l  a u th o r i ty ,  or 
from the a d m in is tra t iv e  o f f i c i a l s  of the i n s t i t u t i o n  in  which 
he i s  employed, un less  h i s  methods a re  found by q u a l i f i e d  bodies 
in  h i s  own p ro fess io n  to  be c le a r ly  incompetent or con tra ry  to  
p ro fe s s io n a l  e t h i c s .  . .

In  1940, the AAUP Statem ent o f  P r in c ip le s  on Academic Freedom 

and Tenure a s se r te d  th a t :

Tenure i s  a means to  c e r t a in  ends: s p e c i f i c a l l y ,  1. freedom
o f  teach ing  and research  and of extram ural a c t i v i t i e s  and 2. a 
s u f f i c i e n t  degree of economic s e c u r i ty  to  make the p ro fess ion  
a t t r a c t i v e  to men and women of a b i l i t y .  Freedom and economic 
s e c u r i t y ,  hence, ten u re ,  a re  ind ispensab le  to  the  success of an

3
William Van A ls tyne , "Tenure: A Summary, E xplanation , and

D efense ,"  AAUP [ American A sso c ia t io n  o f U n iv ers i ty  P ro fesso rs  ] 
B u l l e t i n , LVII, No. 3 (1971), 328.

4
W alter P. M etzger, e t  a l . . Dimensions o f  Academic Freedom 

(Urbana, I l l i n o i s :  U n iv e rs ity  of I l l i n o i s  P re s s ,  1969), pp. 3-6.

"V alerie  E a r le ,  e d . ,  On Academic Freedom (Washington, D. C.: 
American E n te rp r ise s  I n s t i t u t e ,  1971), p. 1.
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i n s t i t u t i o n  in  f u l f i l l i n g  i t s  o b l ig a t io n s  to  i t s  s tu d en ts  and to  
s o c ie ty .

And the following p o in ts  were made in  the re v is e d  AAUP Policy  

Documents and Reports fo r  1971:

Academic Freedom re q u ire s  t h a t  a p ro fe s so r  should  rece ive  
e f f e c t iv e  p ro te c t io n  of h is  economic s e c u r i ty  through a tenure 
system which should provide a t  l e a s t  the fo llow ing  safeguards:

1. a p robationary  period  o f s ta te d  le n g th ,  the  maximum 
conforming to  a n a t io n a l  s tandard ,

2. a  commitment by an i n s t i t u t i o n  o f  h ig h e r  education to  
make a d e c is io n  in  advance o f  the end o f the p robationary  
period  whether a permanent r e la t io n s h ip  w i l l  be e n te red  in to ;  
c o l l a t e r a l l y ,  n a t io n a l  s tandards  o f n o t ic e  fo r  such d e c is io n s ,

3. appointment to  a tenure post i f  a person  i s  continued 
beyond the l im i t  of the p robationary  p e r io d ,

4 . te rm in a tio n  o f a tenure appointment only because o f age 
under an e s ta b l i s h e d  re t ire m e n t system, f in a n c i a l  exigency, o r  
adequate cause.^

In  the l a s t  s ev e ra l  y e a rs ,  academic freedom and more s p e c i f i 

c a l l y ,  ten u re ,  have come under se r io u s  a t ta c k  from v a r io u s  segments 

o f  so c ie ty .  At l e a s t  f iv e  S ta te  L e g is la tu re s  have had b i l l s  befo re
g

them to  l im i t  or a t  l e a s t  reexamine tenure a t  s t a t e  i n s t i t u t i o n s .

Many of the s t ro n g e s t  c r i t i c s  a re  found w ith in  the  i n s t i t u t i o n s  o f  

h ig h e r  educa tion . Hook warned th a t :

. . . Under the slogans o f " s tuden t r i g h t s "  and " p a r t i c ip a 
to ry  democracy" the most m i l i t a n t  groups o f  s tu d e n ts  are moving 
to weaken and u l t im a te ly  destroy  the academic freedom of those

£
"1940 Statem ent on Academic Freedom and Tenure,"  AAUP 

B u l l e t i n . LVI, No. 1 (1970), 26.

^AAUP Policy  Documents and Reports (Washington, D. C.: 
American A ssoc ia tion  of U n ivers ity  P ro fe s so rs ,  1971), p . 3.

g
Malcolm G. S cu lly ,  "Attacks on Tenure Mount: L im ita tions

Are Proposed in  5 S t a t e s , "  Chronicle of Higher E d u c a tio n . V, No. 24 
(1971), p. 1.



who d isag ree  w ith  them.

In  p o in tin g  a f in g e r  a t  the p r o f e s s o r i a l  ranks ,  Commager s ta te d :

What we are  w itn ess in g  now i s  the most re c k le s s  a t ta c k  upon 
academic freedom in our h i s to r y .  In the p a s t ,  academic freedom 
has been th rea tened  by the  church, the s t a t e ,  and p r iv a te  
i n t e r e s t  groups. Now, fo r  the f i r s t  time i t  i s  th rea ten ed  n o t 
from w ith o u t but from w ith in  and th a t  i s  perhaps more a b e t r a y a l  
than a t h r e a t .

The American A ssoc ia tion  o f S ta te  Colleges and U n iv e r s i t ie s  p u b l ic ly  

s ta te d :  " . . .  The Academic Community . . . must n o t  to l e r a te

sabotage . . .  by i t s  own members."'*''*'

W ithin  re c e n t  y e a r s ,  an in c reas in g  number o f c r i t i c s  o f  the 

t r a d i t i o n a l  p ra c t ic e  o f awarding tenure  have suggested s e v e ra l  

m o d if ica t io n s  to  the system. These m o d if ica t io n s  range from the  

complete a b o l i t io n  o f  lo c a l  c o n tro l  and the  es tab lish m en t o f  n a t io n a l  

boards o f review to  n e g o t ia te d  performance c o n t ra c ts  fo r  each 

p ro fe s so r .  I t  has been argued a lso  t h a t  tenure  p o l i c i e s  a t  a l l  

i n s t i t u t i o n s  should be reev a lu a ted  based upon whether o r not these  

p o l ic ie s  a re  req u ired  i f  an i n s t i t u t i o n  i s  to  achieve i t s  goals  and 

o b je c t iv e s .  Carr c i te d  N isbe t  as s ta t in g :

They [ p ro fe sso rs  ] l iv e  by fe e ,  r o y a l ty ,  s a la r y ,  and wages, 
and I  assume th a t  th e re  a re  vary ing  degrees of s e c u r i ty  a t tach ed  
to  income once a name fo r  exce llence  has been acqu ired . But, 
they do no t l iv e  by tenu re  . . . How th en , do we le g i t im a te ly  
r a t io n a l i z e  a system o f  p r iv i l e g e  which can, and f req u en tly  does 
today, exempt a person o f  t h i r t y  o r  t h i r t y - f i v e  years  o f  age . .

9
Sidney Hook, e d . ,  In  Defense o f Academic Freedom (New York: 

Pegasus, 1971), p. 17.

10I b i d . . p. 164.

^ " S t a t e  College A s s o c ia t io n 's  Statem ent on Academic Freedom,' 
Chronicle o f  Higher E ducation , VI, No. 8 (1971), 1.



fo r  th e  r e s t  o f  h i s  l i f e  from th e  com petitive  p re ssu re  and 
i n s e c u r i t i e s  to  which the  r e s t  of th e  i n t e l l e c t u a l  world i s  
s u b je c t? 1^

Carr b e l iev ed  th a t  th e  in te rn a l  a t ta c k s  upon ten u re  were a d i r e c t

r e s u l t  of the economic co nd it ions  o f th e  day s in c e  young people

ho ld ing  d o c to ra te  degrees experienced d i f f i c u l t y  lo c a t in g  p o s i t io n s .

In another p o in t  o f view, Green a t ta c k e d  tenure  and Academic

Freedom as th a t  which p ro te c te d  c o l leg e  p ro fe s so rs  from being

exposed as f rauds :  " . . .  fo r  something they were never t ra in e d
13to  d o - - te a c h ."

T rustees  and a d m in is t ra to rs  o f te n  challenged tenu re  from an 

economic p o in t  of view. Basic mathematics i l l u s t r a t e d  th a t  one 

nontenured fa c u l ty  p o s i t io n  was equal to  approximately o n e -h a lf  the  

c o s t  of one tenured  p o s i t io n  in  terms o f s a la ry  and f r in g e  b e n e f i t s .  

F u r th e r ,  the  nontenured p o s i t io n  extended about seven years  and the 

tenured p o s i t io n  about t h i r t y - f i v e  y e a rs .  The a d m in is t r a to r ,  

t h e r e fo re ,  was re q u ire d  to  weigh th e  advantages and disadvantages of 

one tenured  p o s i t io n  a g a in s t  te n  nontenured p o s i t io n s  over a s im i la r  

period  o f  t i m e . ^

A review of th e  l i t e r a t u r e  in  the  p ro fe s s io n a l  jo u rn a ls  

in d ic a te d  th a t  th e  a t ta c k  on ten u re  and o ther  a re a s  of the  reward

12Robert K. C arr ,  "The Uneasy F u tu re  of Academic Tenure," 
E ducational Record, L I I I ,  No. 2 (1972), 119.

13Robert Ford Greene, "Pedagogic G o ld b rick e r ,"  Educational 
Forum. XXXVI, No. 1 (1971), 111-13.

14Carol H errn s tad t  Shulman, "The Tenure D ebate ,"  Research 
C u rren ts ,  ERIC [ Educational Resources In form ation  Center ] C learing  
House on Higher Education, October 1, 1971, p. 3.
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system a s so c ia te d  w ith  tenu re  would in c re a se  and c o n t i n u e . I t  

seemed lo g i c a l ,  t h e r e fo r e ,  to  a ttem pt to  determ ine what p o l i c i e s  

have been and whether o r  n o t the  a t t a c k e r s  were n e c e s s i t a t i n g  or 

p rov id ing  the  o p p o r tu n i ty  fo r  change. F u r th e r ,  i t  seemed reasonable  

to  in v e s t ig a te  p r iv a te  h ig h e r  educa tion  s ince  th e  p r iv a te  s e c to r  

had the most to  gain  in  experim enting w ith  innova tive  p r a c t i c e s — 

the  a n t i c ip a te d  gains being  economic s t a b i l i z a t i o n  and e f f i c i e n t  

com petition  w ith  the  p u b l ic  s e c to r .

Purpose of the  Study 

The purpose o f  t h i s  study was to  d e sc r ib e  the tenure 

p o l i c i e s  a t  the p r iv a te  i n s t i t u t i o n s  o f  h ig h e r  ed uca tion  in  the  

Commonwealth of V irg in ia  from 1964 to  1974. Changes in th ese  p o l i c i e s  

were d esc rib ed  and, i f  p o s s ib le ,  the d e te rm in a tio n  of r e la t io n s h ip s  

underly ing  such changes were to  be examined.

A q u e s t io n n a i r e ,  based on the form used by W alters, was 

c o n s tru c te d  to  provide in fo rm ation  r e l a t i v e  to :

1. the i n s t i t u t i o n ’s o f f i c i a l  p o s i t io n  on ten u re  and 

the  o f f i c i a l  d e f i n i t i o n  of ten u re  used a t  th a t  i n s t i t u t i o n ,

2. the p o l i c i e s  and procedures fo r  th e  a c q u is i t io n  o f

te n u r e ,

3. the p o l i c i e s  and procedures fo r  the  te rm in a tio n  of

te n u re ,

4 . the r e l a t io n s h ip  of ten u re  a t  a s p e c i f ic  i n s t i t u t i o n

^ S c u l l y ,  op. c i t . , p . 1.



w ith  the concept of c o l le c t iv e  b a rg a in in g ,

5. the r e la t io n s h ip  o f  tenure and s ta f f in g  p o l i c i e s ,

6. the f in a n c ia l  co n d it io n  of the i n s t i t u t i o n s  surveyed,

and

7. the in d iv id u a l  op in ion  of the in terv iew ee on tenure

and i t s  o v e ra l l  r e la t io n s h ip  to  p r iv a te  h ig h er  e d u c a t i o n .^

The study was l im ited  to  a l l  r e g io n a l ly  ac c re d ite d  fo u r-

y ea r  p r iv a te  i n s t i t u t i o n s  of h ig h e r  education  in  the Commonwealth

o f  V i r g in ia . ^  The y ea rs  surveyed were 1964 to  1974. Regional

a c c r e d i ta t io n  was re q u ired  of the i n s t i t u t i o n s  as  of September 1,

1973, fo r  t h e i r  in c lu s io n  in the s tudy . The w r i t e r  used re g io n a l

a c c r e d i ta t io n  as a base requirement because o f  i t s  cloak o f  general

academic acceptance and c r e d i b i l i t y .

The study population  included  twelve o f  the n in e teen

i n s t i t u t i o n s  of the t o t a l  po p u la tio n . Of the o th e r  seven, s ix

i n s t i t u t i o n s  e le c te d  no t to p a r t i c ip a t e  in  th e  study and one ceased
18to  be in  o pera tion  s h o r t ly  a f t e r  the  study was under way.

Methodology

The c h ie f  a d m in is t ra t iv e  o f f i c e r  of each i n s t i t u t i o n  was sen t

^ J .  C. W alters ,  "Academic Tenure in  Indiana Higher Education" 
(unpublished Ph.D. d i s s e r t a t i o n ,  Indiana U n iv e rs i ty ,  1971), ch. V 
[ U n iv ers ity  m icro film s, Ann A rbor, Michigan ] .

17N ationa l Center for Education S t a t i s t i c s ,  Education 
D irec to ry  1972-73 (Washington, D. C .: N ationa l Center fo r  Education
S t a t i s t i c s ,  Department o f H ealth , Education, and W elfare, December 
1972).

See Appendix A.



a l e t t e r  in  which the o b je c t iv e s  of the re se a rc h  were o u t l in e d  and

19support fo r  the  s tudy was re q u e s te d .  Those i n s t i t u t i o n s  responding 

p o s i t iv e ly  were asked to i n d i c a t e  who would be resp o n s ib le  for 

t h a t  i n s t i t u t i o n ' s  ro le  in th e  study. In te rv iew s  were th en  arranged 

w ith  the d es ig n a te d  personnel.

The p e rso n a l  in te rv iew  was conducted with the F acu lty  

Chairman of the  Rank, Promotion, and Tenure Committee (o r  s im ila r  

group) and the Academic V ice-P res id en t/D ean . At three o f the 

i n s t i t u t i o n s  th e  Academic V ice-P res id en t/D ean  held both p o s i t io n s .  

While some P re s id e n ts  were in terv iew ed, i t  was not p a r t  o f  the 

research  design and hence t h e i r  comments were not considered  as p a r t  

o f  the o f f i c i a l  d a ta  of the  s tu d y .  I t  must be s ta te d ,  however, th a t  

sa id  in terv iew s d id  permit a  more comprehensive view o f  the  goals, 

o b je c t iv e s ,  and d i re c t io n  o f  those p a r t i c u l a r  i n s t i t u t i o n s .

The in te rv ie w  technique ra th e r  than  a q u es tio n n a ire  was 

s e le c te d  in  t h a t  i t  was f e l t  t h a t  verbal responses would permit the 

interview ee to  answer q u e s t io n s  more f u l l y  and thus e l im in a te  the 

r e s t r i c t i o n s  encountered w ith  mailed q u e s t io n n a i re s .  Each of the
20respondents was asked i d e n t i c a l  questions i n  a predeterm ined o rder. 

P r io r  to  the campus v i s i t a t i o n ,  the au th o r  had received  a  copy of 

the i n s t i t u t i o n ' s  curren t te n u re  p o l i c i e s .  The i n s t i t u t i o n a l  data  

sh ee t ,  which was included i n  th e  o r ig in a l  l e t t e r  of r e q u e s t ,  was 

e i t h e r  completed by the i n s t i t u t i o n  p r io r  to  the campus v i s i t  or l e f t

19See Appendix B.

20See Appendix C.
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w ith  the V ic e -P re s id e n t  or Dean and r e tu rn e d  to  the re se a rc h e r  a t  the

21i n s t i t u t i o n ' s  d i s c r e t io n .  A l l  in te rv iew s  were recorded  and in  tu rn  

t r a n sc r ib e d  f o r  a permanent reco rd  base .

From th e  o u tse t  o f  correspondence w ith ,  to  the v i s i t a t i o n  

and in te rv iew in g  o f, the in d iv id u a l  p a r t i c ip a n t s  were c o n t in u a l ly  

a s su re d  of th e  c o n f i d e n t i a l i t y  o f  t h e i r  re sp o n ses .  Hence, the 

opportun ity  f o r  p resen tin g  p o s i t i v e ,  d i r e c t ,  and meaningful s t a t e 

ments as compared to  su p erf lu o u s  g e n e r a l i t i e s  was a v a i la b le .

The i n s t i t u t i o n a l  d a ta  shee t  was c o n s tru c te d  so as to  provide 

a p ic tu re  o f an i n s t i t u t i o n ' s  academic p e rsonne l over a  te n -y e a r  

p e r io d .  The in fo rm ation  sought fo r  each y e a r ,  1964 to  1974, was:

1 . the t o t a l  number o f te ach in g  f a c u l ty ,  f u l l - t im e  and

p a r t - t im e ;

2 .  the  t o t a l  number of te ach in g  f a c u l ty  w ith  te n u re ,  

f u l l - t im e  and p a r t - t im e ;

3 .  the t o t a l  number o f teach in g  f a c u l ty  a t  each rank 

and the number a t  the r e s p e c t iv e  ranks w ith  ten u re ;

4 .  the number o f  teach ing  f a c u l ty  e l i g i b l e  fo r  ten u re ;

5 .  the number o f  teaching  f a c u l ty  g ran ted  ten u re ;

6 .  the number o f  teach ing  fa c u l ty  w ith  tenu re  r e le a se d ;

7. the t u i t i o n  charge a t  the  i n s t i t u t i o n ;

8 .  the f u l l - t im e  e q u iv a le n t  en ro llm en t o f  each

i n s t i t u t i o n ;  and

9. the p e rcen t  o f in c rease  in  i n s t i t u t i o n a l  income and

21See Appendix D.
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an in d ic a t io n  as  to w hether or no t a su rp lu s  or a d e f i c i t  e x is te d  fo r  

each o f  the y e a rs .

Where a p p ro p r ia te ,  the i n s t i t u t i o n s  provided the re se a rc h e r  

w ith  po licy  s ta tem en ts ,  f a c u l ty  handbooks, and p o s i t io n  papers.

These were used as f a c tu a l  d a ta  fo r  v e r i f i c a t i o n  of o f f i c i a l  po licy  

change. The m a te r ia l  and in form ation  gathered  was scanned and 

reviewed to  determine s i m i l a r i t i e s ,  d i f f e r e n c e s ,  in nova tions ,  t re n d s ,  

or p a t te rn s  among the v a r io u s  i n s t i t u t i o n s  r e l a t i v e  to  the concept 

of tenure .

A review of the l i t e r a t u r e ,  both su b je c t iv e  and em p ir ic a l ,  

i s  p resen ted  in  Chapter 2. The f in d in g s  of t h i s  study are  

p resen ted  e x te n s iv e ly  in  Chapters 3 and 4 w ith  a summary, co nc lus ions ,  

and recommendations in  Chapter 5.

I



CHAPTER I I

A REVIEW OF RELATED LITERATURE 

AND RESEARCH

In th i s  ch ap te r ,  the var io u s  a r t i c l e s  and books w r i t t e n  on 

the su b je c t  o f academic tenure  and i t s  r e l a t io n s h ip  to  h ig h er  

education  were surveyed. The chap ter  was d iv ided  in to  two bas ic  

s e c t io n s .  F i r s t ,  s u b je c t iv e  l i t e r a t u r e ,  e s sa y s ,  books of s e le c te d  

re a d in g s ,  and a r t i c l e s  from p e r io d ic a ls  were reviewed which p resen t  

the p o s i t io n s  advocating the  need fo r  academic ten u re ,  those 

p o s i t io n s  challeng ing  academic ten u re ,  and the various  concepts or 

suggestions  fo r  a l t e r n a t iv e s  to  academic tenure  in  h ig h er  education . 

Secondly, the pub lished  resea rch  p ro je c t s  r e l a t in g  to  academic 

tenure  were reviewed.

S u b jec tiv e  L i t e r a tu r e  on 
Academic Tenure

L i t e r a tu r e  supporting  
academic tenure

The most d i f f i c u l t  concept to d i f f e r e n t i a t e  in  d iscu ss in g  

academic tenure i s  i t s  r e l a t io n s h ip  to  academic freedom. The two a re  

im possible to  sev e r .  One w i l l  f in d  t h a t  Hook, M etzger, and 

Van A lstyne a re  convinced th a t  th e re  i s  no way th a t  academic freedom 

can e x i s t  w ithou t academic tenu re .  Hence, they co n t in u a l ly

12
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c o n s i s t e n t ly ,  and unequivocably support ten u re .  Van A lstyne has 

s ta t e d  th a t :

. . .  In a p r a c t i c a l  sense, tenure i s  t r a n s l a t a b l e  p r in c ip a l ly  
as a s ta tem ent o f formal assurance th a t  t h e r e a f t e r  the in d iv id u 
a l ' s  p ro fe s s io n a l  s e c u r i ty  and academic freedom w i l l  not be 
p laced  in q u es tio n  w ithou t the observance of f u l l  academic due 
p r o c e s s .^2

Van A lstyne made i t  c l e a r  t h a t  f a c u l ty  a re  not o b liv io u s  to  the

fa c t  t h a t  tenure cannot s h ie ld  them from d e c l in in g  enrollm ents  or

i r r e s p o n s ib le  a c t io n s  o f  co lleag u es .  He took the p o s i t io n  th a t :

"Tenure, then, n e i th e r  bu ttons  up the process o f  i n s t i t u t i o n a l  change

nor b inds  the ways which each i n s t i t u t i o n  must cons ide r  as i t  copes

23w ith  a u th e n t ic  f in a n c ia l  d i s t r e s s .  . . In a d d i t io n ,  Van A lstyne

has ,  in  h i s  1971 a r t i c l e ,  jo in ed  the ranks of a growing number of 

p ro fe s s io n a ls  who claim  i t  i s  not a ques tion  o f  whether tenure should 

be g ra n te d ,  bu t r a th e r  i t  i s  a q u es tio n  o f  when i t  is  granted  and 

under what ausp ices  and whether or not ju d ic io u s  ev a lu a t io n s  were 

made p r io r  to  g ran tin g  same.

Brown was adamant on the p o s i t io n  of academic tenu re .  He 

f e l t  s t ro n g ly  th a t  w ithou t ten u re ,  academic freedom would not have 

a chance to  su rv iv e .  He s ta te d :

The g r e a te s t  number o f problems about academic freedom a r i s e  
in  the pub lic  i n s t i t u t i o n s  o f con se rv a tiv e  s t a t e s  and p r iv a te ly  
financed denom inationally  r e la te d  schools where misguided o u t
s id e r s ,  f a i l i n g  to  understand the meaning and method o f l i b e r a l  
educa tion , regard  sponsorship as  a l ic e n se  to  m ain ta in  the school 
as t h e i r  p r iv a te  p rese rv e  fo r  propaganda d issem ina tion  and

22William Van A ls tyne , "Tenure: A Summary, Explanation , and
D efense,"  AAUP B u l l e t i n . LVII, No. 3 (1971), 328.

23I b id . , p. 329.
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one-sided  educa tion . . .

I t  i s  ev iden t t h a t  the concern fo r  the th r e a t s  which can come from an 

o u ts id e  base a re  all-encom passing and hinge e n t i r e ly  on whether an 

in d iv id u a l  p ro fe s so r  w i l l  be ab le  to  p re sen t  h i s  s c h o la r ly  works in  

an un th rea tened  atmosphere. Academic te n u re ,  then, a s su re s  academic 

freedom according to  Brown.

Johnsen s t r e s s e d  th a t  th e re  a re  th re e  purposes o f  a u n iv e r 

s i t y :

1. to  promote in q u iry  and advance the sum o f  human

knowledge,

2. to  provide genera l in s t r u c t io n  to the s tu d e n ts ,  and

3. to develop ex p e r ts  fo r  v a r io u s  branches of the pub lic

25s e rv ic e .

To accomplish these  g o a ls ,  Johnsen b e liev ed  i t  i s  e s s e n t i a l  th a t  aca

demic freedom e x i s t  but t h a t  i t  be recognized th a t  academic freedom

and tenure  are  two d i f f e r e n t  p ro cesses .  While in te r tw in e d ,  academic 

freedom and tenu re  of o f f i c e  a re  two d i s t i n c t  q ues tions  and must be 

t r e a te d  independently of each o th e r .  She be liev ed  t h a t  a c o l le g e ,

w hile  i t  i s  f re q u e n tly  fo rg o t te n ,  i s  f i r s t  and foremost a teaching
26

i n s t i t u t i o n  and secondly a re sea rch  la b o ra to ry .  She added th a t  the 

e x p e r t i s e  of an in d iv id u a l  fa c u l ty  member must never be t o t a l l y  or

^D av id  G. Brown, The Mobile P ro fe s so rs  (Washington, D. C.: 
American Council on Education, 1967), p. 166.

25J u l i a  E. Johnsen, comp., The Reference S he lf:  Academic
Freedom (New York: H. W. Wilson, 1925), p. 47.

26I b id , , p. 83.
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com pletely  connected or a s so c ia te d  w ith  h i s  p a r t i c u la r  p o l i t i c a l ,

r e l ig i o u s ,  s c i e n t i f i c ,  or s o c ia l  views, and th e re fo re ,  the whole con-

27cep t  o f  tenure  i s  independent of these  p ersona l b e l i e f s .

Recognizing the f r a i l t y  of man, ten u re ,  then , was the p rocess by 

which the c iv i l i z e d  world could search fo r  t r u t h .  While h e r  s t a t e 

ments were recorded in  1925, modern day defenders of tenure  have drawn 

con s id e rab le  support from Johnsen1s work fo r  the c l a s s i c a l  i n t e r p r e 

t a t i o n  o f  academic freedom and tenure in the 1970s.

The concept of academic tenure has been merely the means, as 

supported by AAUP s ta tem ents  and p o l i c i e s ,  to  i n s t i t u t e  and guarantee 

academic freedom. Therefore , i t  would seem lo g ic a l  th a t  i f  a l t e r n a 

t iv e s  were suggested , which would assure the l a t t e r ,  then the former 

would be i r r e l e v a n t .  However, i f  the proponents of academic freedom, 

who i n s i s t  th a t  th e re  i s  no a l t e r n a t iv e  fo r  ensuring  academic freedom 

except academic ten u re ,  are  proven to  be wrong, much credence would be 

given to  the  c r i t i c i s m  of those persons opposed to  academic ten u re .

In  1971, the S ta te  College A ssoc ia tion  modified i t s  p o s i t io n  

on academic freedom and tenure  and submitted the  following:

The t r a d i t i o n a l  p ro te c t io n  affo rded  by tenure a g a in s t  
unwarranted d ism issa l  o f  teachers  has i t s  v a l i d i t y  today as in  
the p a s t .  Tenure i s  n o t ,  nor should i t  be intended a s ,  however, 
a s h ie ld  for m ed io cr ity ,  incompetence, or academic i r r e s p o n s i 
b i l i t y ;  and f a c u l t i e s  a t  each i n s t i t u t i o n  should c l e a r ly  and 
e x p l i c i t l y  e s ta b l i s h  minimum le v e ls  of expected p ro fe s s io n a l  
performance and r e s p o n s ib i l i ty  and should enforce them impar
t i a l l y . 28

27I b i d . . p . 90.

28" S ta te  College A s so c ia t io n 's  Statement on Academic Freedom," 
Chronic le  o f Higher Education , VI, No. 8 (1971), 6.
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F u r th e r ,  i n s t i t u t i o n s  have an o b l ig a t io n ,  w ith  th e  a s s is ta n c e  o f 

f a c u l ty  involvement, to e s ta b l i s h  c le a r  and p r e c i s e  s ta tem ents  on con

d i t i o n s  of employment, due p ro c e ss  fo r  in d iv id u a l  members o f  the 

f a c u l ty ,  the g r a n t in g  of te n u re ,  and the te rm in a t io n  of te n u re .  

"Academic ten u re  i s  not p r e r e q u i s i t e  to academic freedom, f o r  academic

freedom is  the r i g h t  of a l l  members of the academic community as i s

29r e s p o n s ib i l i ty  th e  o b liga tion  o f  a l l .  . . One w i l l  n o te  a

s t ro n g  emphasis t h a t  each and e v e ry  member o f  th e  ..faculty, reg a rd le ss

o f  h i s  s ta t io n  o r p o s it io n ,  i s  e n t i t l e d  to academic freedom. Hence,

te n u re  i s  a d is t in g u is h a b le  i tem . In  a d d i t io n ,  i t  i s  argued th a t :

Tenure . . .  is  a means o f  making the  teach ing  p ro fe s s io n  
a t t r a c t i v e  to  persons o f a b i l i t y  and c o n s t i t u t e s  one im portan t 
p ro te c t io n  f o r  academic freedom. I t  thus c o n tr ib u te s  to  the 
success o f  an  i n s t i t u t i o n  on f u l f i l l i n g  i t s  o b lig a t io n s  to  i t s  
s tudents  and to  society.-^®

While i t  is  e v id e n t  th a t  the S t a t e  College A sso c ia t io n  p a r te d  ways

w ith  the AAUP in  many re sp e c ts ,  i t  did no t,  however, sever o r

e l im in a te  com pletely  the concept o f  tenure from i n s t i t u t i o n s  o f  h igher

education .

L i te r a tu r e  c h a l len g in g  
academic tenure

Taking th e  other s ide  o f  the argument a r e  those in d iv id u a ls

who fe e l  th a t  te n u re  i s  noth ing  more than a s h i e l d  or cover fo r

incompetence and i s  in i t s e l f  a  s in ecu re .  When one cons ide rs  the

a t t a c k s  on te n u re ,  those which come from the academic community i t s e l f

29I b id .

30Ib id .
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cannot be ignored  or taken l i g h t l y .  While i t  i s  easy to  cons ide r

a t t a c k s  from l e g i s l a t o r s  o r  from a d m in is t ra to rs  as being unfounded,

i l l - c o n c e iv e d ,  and w ithout a  knowledgeable base , what response can

an academic p ro fe s so r  have when h is  own co lleagues  speak out and

c h a s t i s e  the ten u re  concept and demand i t s  e l im in a t io n .

Tenure i s  no t taken  l ig h t ly  by those who do not have i t ,

and tenure i s  guarded je a lo u s ly  by those  who have a t ta in e d  i t .

Woodring s t a t e d  th a t  a d m in is t ra t iv e  p o s i t io n s ,  inc lud ing  the p o s i t io n

o f  P re s id e n t ,  can in  many i n s t i t u t i o n s  be low on the pecking order

31o f  academia a s  compared w ith  a long-tim e, tenured  f u l l  p ro fe s so r .

He added th a t  academic people  compete fo r  p r e s t ig e  and importance 

r a t h e r  than w ea lth  and power. Of co u rse ,  there  a re  o the rs  who c h a l

lenge  Woodring and in d ic a te  th a t  once one a t t a i n s  the p r e s t ig e  and 

importance o f  being a ten u red  p ro fe s so r ,  one f req u en tly  acqu ires  

th e  excessive power th a t  accompanies i t .  In th e  same l i g h t ,  Eble 

s t a t e d  th a t  i n  the c u r re n t  facu lty  ev a lu a t io n  process , only those of 

h ig h e r  rank can make d e c is io n s  on the  in d iv id u a ls  with lower rank.

The r e s u l t  i s  an exc lus ive  club a t  th e  top which c o n s is ts  predomi-
32n a n t ly  of ten u red  p ro fe s so rs .  In fu r th e r  support of t h i s  argument, 

Johnson s t ru c k  ou t a g a in s t  c la s s  c i t i z e n s h ip  on the c o lleg e  campus 

in d ic a t in g  t h a t  a genuine u n iv e r s i ty ,  whose goa ls  are to meet 

s o c ie ty 's  needs and to g en era te  an educated g radua te ,  needs a fa cu lty

31Paul Woodring, "A M achiavellian  View o f  the Academic L i f e ,"  
Saturday Review. I l l ,  No. 51 (1970), 60.

32Kenneth E. E b le , The Recognition and Evalua tion  o f Teaching 
(S a l t  Lake C i ty ,  Utah: P r o je c t  to Improve College Teaching, 1970), p . 44.



18

mix on campus t h a t  cannot t o l e r a t e  o r  accep t a second- or th i r d - c l a s s

c i t i z e n .  He c l a s s i f i e d  tenure  as being one of those  c h a r a c t e r i s t i c s
33which he lps  to  m ain ta in  c la s s  d i f f e r e n t i a t i o n .  F u r th e r  evidence 

o f  tenured  fa c u l ty  power and in flu en c e  was borne out in  the f ind ings 

o f  Caplow and McGee in  The Academic M arke tp lace . They found:

According to  some of [ t h e i r  ] re sponden ts ,  p o l i t i c a l  a c t i v i t y  
o f  any kind by any fa c u l ty  member i s  viewed unfavorably and so 
l i k e ly  to b a r  o r  delay h i s  advancement. Even when t h i s  i s  not the  
po licy  o f the  i n s t i t u t i o n ,  i t  i s  l i k e ly  to  be construed  as  such by 
the ju n io r  f a c u l ty ,  w ith  the r e s u l t  t h a t  th e re  i s  e x t r a o rd in a r i ly  
l i t t l e  p a r t i c ip a t i o n  in  p o l i t i c s  by the r i s i n g  young men o f the 
c u r re n t  academic g e n e ra t io n .34

Acknowledging th a t  power does r e s t  w ith  tenured p ro fesso rs  

when i t  comes to  determ ining who w i l l  e n te r  t h e i r  exc lus ive  club , 

M i l l e r  poin ted  out th a t  one cannot ignore o r  take  l i g h t ly  the concept 

o f ten u re .

. . . Tenure, i f  h e ld  fo r  25 y e a r s ,  r e p re se n ts  a monetary 
investment in  excess o f  $600,000 and an i n s t i t u t i o n a l  commitment 
to  the competencies and p e rso n a l i ty  t h a t  the in d iv id u a l  brings  to  
the  i n s t i t u t i o n . - ^

Hence, he b e lieved  such an investment re q u ired  the input o f more than

the ev a lu a t io n  o f fa c u l ty  members by fa c u l ty  members. A dm in is tra to rs

must a ttem pt to  determine o th e r  a re a s  o f e v a lu a t io n  which can be

added. M il le r  quoted Hildebrand who s ta te d :  " I r o n ic a l l y ,  in  making

promotion and tenure  d e c is io n s - - th o s e  th a t  have the  g r e a te s t  impact

33Jack T. Johnson, "The R e s to ra t io n  F acu lty  Ranks," 
E ducationa l Record. L I I ,  No. 3 (1971), 251.

34Theodore Caplow and Reece J .  McGee, The Academic Marketplace 
(New York: Basic Books, I n c . ,  1958), p. 227.

35Richard I .  M i l le r ,  E va lua ting  F acu lty  Performance 
(Washington, D. C.: Jossey-Bass I n c . ,  P u b l i s h e r s ,  1972), p. 78.
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upon the fu tu re  o f the i n s t i t u t i o n —the tendency i s  to  use 'S e a t  of

36the p a n ts '  c r i t e r i a .  . .

Supporting M i l l e r ' s  p o s i t io n  was J .  P. M il le r  who lashed  out 

a g a in s t  tenu re  as an a rc h a ic  and obso le te  base o f o p e ra t io n .  He 

b e l iev ed  t h a t  w hile  tenure provides c o n t in u i ty  and s t a b i l i t y  to 

various  f a c u l t i e s ,  the i n s t i t u t i o n  runs a g re a t  r i s k  in  h inder ing  

the a b i l i t y  to  adapt to  change o r to  be f l e x ib l e .  He f u r th e r  

b e liev ed  th a t  those who acq u ire  job s e c u r i ty  through the g ran tin g  of 

tenure  a c tu a l ly  do so by accep tin g  lower s a l a r i e s .  Most nontenured 

fa c u l ty  serve  about seven y e a r s ,  w hile  tenured  f a c u l ty  serve  about 

t h i r t y - f i v e  y e a rs .  Hence, J .  P. M i l le r  concluded th a t  the s t r a te g y  

o f  the i n s t i t u t i o n  which employs the  v a r io u s  fa c u l ty  members should 

be concerned, not w ith what the  in d iv id u a l  has done p r io r  to  employ

ment a t  an i n s t i t u t i o n ,  as much as w ith  what can be expected of 

him a f t e r  he a r r i v e s .  There i s  no equ ivoca tion  in h is  argument, for

he b e l iev ed  th a t  tenured  ranks o f te n  become an accumulation o f  dead-
37wood and a re  s ig n i f i c a n t  brakes to  forward motion.

Supporting J .  P. M i l l e r ,  Tonsor denounced tenure as being a 

mask fo r  m ed iocrity  and t im id i ty .  He went on to  s t a t e  th a t  fa c u l ty  

have exceeded t h e i r  a u th o r i ty  w ith in  the realm of decision-m aking and 

tenure d e te rm in a tio n . He b e l iev ed :  " . . .  The only de te rm ina tion

r ig h t s  which . . . f a c u l ty  possess  a re  those by which [ they ] m ain ta in

36I b i d . , p. 80.
37John Perry M il le r ,  "Tenure: Bulwark of Academic Freedom and

Brakes on Change," E ducationa l Record. L I , No. 3 (1970), 245.
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38the process o f reasoned in q u iry ."  Carr challenged tenure by quoting 

N isbet as fo llow s:

"They [ p ro fe s so rs  ] l i v e  by fee ,  ro y a l ty ,  s a la ry ,  and wages; 
and I  assume th a t  th e re  are  vary ing  degrees of s e c u r i ty  a t tach ed  
to  income once a name fo r  exce llence  has been acq u ired . But they 
do not l iv e  by tenure  . . . how then do we le g i t im a te ly  r a t i o n a l 
ize  a system of p r iv i le g e  which can and f req u en tly  does today 
except a person of t h i r t y  o r  t h i r t y - f i v e  years  o f age . . . for 
the r e s t  o f  h i s  l i f e  from the  com petitive p ressu res  and in s e c u r i 
t i e s  to  which the r e s t  o f  the i n t e l l e c t u a l  world i s  s u b j e c t ? " * ^

D resse l  s ta te d  th a t  challenges  to  tenure a re  on the in c rease  because 

o f  the i n a b i l i t y  to  understand i t s  fu n c tio n . He noted t h a t  l e g i s l a 

to r s  a re  c o n s ta n tly  and rep ea ted ly  to ld  t h a t  program cutbacks and 

budget red u c tio n s  a re  im possible because of tenured f a c u l ty .  This 

does no t c re a te  goodw ill, p a r t i c u la r ly  when the concept o f tenure  was 

g ran ted  with the understanding th a t  f in a n c ia l  ex igenc ies  would be a 

b a s ic  reason accep tab le  to  the AAUP for a red u c tio n  o f program. He 

a lso  c i te d  the P r e s id e n t 's  Commission on Campus U nrest p o s i t io n  th a t  

a means o f improving teaching  in  h ig h er  education  i s  to  re c o n s id e r  

the p ra c t ic e  of tenure and to reev a lu a te  i t s  importance to  the  h ig h er  

education  scene. In a s im i la r  p o s i t io n ,  the American Council on 

E d u ca tio n 's  S p ec ia l  Committee on Campus Tensions re p o r ted  th a t  a 

re e v a lu a t io n  o f tenure was necessary  as i t  has o f te n  been a p ro te c to r  

of in d if fe re n c e  and n e g le c t  of s c h o la r ly  d u t ie s .  D resse l  quoted 

B ailey  from a 1969 study:

38Stephen J .  Tonsor, "The Mess in  Higher E duca tion ,"  V i ta l  
Speeches. XXXVI, No. 8 (1970), 253.

39Robert K. C arr ,  "The Uneasy Future of Academic Tenure," 
E ducational Record, L II1 ,  No. 2 (1972), 119.
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By and la rg e ,  h ig h er  education  has been slow to  innovate , 
slow to  d isca rd  the o b so le te .  By and la rg e ,  i t  i s  woefully 
sloppy on m atte rs  o f  rudimentary management. A l l  too many 
f a c u l t i e s  are "dog-in -the-m angerish '1 about academic house
keeping. The consequence i s  u t i l i z e d  and u n u t i l i z e d  f a c i l i t i e s  
th a t  would have bankrupted p r o f i t  o r ie n te d  i n s t i t u t i o n s  decades 
ago. Our personnel systems tend to  be shoddy. We r e s i s t  sy s 
tem atic  e v a lu a t io n  by p e e rs ,  s tu d e n ts ,  alumni, or a d m in is tra to rs  
and thereby are thrown in to  a jungle  o f unsympathetic ev a lu a tio n s  
by the very same groups. The red h e r r in g  o f academic freedom is  
drawn across  the path of sympathetic ev a lu a t io n  of performance. 
B a s ic a l ly ,  the m o tiva tion  is  no t defense of academic freedom a t  
a l l  bu t f e a r  o f  the  insecure  th a t  th e i r  shortcomings might be 
v e r i f i e d  or t h e i r  s lo th  e x p o s e d .^

D resse l  went on to  in d ic a te  t h a t  the s p l i t  between nontenured and 

tenured teach ing  fa c u l ty  was so s trong  a t  the C ity  U n ivers ity  o f  New 

York th a t  each e s ta b l i s h e d  i t s  own barga in ing  u n i t .  He p re d ic te d  

th a t  i f  the  a t ta c k s  on tenure continued to  grow, fa c u l ty  would 

in e v i ta b ly  seek new ways or o rg an iza t io n s  w ith  which to  ensure 

academic freedom and personal s e c u r i ty .  D ressel s ta te d  on a conserva

t iv e  n o te ,  however, th a t :  " . . .  Job s e c u r i ty  i s  no t id e n t ic a l  with

tenure and should be separa ted  from c o l l e c t iv e  barga in ing  d isc u s -  

41s io n s ."  In  t h e i r  s tudy , D resse l and Fariey  determined th a t  in  the 

s e le c t io n  o f o rg an iza t io n s  to re p re se n t  the v a r io u s  facu lty  groups, 

th e re  tends to  be a c o n f ro n ta t io n  between the haves and the have-no ts .  

The haves , o f  course , are  those with tenure and p o s i t io n s  o f h igh 

s a la ry .  D resse l found th a t  the  have-nots  tend to  look to a more 

d e f in i t i v e  and s tro n g e r  bargain ing  union. A f in a l  note from D ressel:

40Paul L. D resse l  and William H. F a r ie y ,  Return to  
R e s p o n s ib i l i ty  (Washington, D, C.: Jossey-Bass I n c . ,  P u b l ish e rs ,
1972), p. 10.

41I b i d . , p. 95.
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Tenure can re -e n fo rc e  facu lty  i r r e s p o n s i b i l i t y  because i t  
perm its  the fa c u l ty  to  ignore c r i t i c i s m  while pursu ing  whatever 
g ives them the most s a t i s f a c t io n .  Whatever the eu lo g ie s  w r i t t e n  
about i t ,  tenure im plies  an emphasis on job s e c u r i ty .  In  a sense , 
acquiescence to the combined demands fo r  academic freedom and 
tenure makes the academic gown a magic cloak which can transform  
some mice in to  l io n s .  P rofessors  can make s ta tem en ts  i r r e l e v a n t  
to  t h e i r  e x p e r t ise  w ith  no worry about reprimand o r  r e p r i s a l .  
F a c u l t i e s  have e x h ib i te d  l i t t l e  r e s p o n s ib i l i t y  in  d i s c ip l in in g  
e r r in g  co lleag u es .  Some in d iv id u a ls  faced with non-reappointm ent 
o r  non-promotion have d e l ib e ra te ly  engaged in  i r r e s p o n s ib le  
behavior in  f u l l  ex p ec ta tio n  th a t  an appeal to  the c o u r t  o f  
academic freedom w i l l  arouse co lleagues  and secure  tenu re  o r p ro 
motion. Academia has too often  been a haven fo r  the o p in iona ted , 
the e c c e n t r ic ,  and the d is ru p tiv e

In 1973, Park a ttack ed  tenure w ith  v ig o r .  He made i t  under

s tood th a t  h i s  p o s i t io n  was th a t  tenure f a i le d  to  provide anything 

l ik e  academic freedom fo r  those who d id  not have i t .  He fu r th e r  

s ta t e d  th a t  tenure was a formidable o b s ta c le  to  ed u c a t io n a l  change.

He s a id  th a t  tenure quotas  and tenure i t s e l f  forced a h igh  number of 

q u a l i f i e d ,  committed, and capable young fa c u l ty  members to  be f i r e d  

o r ,  as i s  o f te n  s ta te d  in  h igher ed u ca tio n , nonreappointed because 

th e re  was no room. He believed  whether o r  not we wished to  accep t i t  

th a t  i t  was a fa c t :

. . , th a t  the academy remains an animal farm where "some 
animals a re  more equa l than o th e r s ."  Tenure i s  a mechanism which 
g ran ts  e q u a l i ty  to  those who have i t  and denies e q u a l i ty  to  those 
who d o n ' t .  . . . [ and ] when we examine who has ten u re  and who 
d o e s n 't ,  we can see who i s  l ik e ly  to  g e t  i t - - a n d  th a t  d o e s n 't  
include na tiv e  Americans, people w ith  Spanish surnames, b lack s ,  
women, and people under 30.^3

Supporting Park, C hait and Ford, o f  Stockton S ta te  College in

42I b i d . . p. 192.

43Dabney Park, J r . ,  "Tenure Shock," Chronicle o f  Higher 
E ducation , V II, No. 35 (1973), 16.



23

New Je rse y ,  have emphasized:

Tenure does, to  a s ig n i f i c a n t  degree, f re e z e  the s ta tu s  quo 
and thereby l im i t  o p p o r tu n i t ie s  fo r  employment. Likewise, tenure  
locks m inority  group members and women in to  j u n io r ,  non-permanent 
p o s i t io n s ,  and thereby l im i t s  o p p o r tu n i t ie s  fo r  advancem en t,^

Hence, while i t  has been understood t h a t  fa cu lty  must meet c e r t a in

e l i g i b i l i t y  requirem ents and must demonstrate c e r t a in  performance

le v e ls  and have p o t e n t i a l  fo r  growth and development to  rece ive

ten u re ,  c o l leg es  and u n i v e r s i t i e s  g ra n t in g  tenure w i l l ,  in  the fu tu r e ,

be requ ired  to  demonstrate what c r i t e r i a  were used. For example, the

answer to the ques tion : " I s  a te rm inal degree r e a l l y  requ ired  to

hold  a given job or a p a r t i c u l a r  rank?" may w ell  have to  be defended.

C hait and Ford compared tenu re  w ith o th e r  s ig n i f i c a n t  occurrences in  the

changing s o c ia l  scene. They s ta te d  t h a t  while the  academy and i t s

members debated where tenure  was, where i t  was going, and what i t

should have been doing, s a id  debate was heading to an end in  the

c o u r ts .  They poin ted  ou t t h a t  co u r ts  were not adverse  to dem onstrating

t h e i r  a b i l i t y  to  tu rn  t a b le s  on a s t a tu s  quo or s o c ia l ly  l im i t in g

p r a c t ic e .  T he ir  p o s i t io n  was th a t  i f  the courts  d id  not o b jec t  to

a t ta c k in g  seg reg a tio n  in  educa tion , they su re ly  would not o b je c t  to

a t ta c k in g  ten u re .

Another, and one o f the roost s t in g in g ,  c r i t i c  o f the tenure 

concept was S i lb e r ,  P re s id e n t  o f Boston U n iv e rs i ty .  He b e lieved  th a t  

academic freedom could e x i s t  w ithout tenure as long as there  were

44Richard Chait and Andrew Ford, "Can a College Have Tenure 
. . . and A ffirm a tive  A ction  Too?" Chronicle o f  Higher E ducation , 
V I I I ,  No. 2 (1973), 16.
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s p e c i f i c  procedures and c r i t e r i a  guaran teeing  academic freedom to

45a l l - - t h e  i n s t r u c to r  as w e ll  as the p ro fe s so r .  While Van A ls tyne , 

Chairman o f the  U n ivers i ty  of Utah Commission to  Examine Tenure, 

s t a t e d  in  S cu lly :

. . .  As I  see i t ,  the b as ic  problem is  to  determine whether 
tenure adequate ly  p ro te c ts  academic freedom w ith o u t p ro te c t in g  
incompetency. I f  i t  d o e s n 't  then  we ought to  in v e s t ig a te  
a l t e r n a t iv e  ways to  achieve t h i s  goal.

S i lb e r  in  S cu lly  p resen ted  the p o in t  o f  view th a t  the  e f f o r t  to  c re a te

o r e s ta b l i s h  an a l t e r n a t iv e  should no t even be expended. S i lb e r

s ta t e d :

. , . t h a t  tenure does g ran t  s inecu res  to  incom petents.
[ He added, ] I  th ink  the g ran tin g  o f  a s in ecu re  i s  c le a r ly  a 
device o f  the  d e v i l  to  l e t  the s lo th  in to  the world again  . . .
We should probably do something to  discourage s lo th  as a p a r t  of 
the academic c h a r a c te r .^

R e ja i  and Stupak made i t  c le a r  th a t  they be lieved  t h a t  much of the 

a t t a c k  on academic freedom, i n s t i t u t i o n s  of h ig h er  education , and 

academic tenure  was the d i r e c t  r e s u l t  o f  the i n a b i l i t y  o f  the i n s t i 

tu t io n s  and the re sp ec tiv e  f a c u l t i e s  to  co n tro l  t h e i r  own d e s t i n i e s .  

They po in ted  out th a t  many a t ta c k s  came from w ith in  where f a c u l ty  

members themselves began to  c u r t a i l  the  academic freedom of o th e r  

f a c u l ty  members. F u r th e r ,  R e ja i  and Stupak b e l iev ed  th a t  academia 

was in  a c r i s i s  s tage and th a t  the p u b lic  had l o s t  confidence in  i t s

^M alcolm  G. S cu lly , "A ttacks on Tenure Mount: L im ita tions
Are Proposed in  5 S t a t e s , "  Chronicle o f Higher E d u ca tio n . V, No. 24, 
4 .

^ I b i d . , p . 1.

47I b i d . , p. 4.
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being. They s ta t e d ,  however, th a t :  ” . . .  the Chinese emphasize,
48[ c r i s i s  ] e n t a i l s  both danger and o p p o r tu n i ty .” More d ra m a tic a l ly ,  

they emphasized th a t :

S u re ly ,  i f  we as academics do not s e t  out to  r e -d e f in e  our 
own p ro fe s s io n  in  a changing tech n o lo g ica l  environment, i t  i s  
c e r t a in  t h a t  our p ro fe s s io n  w i l l  be re -d e f in e d  fo r  us by those in  
p o s i t io n s  o f  te ch n o c ra t ic  power and in f lu e n c e —people who w i l l  see 
to  i t  t h a t  we f i t  in to  the o v e ra l l  des ign  o f an in c re a s in g ly  
in te r-d ep en d en t s o c i e t y . ^

L i te r a tu r e  suggesting  
a l t e r n a t iv e s  to ,  or 
m o d if ica t io n s  o f .  
tenure

" .  . . A s  p ro fe sso rs  a t t a i n  a g r e a te r  m o b ili ty  and indepen

dence, the concept o f  tenure  w i l l  probably lose  some o f i t s  p r a c t i c a l  

f o r c e . S u c h  was the p o s i t io n  of Freedman in  1963, Obviously, he 

had no way o f  knowing what k inds of s tu d en t  ac t iv ism , n a t io n a l  s t r e s s ,  

and economic downturns would be in the fu tu re  o f  h ig h er  education .

I t  seemed th a t  h i s  p re d ic t io n  was c o r re c t  u n t i l  a n a t io n a l  economic 

downturn began to  be experienced , s p e c i f i c a l l y ,  fewer numbers of 

s tuden ts  a v a i la b le  beginning in  1970. Hence, tenure has become more 

im portant—one of the most d iscussed  to p ic s  in  h igher  education  on any 

United S ta t e s  campus, with the theme of a l l  tenure debates  cen

te red  around: " i f  so, why; i f  n o t,  what?” This s e c t io n  o f

A O
Paul Reja i and Ronald Stupak, "The Kiss o f Death fo r  

Facu lty  Power," Chronicle o f  Higher Education , V II, No. 3 (1972), 
8 .

49I b id ,

"^Morris Freedman, Chaos in  our Colleges (New York: David
McKay Co., 1963), p. 233.
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Chapter I I  co n ta in s  the v a r io u s  a l t e r n a t iv e s  o ffe red  to  rep lace  the 

tenure concept.

I f  any s ig n i f i c a n t  thought or major concern has rea red  i t s  

head during the  tenure d e b a te ,  i t  has been the concern expressed by 

members of the p ro fe s s io n  t h a t  so many people have been given tenure 

so quickly and, e v id e n t ly ,  w ithout any se r io u s  ev a lu a t io n  of t h e i r  

performance, t h e i r  e x p e c ta t io n s ,  or t h e i r  competencies in  g e n e ra l .  

Soules and Buhl argued t h a t  a r a t io n a l  system of tenure  i s  necessary  

and p o ss ib le .  Each i n s t i t u t i o n  must define  i t s  purpose, must 

understand i t s  p e c u l ia r  h i s t o r y ,  and then determine the  system of 

reward th a t  b e s t  f i t s  i t s  m ission  in  h ig h er  educa tion . The au tho rs  

s t a t e d  th a t :  "Many promotion and tenure systems s u f f e r  from f a i lu r e
51to  n e g o tia te  e x p e c ta t io n s  when the in s t r u c to r  i s  f i r s t  h i re d .  . . . "  

Said  ex p ec ta tio n s  a re  those  of the i n s t i t u t i o n  toward the p ro fe s 

s io n a l  as w e l l  as the r e v e r s e .  Soules and Buhl suggested th a t  when 

persons are h i r e d  they should understand the f u l l  requirem ents fo r  

promotion and tenure and t h a t  the requirem ents be c l a s s i f i e d  in to  four 

a r e a s .  The requirem ent c l a s s i f i c a t i o n s  are :

1 . evidence which i s  expected to  be used fo r  tenure

review,

2 . a l i s t  o f  the p ro fe s s io n a l  a c t i v i t i e s  r e le v a n t  to  the 

in d iv id u a l ’s promotion,

3. the c r i t e r i a  o f  excellence  to  be ap p lied  ( i t  is

51Jack  A. Soules and Lance C. Buhl, "Reviving Promotion 
and Tenure: A System atic Approach," Educational Record, L I I I ,  No. 1
(1972), 75.
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s t r e s s e d  t h a t  these must be comparative s tandards  based on p ro fe s 

s io n a l  r e p u ta t io n ) , and

4. the procedures the i n s t i t u t i o n  w i l l  use fo r  making a

d e c is io n .

They f u r th e r  s t r e s se d  th a t  the d ec is io n s  of the  i n s t i t u t i o n  must be 

p r a c t i c a l  and e x p l i c i t  w ith  as l i t t l e  room fo r  doubt as p o s s ib le .

The requirem ents , i f  c l e a r ly  understood, according to Soules and 

Buhl, and i f  p roperly  implemented, would e l im in a te  a la rg e  number of 

people in  the ques tionab le  category from being g ran ted  ten u re .

Jackson and Wilson, in  support o f  Soules and Buhl, have 

c a l le d  fo r  a p o l ic in g  o f  the p ro fe s s io n a l  ranks by p ro fe s s io n a ls ,  and 

the implementation o f a new plan fo r  the g ran tin g  o f  ten u re .  They 

suggested

1. i n i t i a l  appointments to  remain much the same as they

were;

2 . appointment to  p ro fe s so r  fo r  a term of f iv e  y e a rs ;

3. an e la b o ra te  c o n tra c tu a l  agreement covering a l l  l e v e ls  

of employment which would c a re fu l ly  define  the d u t ie s  and re sp o n s i

b i l i t i e s  o f  the employee, the means fo r  judging the employee's 

performance, and the r ig h t s  to  freedom of exp ress ion  and advocacy 

guaranteed  to  the employee by the i n s t i t u t i o n  ( t h i s ,  according to  the 

a u th o rs ,  would p lace: . . the burden of p roof o f  breach of
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52c o n t ra c t  . . . with the  i n s t i t u t i o n "  ) ;  and

4. the c o n t r a c t s  would

a) s e t  teach ing  h o u rs ,

b) s e t  the number o f  courses p e r  semester to  be

ta u g h t ,

c) s e t  the number o f p re p a ra t io n s  to  be expected of 

- th e  employee, and

d) s e t  the number o f  adv isees  to  be assigned  to the

employee.

Jackson and Wilson b e l ie v e d  i n s t i t u t i o n s  had an o b l ig a t io n  to  reap 

p o in t  a l l  f a c u l ty  members un less  they were a b le  to  show cause why the 

re v e rse  would be in  o rd e r .  They f u r th e r  s t r e s s e d  t h a t  h ig h e r  educa

t io n  i n s t i t u t i o n s  and a s s o c ia t io n s  must work w ith  the s t a t e ,  f e d e ra l1, 

and Teachers Insurance and Annuity A sso c ia t io n - -C o lle g e  Retirement 

E q u i t ie s  Fund re t i re m e n t  systems to  develop an e a r ly  re t ire m e n t  

program which would p rov ide  g r e a te r  f l e x i b i l i t y  in  employment as w e l l  

as g r e a te r  opportun ity  fo r  new s c h o la r s .

Hildebrand a l s o  supported Soules and Buhl, but added th a t  the 

f a c u l t i e s  o f  various  i n s t i t u t i o n s  must i n s i s t  on stopping  the e ro s io n  

o f  academic a u th o r i ty  and d ig n i ty  by rec la im ing  t h e i r  r ig h t  to impose 

s t r i n g e n t  c l a s s i f i c a t i o n s  for e v a lu a t io n  of f a c u l ty  fo r  promotion 

in to  the ranks  of the  ten u red . He s tro n g ly  encouraged c o n s id e ra t io n  

and wise use of s tu d e n t  e v a lu a t io n s ,  s tuden ts  be ing  the in d iv id u a ls

52F red erick  H. Jackson and Robin S. W ilson, "Toward a New 
System o f  Academic T enure ,"  E duca tiona l Record, L I I ,  No. 4 (1971), 338.
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53with whom the  facu lty  member has had the g r e a te s t  c o n ta c t .

H i lg e r t  recommended a blend of teach ing  and resea rch  for

co n s id e ra t io n  fo r  promotion and tenure . He acknowledged, however,

there  was continued d iscu ss io n  in  academic c i r c l e s  as to  how one

measures e f f i c i e n t  teach ing , and i t  has been e a s ie r  fo r  promotion

and tenure committees to  r e ly  on v i s i b l e  methods o f re sea rch  such

as p u b l ic a t io n s ,  speaking engagements, w h ite  papers, and s im ila r  

54a r t i c l e s .  Smith has s t r e s s e d  th a t  merely to keep a b re a s t  of cu rren t

developments req u ire s  th a t  a facu lty  member somewhat abandon h is

s tuden ts .  He s ta te d  the in s is te n c e  o f some i n s t i t u t i o n s  th a t  facu lty

do research  and publish ex te n s iv e ly  has caused even g r e a te r  neglect

to  the s tu d e n t  body. T herefo re , Smith suggested th a t  facu lty  members

be considered fo r  promotion and tenure on th e i r  d e c is io n  no t to

publish . He s ta te d :

Perhaps even tua lly  a policy  w i l l  evolve r e q u ir in g  th a t  
evidence o f  each p u b l ic a t io n  be accompanied by evidence of a t  
le a s t  one dec is ion  no t to  pub lish .  I f  a facu lty  member i n s i s t s  
on p u b l ic a t io n  and ignores such a p o l ic y ,  he would be declared 
i n e l ig ib l e  fo r  promotion and ten u re .

Moog, a p ro fesso r  o f  biology a t  Washington U n iv ers ity  in

S t .  Louis, M issouri,  and an outspoken c r i t i c  o f  te n u re ,  has s ta te d

53M ilton  H ildebrand, "How to  Recommend Promotion fo r  a 
Mediocre Teacher w ithout A ctua lly  L y ing ,"  Journal of Higher Education. 
XLIII, No. 1 (1972), 47.

^Raymond L. H i lg e r t ,  "Teacher o r  R esearcher ,"  Educational 
Forum. XXVIIX> No. 4 (1964), 465.

55Vernon H. Smith, "A Modest P roposa l fo r  Improving Promotion 
and Tenure P rocedures ,"  Phi D elta  Kappan, L I I ,  No. 4 (1970),
256.



t h a t  she f e e l s  i t  i s  a s i g n i f i c a n t  f a c to r  t h a t  has been working to  

keep : " . . .  the f a c u l t i e s  o f  c o l le g e s  and u n i v e r s i t i e s  in  t h i s

c o u n try  overwhelmingly w h ite ,  and m ale--and a l t o g e th e r  complacent 

a b o u t  the s i t u a t i o n . M o o g  has a s s e r te d  t h a t  the  d i s t i n c t i o n  

between tenured  and nontenured f a c u l t i e s  i s  abominable and should  be 

e x t i n c t .  She has recommended t h a t  the p re se n t  p ro b a tio n a ry  p e r io d  

approved by the  AAUP be rep laced  by a s e r i e s  o f  s h o r t  c o n t r a c t s .  

P ro b a tio n a ry  p e r io d s  should be in  the realm o f  th re e  y e a r s ,  fo llow ed 

by longer c o n t r a c t s ,  perhaps in  seven-year l e n g th s .  Each seven-year  

c o n t r a c t  would in c lu d e  a s a b b a t ic a l  year: " . . .  which in  case  of

non-renew al m ight f a c i l i t a t e  the  search o r p r e p a ra t io n  fo r  new 

em ploym en t."^  I t  has  been Moog's c o n ten tio n  t h a t  renewable con

t r a c t s ,  while le s se n in g  s e c u r i ty  fo r  the f a c u l ty  member, would re q u ire  

a tak in g  up o f  some o f the " s la c k "  u su a lly  ex p e r ien ced .  She added:

I t  would be im portant to  e s ta b l i s h  t h a t  the  renewal of a 
7-year  c o n t r a c t  would be earned  by s a t i s f a c t o r y  s e rv ic e ,  n o t 
merely given as i s  t ru e  o f  the  g ran ting  o f  te n u re  today, f o r  
reasons t h a t  a re  n e i t h e r  d e f in ed  nor d e f in a b le .  . . . "

Hence, i t  i s  e v id e n t  t h a t  she has  jo in ed  fo rc e s  w ith  Soules and Buhl

in  t h e i r  cry  fo r  d e f i n i t i v e  measures in  the g r a n t in g  of academic

te n u re .

Vaccaro has suggested th re e  counterm easures to  the  p r e s e n t  

p o l ic y  of te n u re .  The f i r s t  was a " c o n tra c t  f o r  s e rv ic e "  such as was

56Florence Moog, "The A l te rn a t iv e  to  T enure ,"  C hron ic le  o f  
H igher E duca tion . VI, No. 27 (1972), 8.

57Ibid.
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used a t  Hampshire College in  M assach u se tts .  The f a c u l ty  member, when

h i r e d ,  developed a c o n t r a c t  w ith  the  c o l le g e  based on h i s  p ro je c ted

goa ls  and achievem ents and the e x p e c ta t io n s  of the i n s t i t u t i o n  (one

w i l l  note the s i m i l a r i t y  o f  Soules and B u h l 's  " e x p e c ta t io n s"  concep t) .

Obviously, i f  th e  f a c u l ty  member f a i l e d  to  l i v e  up to  the  c o n t r a c t ,

he would no t be r e i n s t a t e d  or r e h i r e d .  The second was the  e l im in a t io n

o f  tenure  and in  i t s  p lace  the  use o f  c o l l e c t i v e  b a rg a in in g .  Third,

in s te a d  o f  th e  c u r re n t  a l l - i n c l u s i v e  ten u re  fo r  l i f e ,  which Vaccaro

po in ted  out g e n e ra l ly  spans twenty o r  more y e a r s ,  the i n i t i a t i o n  of

p e r io d ic  e v a lu a t io n s  and reviews was in tro d u c e d .  Negative r e p o r ts  o r

outcomes would a llow  the d ism is sa l  o f  the  fa c u l ty  member. Vaccaro

recommended t h a t  the  f i r s t  be a t  the  end o f  th re e  y e a r s ,  reappointment

f o r  an o th e r  e i g h t  y e a r s ,  and then reappoin tm ent fo r  an o th e r  f i f t e e n  
59y e a r s .

In  response  to  Vaccaro1s second a l t e r n a t i v e ,  J .  D. M i l le t ,  

D ire c to r  o f  the  Management D iv is io n  o f  the Academy fo r  E ducationa l 

Development, argued th a t  the concept o f  academic tenu re  and the goals 

o f  unions a re  incom patib le .  P. R e in a rd ,  P re s id e n t  of S t .  Louis 

U n iv e r s i ty ,  S t ,  Louis , M isso u ri ,  was o f  the same mind and f e l t  th a t  

tenure  invo lved  w ith  c o l l e c t iv e  b a rg a in in g  would be no th ing  more than 

a s h i f t  from the  h igh  p ro fe s s io n a l  s ta n d a rd s  fo s te re d  fo r  y e a rs  by 

the American A sso c ia t io n  o f  U n iv e rs i ty  P ro fe s so rs  to  the union 

p r in c ip le  s e t t i n g  l e a s t  common denominator s tan d a rd s  and would

59Louis C. Vaccaro, "The Tenure C ontroversy: Some P oss ib le
A l t e r n a t iv e s , "  Jo u rn a l  o f  Higher E d u c a tio n . X L III,  No. 1 (1972), 35.
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60in e v i ta b ly  mean poorer e d u ca t io n .  Needless to say , X. Kruger o f 

C ity  U n iv e rs i ty  o f  New York and P re s id e n t  o f  the New York Local of the  

U nited  F e d e ra t io n  o f C ollege  Teachers , was in  t o t a l  d isagreem ent w ith  

M i l le t  and R einard  and s t a t e d  i t  was only a m atter  o f  time u n t i l  a l l  

o f  h ig h er  ed u c a t io n ,  in c lu d in g  the concept o f  ten u re ,  was bound in  

c o l l e c t iv e  b a rg a in in g .* ^

I t  i s  a p p ro p r ia te  a t  t h i s  p o in t  to  in d ic a te  t h a t  in  1971, 

C o rn e l l  U n iv e rs i ty  embarked on a r e e v a lu a t io n  of i t s  ten u re  p o l i c i e s .  

So as not to  become " te n u re d  i n , "  C o rn e l l  f e l t  i t  was n ecessary  th a t  

i t  adopt a p o l ic y  th a t :

. . . only the most ab le  a s s i s t a n t  p ro fe sso rs  be reappo in ted  
a f t e r  th re e  y e a r s ;  and excep t fo r  t r u l y  ou ts tan d in g  in d iv id u a l s ,  
the f i n a l  d e c is io n  to  g r a n t  tenure  should be de layed  u n t i l  the 
beginning o f  the  s ix th  y e a r .^ 2

In  a d d i t io n ,  reappo in tm en ts  a f t e r  the  age o f  s ix ty - e ig h t  would only 

be fo r  p o s i t io n s  supported  by g ra n t  funds. A ll  o th e r  such a p p o in t

ments should be d iscou raged . C ornell  U n iv e rs i ty  adopted the  p o s i t io n  

t h a t  tenure would no t be g ran ted  e a r l i e r  than n ecessa ry .

Saltzman has supported  a p o in t  o f view s im i la r  to  C orne ll  

U n iv e r s i ty 's  when he proposed a review board for the c o n s id e ra t io n  

o f  tenure  which he e n t i t l e d ,  "The N a t io n a l  Tenured P ro fe s so r  

A c c re d i ta t io n  Board."  Saltzman i n s i s t e d  the main f a i l u r e  of tenure

^ " C o l l e g e  Teachers Jo in in g  U nions ,"  Daily P re ss  [ Newport 
News, V irg in ia  ] ,  Nov. 19, 1972, s ec .  F ,  p. 6.

"F acu lty  Appointments, Prom otions, and E x tens ions  o f 
Appointments beyond Age 6 5 ,"  E duca tiona l Record. L I I ,  No. 3 (1971), 
248.



was the i n a b i l i t y  o f  the superv iso rs  of tenured f a c u l ty ,  nam«Miely deans

and department chairmen, to properly  po lice  the ranks and t o  o  make

the app ro p ria te  recommendations. He claimed th a t  t h i s  group o  was:

" .  . . e i th e r  unw illing o r incapable of properly su p e rv is in g  ;g,
63ev a lu a t in g ,  and d i s c ip l in in g  the tenured f a c u l ty ."  The bocoard 

Saltzman proposed would be p a r a l l e l  to the Regional A c c re d it  Station 

A s so c ia t io n 's  and would have aB i t s  primary r e s p o n s ib i l i ty  t'Ofche 

form ulation o f  o b je c t iv e ,  balanced, and reasonable  s ta n d a rd s  e  and 

c r i t e r i a  to  be used for eva lu a tin g  the performance o f  each t^tenured

fa c u l ty  member. I t  would recommend necessary  improvements i - t ln p e r 

formance and would advise on the facu lty  member's continuanccce at, or 

s ep a ra t io n  from, the i n s t i t u t i o n  where employed. At th is  pocoint in  

time, Saltzman was only w i l l in g  to give th i s  board recommend-fcdation 

a u th o r i ty ,  thereby leaving the i n s t i t u t i o n  with in t e rn a l  conxntrols.

I t  should be s tre s se d  th a t  when a v i s i t i n g  team would come fc-3to the 

campus a t  approximately f iv e -y e a r  in t e r v a l s ,  one of th e i r  gocsoals would 

be to  bring a th i rd -p a r ty  approach to  the ev a lu a t io n  of facuJuulty 

members. The eva lua tion  team would review d o ss ie rs  of the vwarious 

fa c u l ty  members under co n s id e ra t io n  and would place each o f  them in  

one of f ive  ca teg o ries :

1 . the facu lty  member surpasses a l l  c r i t e r i a ,

2 . the fa cu lty  member meets a l l  c r i t e r i a  satis£3rfactorily ,

3. the facu lty  member meets most c r i te r ia - ~ h a s  need o f

63Henry Saltzman, "Proposing a N ational Board to Accocredit 
Tenured P ro fe s so rs ,"  Chronicle o f  Higher Education, VI, No. 7 (1971), 
8 .



improvement in  one o r two s p e c i f i c  a reas  and i s  recommended fo r  

te n u re ,

4. the f a c u l ty  member meets most c r i t e r i a  and tenure  i s  

recommended fo r  two y ea rs  a t  which time th e re  w i l l  be a r e e v a lu a t io n ,  

and

5. the f a c u l ty  member f a i l s  to  meet most c r i t e r i a  and 

the  d is c o n t in u a t io n  o f  tenure i s  recommended.

The N a tio n a l Tenured P ro fe s so r  A c c re d i ta t io n  Board would have f in a n 

c i a l  support from i n s t i t u t i o n a l  memberships, and i t  would be concerned 

w ith  tenured  f a c u l ty  only .

Member schools would continue to  s e t  t h e i r  own s tandards  fo r  
p rov id ing  te n u re .  The Board would embody a v o lu n ta ry  system o f  
s e l f - d i s c i p l i n e ,  se lf-deve lopm ent, and in d iv id u a l  a c c o u n ta b i l i ty  
t h a t  would enhance the l ik e l ih o o d  of b e t t e r  education  fo r  s t u 
d e n ts .  6^

Saltzman be lieved  h i s  Board was not a n t i - i n t e l l e c t u a l  and th a t  a 

teach er  was not beyond p ro fe s s io n a l  s tandards  o f a c c o u n ta b i l i ty .  

Saltzman s ta te d :  " . . .  ten u re ,  l ik e  a good r e p u ta t io n ,  must be

earned over and over again .

Another major a l t e r n a t iv e  to  the tenu re  concept was the use of 

quotas w i th in  departm ents, w i th in  c o l le g e s ,  w ith in  u n i v e r s i t i e s ,  for  

tenured  p o s i t io n s .  B a s ic a l ly ,  t h i s  was the es ta b lish m en t by the 

i n s t i t u t i o n  o f a given percen tage o f  p o s i t io n s  w ith in  any department 

t h a t  could  not be exceeded by fa c u l ty  members ho ld ing  ten u re .  

I n s t i t u t i o n s  adopting  the quota concept in t e r p r e t e d  same as a p o s i t iv e
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approach in  t h a t  i t  allowed them the freedom they d es ired  in  c o n t in 

u a l ly  search ing  out b r ig h t ,  new t a l e n t ,  a v a i la b le  annually  from the 

v a r io u s  graduate  schoo ls .  Supporters o f quota schedules endorsed them 

as being a way to  avoid being " tenured  i n . "  They hastened  to  p o in t  

out: "The Carnegie Commission on Higher Education e s tim a tes  t h a t  i f

p re se n t  p a t te rn s  remain c o n s ta n t ,  an a s to n ish in g  90% of a l l  U.S.
66p ro fe s so rs  w i l l  have tenu re  by 1990. . . ."

Not s u rp r i s in g ly ,  the American A sso c ia t io n  o f  U n iv e rs i ty

P ro fe sso rs  has taken every opportun ity  to  express  i t s  o p p o s it io n  to

tenu re  quo tas .  The AAUP has s ta t e d  th a t  tenure quotas a re :  " . . . an
67ex p ed ien t,  dangerous to  academic freedom and academic l i f e  . . . "

The AAUP f u r th e r  a s s e r te d  th a t  quotas would have, as a r e s u l t :

. . .  a s e t t l e d  and r e l a t i v e ly  secure  fa c u l ty  numbering 
s l i g h t l y  more than h a l f  the p ro fe ss io n  and a gypsy-like  t r i b e  of 
permanently non-tenured  f a c u l ty  moving from place  to  place w a it in g  
fo r  a se n io r  co lleague  to  r e t i r e  or d ie  or e n te r  fu l l - t im e  
admini s t r a t  io n .

Jacobson supported the tenure concept bu t b e liev ed  th a t

f a c u l ty  personnel p o l i c i e s  should be d escribed  f u l ly  and form ally  so

th a t  tenure d e c is io n s  r e s te d  on e x p l i c i t  judgments and no t:  " . . .  the

passage o f t im e ." 8^ He contended th a t  tenure quotas should have

^ " T e n u re  in  T roub le ,"  Newsweek, June 10, 1974, p. 75.
67P h i l l i p  W. Sernas, "Tenure Quotas Draw Heavy F ire  from 

P ro fe s so r s '  A s so c ia t io n ,"  Chronicle o f  Higher E ducation , V II, No. 31 
(1973), 7.

68Ib id .

^ R o b e r t  L. Jacobson, "Retain  Tenure bu t Ration I t ,  Panel 
A dv ises ,"  Chronicle  o f  Higher E ducation , V II, No. 16 (1973), 1.
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ranges o r l im i t s  as compared to  f ixed  p e rcen tag es .  One might even say 

th a t  he supported the pronounced p o s i t io n  o f  A lb e r t  Shanker o f the 

American F ed era t io n  o f  Teachers in  th a t  i f  th e re  i s  a shadow of 

doubt regard ing  te n u re ,  the teach e r  or p ro fe s so r  should be re le a se d  

from h i s  p o s i t io n .  I t  was Jacobson 's  b e l i e f  th a t  un less  the i n s t i 

t u t io n s  themselves were w i l l in g  to  demand more s t r i n g e n t  q u a l i f i c a 

t io n s  fo r  the g ran tin g  o f  te n u re ,  they would f in d  themselves in  more 

s e r io u s  d i f f i c u l t i e s  than rep re sen ted  by the then c u r re n t  s t a t e  of 

a f f a i r s .

In  the sp ring  of 1973, Bloomfield College in  New Je rsey  

ab o lish ed  tenure and gave one-year n o t ic e s  to  t h i r t e e n  o f the seven ty -  

two f a c u l ty  members. The co lleg e  then rep laced  tenure  w ith  fa c u l ty  

c o n tra c ts :

Under a new system o f  open le a rn in g  c o n t r a c t s ,  each fa c u l ty  
member "w i l l  p lan  w ith  the co llege  a c o n tra c t  t h a t  w i l l  be a 
commitment to  give and re ce iv e  le a rn in g  resources  w ith in  the 
academic community" . . . The c o n t ra c t  a lso  w i l l  provide for a 
system of e v a l u a t i o n . ^

P re s id e n t  A llshouse of Bloomfield College contended th a t  the new con

t r a c t s  provided fo r  due p ro cess ,  reasonab le  job s e c u r i ty ,  e s ta b l i s h e d  

academic freedom w ithou t tenure fo r  a l l  members and thereby  e lim in a ted  

c la s s  d i s t i n c t i o n s .  (Again, note the s im i l a r i t y  to  Soules and B uh l 's  

suggested  "ex p ec ta t io n s"  approach to  e v a lu a t io n .)  A llshouse took 

the  p o s i t io n  t h a t  c o n tra c ts  w ith  the c o l le g e  on the p a r t  of fa c u l ty  

members were a more r a t io n a l  approach to  meeting ever-changing needs

^ P h i l l i p  W. Semas, "College Ends F acu lty  Tenure, Dismisses 
13 ,"  Chronicle o f  Higher E ducation . V II, No. 37 (1973), 1.
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and p r e r e q u i s i t e s  o f  an ever-changing s tu d en t  body. P re s id e n t  

A llshouse  i n s i s t e d  th a t  i n s t i t u t i o n s  must have g r e a te r  f l e x i b i l i t y  to  

meet the challenges  o f  a contemporary economic and s o c ia l  scene.

To accomplish . . . r e s t r u c tu r in g ,  Mr. A llshouse s a id ,  
r e q u ire s  changes in  the f a c u l ty  t h a t  cannot always be made in  
accordance w ith  academic freedom and tenure  as defined  by the 
AAUP. "The fu tu re  i n t e r e s t s  o f p r iv a te  h ig h e r  education  and 
Bloomfield College may no t always be c o n s is te n t  w ith  the  i n s t i t u 
t i o n a l  needs of the AAUP," he added .71

Whether o r  no t A llshouse would be ab le  to  continue h is  

red es ig n  o f academic a d m in is t ra t io n  was u n c e r ta in ,  fo r  in  the summer 

o f  1974, a New Je rsey  judge had ru le d  a g a in s t  Bloomfield College and 

issu e d  an o rder  demanding the re in s ta te m e n t  of a l l  f a c u l ty  who had 

been r e le a s e d .  Judge A n te l l  ru le d :  . . t h a t  the co lleg e  adm inis

t r a t i o n s  and t r u s t e e s 1 'prim ary o b je c t iv e  was the a b o l i t i o n  o f tenure

a t  Bloomfield C o llege , not the a l l e v i a t i o n  o f f in a n c ia l  s t r in g e n -  

72c i e s . 1" Judge A n te l l  went on to  say th a t :

. . . Academic tenure " i s  n o t  merely a r e f l e c t i o n  of 
s o l i c i tu d e  fo r  the s t a f f  o f  academic i n s t i t u t i o n s  bu t of concern 
fo r  the genera l  w e lfa re  by p rov id ing  fo r  the b e n e f i t s  o f  un in 
h ib i t e d  s c h o la rsh ip  and i t s  f re e  d issem in a tio n . . . . The cou rt  i s  
o f  the view th a t  te rm ina tion  o f  tenure based on changes in 
academic programs can be j u s t i f i e d  only a f t e r  a f a c u l ty  ev a lu a t io n  
o f the problem . . . The Bloomfield f a c u l ty  had opposed many of 
the curricu lum  reforms advocated by P re s id e n t  A llshouse .

I t  might be po in ted  out here  t h a t  in  1972, the  Commonwealth of

V irg in ia  abo lished  tenure in  i t s  Community College system w ithout

71I b i d . , p . 6.
72P h i l l i p  W. Sernas, "V ictory  fo r  T en u re --P ro fesso rs  Win a t  

B loom fie ld ,"  Chronicle o f  Higher E ducation , V I I I ,  No. 37 (1974),
2 .

73Ibid.
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major in c id e n t  o r  le g a l  r e b u t t a l .

F ed era l  governmental in te rv e n t io n  was no t new to  the h ig h er  

education  scene. I t  made h i s to r y  in  the 1954 ru l in g  o f the Supreme 

Court demanding desegregation  of educa tion , and re c e n t ly  appeared 

again  in  the d ec is io n s  o f the N ationa l Labor R e la t io n s  Board where 

they claimed they had j u r i s d i c t i o n  over bargain ing  arrangements a t  

p r iv a te  i n s t i t u t i o n s  t h a t  have an annual budget in  excess of one 

m i l l io n  d o l l a r s .  The N ationa l Labor R e la t io n s  Board was being 

cha llenged , however, by Wentworth College of Technology in  

M assachusetts . The i n s t i t u t i o n  claimed th a t  i t  d id  no t engage in  

commerce as defined  by the N ational Labor R e la t io n s  Act. Wentworth 

College a lso  argued th a t  fa c u l ty  who have s ig n i f i c a n t  input in to  the 

o p era tio n s  and governance through p o lic y  development and implementa

t io n  a re  su p e rv iso rs  and, hence, cannot be p a r t  of a bargain ing  u n i t .

In the meantime, however, the N a tio n a l Labor R e la t io n s  Board has 

been e x te n s iv e ly  involved in  b a rg a in in g  d isp u te s  a t  C o rn e ll  U n iv e rs i ty ,

I th a c a ,  New York, and Long Is lan d  U n iv e rs i ty ,  C. W. P ost Center,

74Greenvale, New York.

A d d it io n a l  f e d e ra l  involvement has come from F edera l D i s t r i c t  

Judge James E. Doyle who in s i s t e d  th a t  th e re  a re  minimal procedures 

t h a t  a u n iv e r s i ty  must follow i f  i t  i s  going to  e l im in a te  tenured 

p o s i t io n s  because of f in a n c ia l  d i f f i c u l t i e s .  Somewhat con tra ry  to  

Judge A n te l l  in  New J e rs e y ,  however, Judge Doyle b e liev ed  th a t

74P h i l l i p  W. Semas, "N .L .R .B .'s  [ N ational Labor R e la tio n s  
Board ] Power over Colleges I s  Challenged,"  Chronicle  o f Higher 
E duca tion . V I I I ,  No. 38 (1974), 1.
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fa c u l ty  members are  not n e c e s sa r i ly  guaranteed involvement in  the 

d e c is io n ,  but t h a t  the f a c u l ty  members were e n t i t l e d  to  be shown th a t  

one was not dism issed a r b i t r a r i l y  or fo r  e x e rc is in g  t h e i r  c o n s t i t u 

t io n a l  r i g h t s .  The minimal procedures t h a t  an i n s t i t u t i o n  must 

fo llow , as suggested by Judge Doyle, were:

1 . fu rn ish in g  each p l a i n t i f f  w ith  a reasonably  adequate 

w r i t t e n  s ta tem en t o f the b a s is  fo r  the i n i t i a l  d e c is io n  to  lay  o f f ,

2 . fu rn ish in g  each p l a i n t i f f  w ith  a reasonably  adequate 

d e s c r ip t io n  o f the manner in  which the i n i t i a l  d e c is io n  had been 

a r r iv e d  a t ,

3. making a reasonably  adequate d isc lo su re  to each 

p l a i n t i f f  o f  the in form ation  and d a ta  upon which the decision-m akers 

had r e l i e d ,  and

754. providing each p l a i n t i f f  the opportun ity  to  respond. 

F u r th e r  fe d e ra l  in te rv e n t io n  can be a n t ic ip a te d  should d e c is io n s  to  

r e le a s e  tenured fa cu lty  a r i s e ,  Sernas has s ta te d  th a t  a f f i rm a t iv e  

a c t io n  r e g u la t io n s  and in t e r p r e t a t i o n s  by the Department o f  H ealth , 

Education, and Welfare and the various  l e v e l s  o f  the co u r ts :

. . . in d ic a te  th a t  when co lleg es  a re  forced  to  lay  o f f  
f a c u l ty  members, they w i l l  not be allowed to  drop only un-tenured  
p ro fe sso rs  i f  th a t  means l e t t i n g  go a l o t  o f  r e c e n t ly  h i r e d  women 
and m in o rity  group members. Federal r e g u la t io n s  may a lso  force 
c o l leg es  to  j u s t i f y  the grounds on which they g ran t  ten u re .

75P h i l l i p  W. Sernas, "Tenured P ro fesso rs  Have Only Limited 
P ro te c t io n  a g a in s t  Emergency Lay O ffs, Federa l Judge R u les ,"  Chronicle 
o f  Higher E ducation , V III ,  No. 36 (1974), 1.

76P h i l l i p  W. Sernas, "Tenure—Two in  Every Five C olleges Are 
Now Reviewing I t , "  Chronicle of Higher Education , IX, No. 11 (1974),
1 .
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While C hait and Ford b e l iev ed  th a t  h igher  education  would move

to  c o l l e c t i v e  b a rg a in in g , and ru l in g s  o f the  N ationa l Labor R e la t io n s

Board were encouraging the t re n d ,  th e re  were those who argued:

I f  tenure can be thrown out the window . . . the re  i s  no
assurance fo r  academic freedom . . . You are  l e f t  w ith  a
sweatshop atmosphere where you must do what o the rs  t e l l  you to  
do o r  e l s e . ^

Indeed, the power o f  the c o l l e c t iv e  barga in ing  u n i t  cannot be ignored.

In 1973, the City U n iv e rs i ty  o f  New York e s ta b l i s h e d  c e i l in g s  on

tenured fa c u l ty  members in any one department a t  the 50 p e rcen t  le v e l  

with s p e c ia l  j u s t i f i c a t i o n s  re q u ire d  fo r  tenure to  be g ran ted  beyond 

th a t  p o in t .  The r e a c t io n  was so s tro n g  from the recognized b a rg a in 

ing u n i t ,  the American F edera tion  of College Teachers, th a t  the C ity

U n iv e rs i ty  Board o f  T rus tees  had to  c a p i tu la t e  and resc ind  the 
78re g u la t io n .  A m odified  approach to  c o l l e c t iv e  bargain ing  and tenure 

has been presen ted  by P ie rso n . P ierson  has suggested th a t  adm inis

t r a to r s  are  managers, teachers  are  la b o re r s ,  and s tuden ts  a re  

consumers. The in d iv id u a l  fa c u l ty  member would apply fo r  promotion 

d i r e c t ly  to  an a d m in is t r a to r - f a c u l ty - s tu d e n t  committee on fa c u l ty  

promotions. S p e c if ic  requirem ents would have a lready  been l i s t e d  so 

evidence could be p resen ted  s y s te m a t ic a l ly .  A l l  appeal procedures 

would have been form alized so th a t  an in d iv id u a l  was f u l ly  aware of 

the promotional p o l i c i e s  of the i n s t i t u t i o n .  A fa cu lty  member who was 

not promoted and b e l iev ed  he was aggrieved could appeal to  the

^"Tenure in Trouble," op. c i t . , p. 75.
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U nion-A dm in is tra tion -S tuden t Committee. Evidence would be p re se n te d

by both  s id e s .  F u r th e r  appeal was p o ss ib le  to  the Committee on

79F acu lty  Appeals o f  the Board of T ru s te e s .  I t  was i n t e r e s t i n g  to  

no te  h e re  t h a t  P ie rso n ,  w hile  a l low ing  a m o d if ic a t io n  o f  t r a d i t i o n a l  

or c l a s s i c a l  i n s t i t u t i o n a l  s t r u c t u r e ,  e v e n tu a l ly  concluded w ith  the  

concept t h a t  the  Board o f  T rus tees  or the i n s t i t u t i o n  remained the  

f i n a l  governing a u th o r i t y .

Duryea and F isk  a l s o  addressed  the q u e s t io n  o f c o l l e c t iv e  

b a rg a in in g  and i t s  r e l a t io n s h ip  to  the  concept o f  academic te n u re .  

They acknowledged two m ajor a c ts  ( th e  N ational Labor R e la t io n s  Act 

and the Wagner Act as amended) have c le a r ly  e s ta b l i s h e d  the r i g h t  o f  

c o l l e c t i v e  b a rg a in in g  in  c e r t a in  s e c to r s .  They allowed the i n t e r p r e 

t a t i o n  o f the  c o u r t s ,  however, to  determine which i n s t i t u t i o n s  were 

covered , bu t q ues tioned  the  v a l i d i t y  o f the one m i l l io n  d o l l a r  annual 

budget as  a q u a l i fy in g  c h a r a c t e r i s t i c .  Duryea and F isk  q ues tioned  

c o l l e c t i v e  b a rg a in in g  and i t s  va lue  to  h ig h er  ed u ca tio n  va lues  and 

p r a c t i c e s ,  however, in  s t a t i n g  t h a t :

C o l le c t iv e  b a rg a in in g  i s  e s s e n t i a l l y  an e g a l i t a r i a n  a c t i v i t y ,  
a t  l e a s t  as  we have seen i t  i n  o p e ra t io n  in  the b us iness  and 
i n d u s t r i a l  s e c to r .  A ccord ing ly , i t  emphasizes u t i l i t a r i a n i s m ,  
s ta n d a rd iz a t io n ,  and u n ifo rm ity .  I f  these  v a lu es  ach ieve  primacy 
in  h ig h e r  ed u ca tio n ,  what w i l l  be the e f f e c t  on q u a l i ty  o f  
service.®®

79George A. P ie rso n ,  "Competing fo r  Power in  Today's 
U n iv e r s i ty ,"  Chronicle  o f  Higher E d u ca tio n , V II, No. 17 (1973),
1 2 .

80Edwin D. Duryea, Robert S. F isk  and A s so c ia te s ,  F acu lty  
Unions and C o l le c t iv e  Bargaining (Washington, D. C .: Jossey-B ass  I n c . ,
P u b l i s h e r s ,  1973), p. 42.
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Duryea and F isk  d id , however, s t a t e  t h a t  c o l l e c t iv e  barga in ing  was 

i n to l e r a n t  o f  poor a d m in is t ra t io n .  They claimed th a t  i f  c o l le c t iv e  

barga in ing  was function ing  c o r r e c t ly ,  i t  would he lp  to  e l im in a te :

1 . c o s t ly  a d m in is t ra t iv e  p r a c t i c e s ,

2 . in d e c is io n ,

3. d i l a to ry  behav io r ,

4 . cap r ic io u s  a c t io n s ,  and

5. o th e r  s im i la r  inadequacies .

And, as i s  the case w ith  o ther  a u th o rs ,  Duryea and F isk  b e liev ed  much

o f  the n ega tive  a t t i t u d e  toward tenure was a d i r e c t  r e s u l t  o f  in ep t

a d m in is t ra t io n  in  overseeing  the implementation o f the concept.

Another a l t e r n a t iv e  to  tenure p o l i c i e s  was proposed by

S i lb e r ,  P re s id e n t  of Boston U n iv e rs i ty ,  Boston, M assachuse tts ,  who

suggested t h a t  tenure be combined with r o l l i n g  c o n tra c ts :

Under th i s  p lan ,  those who want and can q u a l i fy  fo r  tenure 
may s t i l l  rece iv e  i t .  Others may remain a t  t h e i r  i n s t i t u t i o n  
under c o n tra c ts  fo r  periods such as 5 years  w ithou t committing 
themselves or the u n iv e r s i ty

He a lso  encouraged the use o f  the  United S ta te s  Navy system of promo

t io n  in  i n s t i t u t i o n s  o f  h ig h er  education--nam ely , e i t h e r  promotion or 

r e le a se  from the i n s t i t u t i o n .

Birenbaum, P re s id e n t  of S ta ten  I s la n d  Community College o f  the 

C ity  U n ivers ity  of New York, p resen ted  the fo llow ing proposal fo r  

tenure  r e v is io n  to the  Council o f  P re s id e n ts  o f  the C ity  U n iv e rs i ty  of 

New York:

81"Tenure in  T roub le ,"  op. c i t . . p. 76.
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X. Automatic tenure fo r  a l l  f a c u l ty  appointed a t  the 

i n s t r u c to r  le v e l  as long as they remain a t  t h a t  rank a f t e r  one 

p robationary  y e a r .

2. F i f te e n  y ea rs  o f  autom atic tenure  fo r  a l l  facu lty  

members appointed to  a s s i s t a n t  p ro fe s so r  le v e l  or promoted th e re to .  

Such c o n tra c ts  would be renewable fo llow ing ev a lu a t io n  o f  performance 

a t  the end o f each f i f t e e n - y e a r  period  so long as the person remained 

in  t h i s  rank.

3. Ten yea rs  autom atic tenure fo r  a l l  f a c u l ty  appointed 

a t  the a s so c ia te  p ro fe sso r  rank. These te n -y e a r  c o n tra c ts  would be 

renewable fo llow ing ev a lu a t io n  of performance a t  the end o f each 

te n -y ea r  period  so long as the person remained a t  t h i s  rank.

4. Five yea rs  autom atic tenure  fo r  a l l  f a c u l ty  members

appointed a t  f u l l  p ro fe sso r  l e v e l .  These c o n tra c ts  would a lso  be
82renewable a f t e r  e v a lu a t io n  each f iv e  y e a rs .

L a s t ly ,  Park be liev ed  the i n a b i l i t y  to  re th in k  the tenure

system or the lack  of im aginative a l t e r n a t iv e s  was noth ing  more than:

. . . s e t t i n g  the tenure system up fo r  major c o l l i s io n s  with 
co u n te rv a i l in g  fo rces  w ith in  the next 5 o r 10 y e a r s .  Unless we 
take our eyes o f f  th a t  rear-v iew  m irro r ,  we [ would 1 be headed

O  O
s t r a i g h t  fo r  tenure shock.

Research R ela ted  to  Academic Tenure 

The research  r e p o r t ,  "Academic Tenure a t  Harvard U n ivers ity" : 

" .  . . i s  s u b s ta n t ia l ly  a rep roduction  o f Harvard U n iv e r s i ty 's

82Park, op. c i t . . p. 16. 

83Ib id .



Committee on Governance 'D isc u ss io n  Memorandum on Academic Tenure a t

84Harvard U n i v e r s i t y . ' "  Such a study became necessary  as a r e s u l t  o f

th e  growing concern and d isc u s s io n s  evo lv ing  about the g ra n tin g  and

te rm in a tio n  of te n u re .  When the recommendations o f the Harvard

U n iv e rs i ty  Committee o f Governance were accep ted ,  they provided:

" .  . . fo r  the  f i r s t  time in  i t s  h i s to r y  a s t a t e d  process  fo r  handling
85cases  invo lv ing  the p o s s ib le  te rm in a t io n  o f  a ten u re  appoin tm ent."

The committee acknowledged th a t :  '.'The r i g h t s  o f  tenure  inc lude

n o th in g  more than  t h i s  r i g h t  o f  o f f i c e  w ith o u t p e r io d ic  re-appoin tm ent
86u n t i l  r e t i r e m e n t .  . . ." The committee s t a t e d  f u r th e r  t h a t  i t  was 

im portan t to  understand  what tenure  d id  n o t  guaran tee  a t  Harvard 

U n iv e r s i ty .  S p e c i f ic a l ly :

1. Tenure did  not inc lude  a g u a ran tee ,  expressed  or 

im p lied , t h a t  a f a c u l ty  member would con tinue  to  teach  the same courses 

and only such course o r courses  throughout h is  te n u re .

2. Tenure was no t a s in ec u re  a s su r in g  a f a c u l ty  member 

o f  a guaran teed  annual wage w hile  f re e in g  him from any teach ing  

o b l ig a t io n s  whatever or p e rm it t in g  him to  spend the bulk o f  h i s  time 

away from the i n s t i t u t i o n  which pays h i s  s a la ry .

3. Tenure d id  no t perm it a f a c u l ty  member to  f la u n t  the 

r u le s  and r e g u la t io n s  o f  h i s  i n s t i t u t i o n  or even to  engage w ith  impunity

84"Academic Tenure a t  Harvard U n iv e r s i ty ,"  AAUP B u l l e t i n . 
L V III ,  No. 1 (1972), 62.

85I b i d .
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i n  what by th e  s ta n d a r d s  o f  h i s  d i s c i p l i n e  o r  p r o f e s s i o n  would be 

m a l p r a c t i c e .

4 . Tenure did n o t  even a ssu re  a fa c u l ty  member h is  s a la ry  

regard less  o f  the f in a n c ia l  predicam ent o f  h is  co llege  or u n iv e r s i ty ,  

for i n s t i t u t i o n a l  insolvency could be a reason fo r  term inating  a 

tenure c o n t r a c t .87

The study c i te d  sev era l  n eg a tiv e  asp ec ts  o f  tenure  which have caused 

serious  d iscu ss io n  and c o n s id e ra t io n  w i th in  so c ie ty  in  the United 

S ta te s .  The committee from Harvard was the f i r s t  to admit:

. . . Tenure was one o f  the instrum ents  whereby u n iv e rs i ty  and 
college p ro fesso rs  gained a n ea r ly  exc lus ive  power to determine 
who was e n t i t l e d  to  membership in  t h e i r  ranks and l im ited  the 
power of laymen ( s p e c i f i c a l l y ,  in  the la r g e r  American p e rsp e c t iv e ,  
the e c c l e s i a s t i c a l  and p o l i t i c a l  a u th o r i t i e s )  to  define or c o n tro l  
the su b jec t  m atte r  o f academic d i s c i p l i n e s .  Tenure was one 
embodiment o f  the p o s tu la te  th a t  f a c u l ty  members are  not employees 
of the u n iv e rs i ty  but a re  the university.®®

T enure , th e  com m ittee u n d e r s to o d  and s t r e s s e d ,  r e p r e s e n t s  s o c i e t y ' s

genuine concern for the freedom in  in q u iry  and the f u l l  understanding

and com prehension o f  th e  te rm  academ ic  freedom . The s tudy  made the

c la s s ic a l  defense fo r  academic tenure a c c u ra te ly  and without apology.

The com mittee a d d re s s e d  i t s e l f  to  s e v e r a l  prob lem s c e n te r in g  on

tenure and the major concerns r e l a t i v e  to  i t s  p r a c t ic e .

F i r s t ,  the  com m ittee  re sp o n d e d  to  th e  i n a b i l i t y  o f  H a rv a rd  

U n iv e r s i t y  to  a d j u s t  t o  th e  " b u y e r ' s  m a rk e t"  a s  b e in g  in c o n s e q u e n t i a l  

i n  t h a t  to  do so would p la c e  th e  q u a l i t y  o f  the  u n i v e r s i t y ' s  p rogram

87Ibid.

88I b l d . . p. 63.
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in  je o p a rd y .  Secondly, th e  committee s t a t e d  t h a t  excess concern fo r  

the lack  o f  women or m i n o r i t i e s  on the  u n i v e r s i t y ' s  s t a f f  was over

emphasized and would c e a se  to  e x i s t  a s  time passed and g r e a t e r  numbers 

of women and m inority  s tu d e n ts  completed graduate  study and began 

the s e a rc h  f o r  employment. T h ird ly ,  i t  was s t a t e d  th a t  tenu re  

a c tu a l ly  developed a g r e a t e r  sense o f  f a c u l ty  lo y a l ty  than would 

e x is t  i f  a n  i n s t i t u t i o n  d id  not have a ten u re  p o l ic y .

I n  a d d i t io n ,  th e  committee h e ld  t h a t  the argument t h a t  tenure  

hindered th e  development and expansion of new ideas  had l i t t l e  

v a l i d i t y  because Harvard U n iv e rs ity  had always been a model fo r  

forward th in k in g  and new ideas  in  h ig h e r  ed u ca tio n . L a s t ly ,  the 

c r i t i c i s m  t h a t  tenure c o n ta in s  a b u i l t - i n  b ia s  in  favor o f  re se a rc h  

was no t s u b s ta n t ia b le  a t  Harvard U n iv e rs i ty  in  t h a t  re co rd s  have 

shown t h a t  w hile  the s tu d e n t  body had n o t  grown s ig n i f i c a n t l y  fo r  two 

decades, th e  number o f  "classroom  h o u rs"  had almost doubled in  the 

same time span.

A s tro n g  recommendation by the  p an e l ,  however, was t h a t  a

g re a te r  l e n g th  of time be taken to e v a lu a te  a p e r so n 's  va lue  to  the

u n iv e r s i ty  and h is  p o t e n t i a l  as a s c h o la r .  The number o f  persons

seeking e n tra n c e  to th e  "g i ld e d  c lub"  would be so numerous t h a t  no

i n s t i t u t i o n  could be fo rc e d  in to  o f f e r in g  tenure  immediately w ith o u t 

ju s t  c a u se :

I n  t h e  1960's t o  be su re  th e  acad em ic  m a rk e t  was such  t h a t  a 
t e n u r e  o f f e r  was m ore  th a n  once u s e d  to  k eep  a  young c o l l e a g u e  a t  
H a r v a r d .  For th e  f o r e s e e a b l e  f u t u r e ,  how ever ,  t h i s  econom ic  
s i t u a t i o n  w i l l  n o t  so  r e g u l a r l y  p e r t a i n ;  and  th e  n a t u r a l  d i s p o s i 
t i o n  w i l l  be to  d e f e r  a s  long  a s  p o s s i b l e  th e  moment o f  d e c i s i o n .  
I n  s u c h  c i r c u m s t a n c e s ,  th e  a b s e n c e  o f  a r e q u i r e d  t im e  f o r  t e n u r e  
d e c i s i o n  w i l l  q u i t e  p o s s i b l y  be d i s a s t r o u s  f o r  th e  i n d i v i d u a l s
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89involved  as w ell as f o r  Harvard.

In  a 1966 study by Graybeal, com pleted fo r  the N a t io n a l  

Education A ssoc ia tion  R esearch  D ivision , e n t i t l e d  "What th e  College 

Faculty  Thinks . . . i t  was found t h a t  th e re  was a low percentage 

of f a c u l ty  members ( b a s i c a l l y ,  one in  fo u r)  who be lieved  t h a t  pub

l i s h in g  was the primary f a c t o r  for  promotion o r the g ra n t in g  o f tenure  

in t h e i r  i n s t i t u t i o n s .  There was ev idence , however, m ostly  from f a c u l ty  

members h av ing  lowest ra n k ,  th a t  32 p e rc e n t  of those r e p o r t in g  out o f 

a study p o p u la t io n  of 1 ,800 respondents , t h a t  those w ith  ten u re  had 

g re a te r  academic freedom than  those w ith o u t  tenure:

The opinions su g g e s t  th a t  not only  a re  there d i f f e r e n c e s  
among i n s t i t u t i o n s  in  th e  ex ten t o f  academic freedom b u t  th a t  
in  some i n s t i t u t i o n s  academic freedom may not be e q u a l ly  d i s t r i 
buted  among the f a c u l ty .

A nother study, "A Review of the Tenure P o l ic ie s  o f  31 Major 

U n i v e r s i t i e s , "  by D re sse l ,  was undertaken i n  the sp ring  o f  1962 v ia  

the O ff ic e  o f  I n s t i t u t i o n a l  Research a t  Michigan S ta te  U n iv e rs i ty .  

D resse l s t a t e d :

I d e a l l y ,  every i n s t i t u t i o n  should  develop i t s  own tenure 
p o l i c i e s  on the b a s is  o f  i t s  p a r t i c u l a r  philosophy. However, i t  
i s  somewhat re a s su r in g  to  an i n s t i t u t i o n  to  know t h a t  i t s  tenure 
p o l i c i e s  are  c o n s i s t e n t  w ith those o f  o th e r  i n s t i t u t i o n s  w ith  which 
i t  must compete fo r  f a c u l ty ,

The r e s u l t s  o f  the D re sse l  study show t h a t  the  number o f  f a c u l ty

Q  Q

I b i d . , p. 68.
90William S. G ray b ea l,  "What the C ollege  Facu lty  Thinks . . . , 

NEA [ N a t io n a l  Education A sso c ia tio n  ] J o u r n a l , LV, No. 44 (1966), 49.
91Paul L, D re s s e l ,  "A Review o f  th e  Tenure P o l i c i e s  o f  31 Major 

U n i v e r s i t i e s , "  E duca tiona l Record. XLIV, No. 32 (1963), 248.
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members i n  a s s o c i a t e  a n d  f u l l  p r o f e s s o r  ra n k s  i s  e q u a l  to  th e  number 

in  t h e  a s s i s t a n t  p r o f e s s o r  and i n s t r u c t o r  ra n k s .  G e n e r a l ly  s p e a k in g ,  

h o w e v e r , th e  top two r a n k s  a re  t e n u re d  and  the low er two ranks  a r e  

on p r o b a t i o n a r y  a p p o in tm e n t .  The s tu d y  found t h a t  t h e  number o f  

a s s i s t a n t  p r o f e s s o r s  on te n u re  ranged  from  0- to  7 0 - p e r c e n t ,

F u r th e r ,  the number o f  in s t ru c to r s  on tenu re  was few w ith  the excep

t io n  o f  one i n s t i t u t i o n  which had g ra n te d  tenure to  33 percent o f  i t s  

i n s t r u c to r s .  The committee found th a t  u n iv e r s i t i e s  i n  general 

d i s l ik e d  the concept o f  tenure quo tas .  They found, however, th a t  to  

m a in ta in  a balance one had to be aware o f  several s ig n i f i c a n t  f a c to r s  

a f f e c t in g  tenure:

1. the la c k  of o b je c t iv i ty  in  tenure recommendations,

2. th e  o v e rg en e ro u s  commitment by a d m i n i s t r a t o r s  t o  new

ap p o in tees ,

3. d isc re p a n c ie s  in  the v a r io u s  departm ents amongst the  

v a r io u s  co lleges  as  to  the q u a l i f i c a t io n s  for ten u re ,

4. a d m in is t ra t iv e  neg ligence  in fo llow ing the p re sc r ib e d  

time l im i t  for  n o t i f i c a t i o n  of nonreappointment,

5. th e  " a d v a n ta g e "  o f  g r a n t i n g  p ro m o tio n s  and te n u re  

r a t h e r  th a n  e x c e s s iv e  s a l a r y  i n c r e a s e s ,  and

6 . the a d d i t io n  or in c lu s io n  of a d m in is t ra t iv e  and non- 

in s t r u c t lo n a l  p e rsonne l in  the tenure ranks .

I t  i s  i n te r e s t in g  to  p o in t  out th a t  in  1962, D resse l found: "The

v a r i e ty  in reported  p ra c t ic e s  and the  problems a s s o c ia te d  with them 

suggest th a t  an id e a l  tenure and promotion program has  not y e t  been
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92found in any u n iv e r s i t y . "

In a s tu d y  by Hicks, a  conclusion was reached which supported 

th e  premise o f  many of the p o s i t io n s  s t a t e d  e a r l i e r  in  th e  p o s it iv e  

and negative arguments for te n u re .  S p e c i f ic a l ly ,  th a t  conclusion  was:

There i s  a s ig n i f i c a n t  r e la t io n s h ip  between f a c u l ty  members' 
s ta tus  in  term s of academic tenure and th e i r  a t t i t u d e s  regarding 
s a t i s f a c t i o n ,  e f f e c t iv e n e s s ,  freedom, confidence, and personal 
involvement. Non-tenured fa c u l ty  members were more d i s s a t i s f i e d  
with the e x t e n t  of f a c u l ty  involvement in  governance. Tenured 
faculty  members be lieved  f a c u l ty  p a r t ic ip a t io n  in  governance was 
more e f f e c t i v e  and free  from i n s t i t u t i o n a l  impediments. 
Furthermore, tenured f a c u l t y  members had more confidence in  
campus governance le ad e rs  and were w i l l i n g  to become more a c t iv e ly  
involved in  the  governance than the non-tenured f a c u l ty  member s .  ̂

In 1971, Shaw completed a study o f  academic te n u re  p o l ic ie s  

and procedures o f  member i n s t i t u t i o n s  o f  th e  National A sso c ia t io n  of 

S ta te  U n iv e r s i t ie s  and Land G ran t C o lleges . The p o p u la tio n  of the 

s tudy cons is ted  o f  106 of 112 members of th e  A ssoc ia tion . The purpose 

o f  the study was to  determine the  p o l ic ie s  fo r  a c q u is i t io n  and 

term ination o f  academic te n u re .  Shaw found th a t  the r e s u l t s  of h i s  

s tudy did no t d i f f e r  s i g n i f i c a n t l y  from previous s tu d ie s  r e l a t iv e  to  

th e  ranks a t  which facu lty  members are norm ally  e l ig ib le  fo r  tenure.

The probationary  period appeared  to  be s im i l a r ,  and the h ig h e r  the 

academic rank the  la rg e r  the  percentage o f  tenured f a c u l t y .  The 

d ism issa ls  s tu d ie d  fo r  the d i s s e r t a t i o n  d id  not in d ic a te  t h a t  they 

were unusually la rg e  in  number or even s t a t i s t i c a l l y  s ig n i f i c a n t  in

92Ibid._, p. 253.
Qo

C h ar le s  H. Hicks, "F acu lty  A t t i tu d e s  Regarding P a r t i c ip a t io n  
i n  Academic Governance" [ unpublished Ph.D. d i s s e r ta t io n ,  Southern 
I l l i n o i s  U n iv e r s i ty ,  1971 ] ,  D is s e r ta t io n  A bstracts  i n t e r n a t io n a l ,  
XXXII, No. 9 (1972), 4984-A.
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comparison to  the number o f  fa cu lty  employed by th e se  various i n s t i t u 

t i o n s .  I t  was recommended by Shaw t h a t  i n s t i t u t i o n s  keep a more 

a c cu ra te  record  of procedures for g ra n t in g  tenu re ,  cases  on which

tenu re  was g ran ted , and p a r t i c u la r ly  accu ra te  re co rd s  on those cases
94where in d iv id u a ls  were dism issed from a tenured p o s i t io n ,

Byse and Joughin completed a study in  1959 o f  e igh ty  p r iv a te  

c o l le g e s ,  from a p o ss ib le  population  o f  170 i n s t i t u t i o n s  in 

C a l i fo rn ia ,  I l l i n o i s ,  and Pennsylvania. The f in d in g s  were not so 

d i f f e r e n t  from o ther s tu d ie s  on tenure and, s p e c i f i c a l l y ,  the only 

v a r i a t io n  was t h a t  tw enty-four o f  the e igh ty  i n s t i t u t i o n s  au tom ati

c a l ly  gran ted  tenure re g a rd le s s  of rank a f t e r  the  in d iv id u a l  had been 

on the campus a sp e c if ie d  number of y e a r s  (the y e a r s  tended to  

co incide  w ith  the AAUP recommendations). They a l s o  found th a t  f o r ty -  

f iv e  of the e ig h ty  co lleg es  granted tenure  when an in d iv id u a l  was 

promoted to  a p a r t i c u la r  p ro fe s s o r ia l  rank. Only th re e  i n s t i t u t i o n s  

ou t of e igh ty  did  not recognize ten u re .

Of the  i n s t i t u t i o n s  c o n s t i tu t in g  the study sample, seventy- 

seven had some form of ten u re  p o licy .  A ll  i n s t i t u t i o n s  in d ica ted  

th a t  f in a l  a u th o r i ty  r e s te d  with the Board of T ru s te e s  or the govern

ing body. The c r i t e r i a  used for promotion and e v a lu a t io n  were no t 

r e a d i ly  a v a i la b le  and c l e a r ly  defined  ( th i s  supports  the d e s ire  on the 

p a r t  of a s ig n i f i c a n t  number of persons to  expand and formalize the

94Biswanath Shaw, Academic Tenure P o l ic ie s  and Procedures in 
S ta te  U n iv e rs i t ie s  and Land Grant Colleges which Are Members o f  the 
N ational A ssoc ia tion  o f  S ta te  U n iv e r s i t ie s  and Land Grant Colleges
(Chicago: Adams Press, 1971), p. 100.
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p rocess  of p e t i t io n in g  f o r ,  and the acq u ir in g  o f ,  t e n u re ) .  I t  i s  

i n t e r e s t i n g  to  note  th a t  tw en ty -f iv e  i n s t i t u t i o n s  re se rv ed  the ac tio n  

o f  the g ra n t in g  of tenure to  the a d m in is t r a t io n .  F acu lty  co n su l

t a t i o n  was provided  fo r  in  some form a t  te n  i n s t i t u t i o n s ,  and twenty- 

s ix  i n s t i t u t i o n s  provided fo r  ex tens ive  f a c u l ty  c o n s u l ta t io n .  There 

w ere, however, twenty i n s t i t u t i o n s  which o f fe re d  no s ta tem en t  about 

procedures w hatsoever. The conclusions and recommendations o f  Byse 

and Joughin were:

1. A ll  i n s t i t u t i o n s  should develop a p lan  fo r  the 

g ra n t in g  o f  te n u re .

2. I n s t i t u t i o n s  w ith  doubts about t h e i r  ten u re  p o l ic ie s  

should develop a comparative s e l f - s tu d y .

3. Tenure p lans  should be e x p l i c i t ,  form al, and d e ta i l e d .

4 .  Remove from the c h a r te r  o r  p o l i c i e s  o f  i n s t i t u t i o n s  

vague te rm in a t io n  c r i t e r i a .

5. A l l  i n s t i t u t i o n s  and a l l  in d iv id u a l s ,  a d m in is t ra t io n  

and f a c u l ty ,  must e x e rc ise  the  utmost in  p ro fe s s io n a l ism .

6 . R elig ious  freedom i s  e s s e n t i a l ,  bu t reasonab le  

l im i t a t io n s  a r e  accep tab le  when understood a t  the time o f  appointment.

7 . Tenure p lans  should s t a t e  t h a t  r e t e n t io n  o f  a f a c u l ty  

member beyond the  s ta te d  p rob a tio n a ry  p e r io d  a u to m a tic a l ly  confers  

t e n u r e .

8 . Tenure p lan s  should be a v a i l a b le  to  a l l  ran k s .

9. A ll  p lans and p o l ic ie s  r e l a t e d  to  tenure  should  involve 

f a c u l ty  a c t io n  a t  one o r more le v e ls .

10. P rov is ions  must be made fo r  d e ta i l e d  procedures for



52

ap pea l,  p re fe rab ly  to  a s tand ing  committee o f  the f a c u l ty .

11. The s tandards  fo r  d ism is sa l  of a f a c u l ty  member w ith  

tenu re  should be incompetence in  teach ing  o r re sea rch  o r gross p e rso n a l 

misconduct which makes the fa c u l ty  member u n f i t  fo r  a s so c ia t io n  w ith  

s tu d e n t s .

12. A ll  tenure  plans should be rev ised  to  include

a) p ro v is io n s  fo r  adequate due process p ro te c t io n ,

and

b) v e s t in g  in  f a c u l ty  or i t s  e le c te d  r e p re s e n ta t iv e s

primary r e s p o n s ib i l i ty  fo r  decid ing  whether the accused member is

95p ro fe s s io n a l ly  u n f i t .

The study a lso  demonstrated th a t  a l l  e r ro r  does not r e s t  with the 

fa c u l ty .  There a re  times when the a d m in is t ra t io n  and the governing 

board are  a t  f a u l t  r e l a t i v e  to  implementing proper or lo g ic a l  p ro ce 

dures for the g ran tin g  o r  te rm in a t io n  o f ten u re .  The authors s ta te d :

. . . The m istake o f the governing board appears to derive  
from the g re a t  devotion  to  the value system of conservatism  and 
a l im ited  pe rcep tion  of the e s s e n t i a l  academic need o f  ex p lo ra t io n  
and freedom.

F u r th e r ,  the authors  f e l t :

I t  may be s ig n i f i c a n t  th a t  no co lleg e  o r u n iv e r s i ty  o f fe r s  
c r i t e r i a  or procedures by which the f a c u l ty - - th e  persons whose 

• l iv e s  and w elfare  a re  one w ith  t h a t  o f the i n s t i t u t i o n —can take 
a c t io n  to  remove a T rustee  o f demonstrated incompetence. . . .^7

95Clark Byse and Louis Joughin, Tenure in American Higher 
Education: P lans . P r a c t ic e s ,  and the Law ( I th a c a ,  New York: C ornell
U n iv e rs i ty  P ress ,  1959), pp. 132-50.

96I b i d . . p. 52.

9 Î b ld . . p. 154.
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In  sura t o t a l ,  th i s  1959 study was decidedly p ro te n u re ,  recognizing  

th a t  coopera tion  was a two-way s t r e e t ,  but t h a t  there  was no a l t e r n a 

t iv e  to  tenure  fo r  the maintenance of academic freedom.

Joughin , in  h i s  book, Academic Tenure and Freedom, which is  

normally accepted as the  handbook of the AAUP, s tre s se d  th a t :

Academic freedom, ten u re ,  and academic due process thus form 
a t r i a d  which b r in g s  to g e th e r  the deep reg a rd  of the  c iv i l i z e d  
world fo r  knowledge and the p r a c t i c a l  form of p ro te c t io n  needed 
by academic workers. . .

Joughin went on to  say:

We ask , then, fo r  the maintenance o f academic freedom and of 
the c i v i l  l i b e r t i e s  o f s c h o la rs ,  not as a sp e c ia l  r i g h t  but as a 
means whereby we may make our appointed c o n tr ib u t io n  to  the l i f e  
of the commonwealth and share  eq u itab ly  b u t not more than e q u i ta 
bly in  the American h e r i ta g e .  . .

G enerally  speaking, Jo u g h in 's  s tudy was no th ing  more than a philosoph

i c a l  d isco u rse  on what academic freedom and tenu re  do and how they 

r e l a t e  to each o ther  and to  the  i n s t i t u t i o n  o f  h igher educa tion .

Another s ig n i f i c a n t  s tudy on the concept of tenure  was done 

in  May 1971 a t  the U n ivers ity  o f  Utah, S a l t  Lake C ity , Utah. This 

was a s e l f - s tu d y  where the U n ivers ity  o f Utah attempted to  look a t  

i t s e l f  o b je c t iv e ly  to  determ ine whether o r n o t the concept of the 

academic t r a d i t i o n  o f tenure p laced  c o n s t r a in t s  on the academic com

munity, e i t h e r  in  i t s  growth o r f l e x i b i l i t y  w ith  i t s  academic program. 

A f te r  c a r e f u l ly  reviewing tenure p o l ic ie s  and p r a c t ic e s ,  the committee

98Louis Joughin, Academic Freedom and Tenure [ a handbook of 
the AAUP ] (Madison, Wisconsin: U n ivers ity  o f  Wisconsin P re s s ,  1967),
p. 6.

993 I b i d . . p. 49.
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considered  v a r io u s  a l t e r n a t iv e s  to  a tenure system. They narrowed the 

a l t e r n a t iv e s  to  th re e :

1 . the e l im in a t io n  o f  tenure ,

2 . the f ixed-term  renewable c o n t r a c t ,  or

3. unions and c o l l e c t iv e  b arga in ing .

A l l  th ree  were unacceptable  to the commission fo r  various re a so n s ,  

many of which have a lready  been described  or d iscussed  in t h i s  chap

t e r .  S ig n i f ic a n t ly ,  however, the commission concluded:

. . . t h a t  the a f f i rm a t iv e  educa tiona l values  a s so c ia te d  w ith  
and p ro te c ted  by the tenure sy s te m --e sp e c ia l ly  the in d isp en sab le  
freedoms to  teach , le a rn ,  in v e s t ig a te ,  e v a lu a te ,  c r i t i c i z e ,  and 
communicate--would be gravely  th rea tened  by i t s  a b o l i t io n  and th a t  
the a l t e r n a t iv e s  to  tenure a re  not l ik e ly  to  provide e f f e c t i v e  
p ro te c t io n  o f these  v a lu e s .^ 0

F u r th e r ,  the committee was quick to  in d ica te  t h a t  the d e f ic ie n c ie s  in

f a c u l ty  behavior were b a s ic a l ly  th re e :

1 . improper conduct o r the i n a b i l i t y  or f a i lu r e  to  meet 

p ro fe s s io n a l  commitments;

2 . d e f i c i e n t ,  inadequate teaching o r sch o la rsh ip --w h a t i s  

g e n e ra l ly  d escribed  as being p ro fe s s io n a l ly  incompetent; and

3. the lack o f a p rocedure, v i s i b l e  o r  n o n v is ib le ,  fo r  

i n i t i a t i n g  com plaints a g a in s t  co lleagues  f a l l i n g  in  the f i r s t  two 

c a te g o r ie s .

T herefo re ,  the commission proposed th ree  bas ic  recommendations:

1. the tenure system a t  the U n iv ers ity  of Utah should  be

m ain ta ined ,

"^^"Report of the U n ivers ity  of Utah Commission to  Study 
Tenure,"  AAUP B u l l e t i n . LVII, No. 3 (1971), 431.
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2 . a f f i rm a t iv e  measures should be undertaken  by the 

U n iv e rs i ty  Committee to  a ssu re  f u l l  compliance by a l l  f a c u l ty  members 

w ith  p r o fe s s io n a l  s tandards o f  performance and r e s p o n s ib i l i t y ,  and

3. the U n iv e rs ity  community should  i n i t i a t e  ap p ro p ria te  

proceedings lead in g  to  adop tion  o f a code o f  f a c u l ty  r e s p o n s i b i l i t i e s  

c o n s is t e n t  w ith  t r a d i t i o n a l l y  accepted  p r in c ip l e s  of academic f r e e -

 ̂ 101 dom.

One o f  the  most re c e n t  d e ta i le d  books on tenure  i s  The Tenure 

Debate, e d i te d  by B. L. Smith and published  in  1973, This  was the 

f i r s t  major p u b l ic a t io n  on te n u re  in h ig h e r  ed uca tion  s in ce  the Byse 

and Joughin book in  1959, The book i s  a c o l l e c t i o n  o f  essays  on 

ten u re  and i t s  r e la t io n s h ip  to  ed u ca tio n . B. L. Smith rea ff irm ed  

the p o s i t iv e  va lue  o f tenure a s  w ell  as the need to  improve p re se n t  

tenure  p r a c t i c e s .  S i lb e r ,  a c o n t r ib u to r  and c i t e d  e a r l i e r  in t h i s  

work, was adamant th a t  tenure was a n eg a tiv e  c h a r a c t e r i s t i c  of h ig h e r  

educa tion  and a  m il ls to n e  around the neck o f  p ro g re s s .  S i lb e r  

a t ta c k e d  the AAUP fo r  i t s  i n a b i l i t y  to be c o n s i s t e n t ,  c i t i n g  th a t  

th e re  were s e v e ra l  in s tances  where the AAUP had accep ted  v a r i a t io n s  

w i th in  the Ivy League but p re s se d  to  the l i m i t  th e i r  demands in  l e s s  

p r e s t ig io u s  i n s t i t u t i o n s .  L iv in g s to n ,  in  th e  same work, c a l le d  fo r  

e q u a l i ty  in  h ig h e r  education  and the e l im in a t io n  o f academic c l a s s ,  

namely the d i s t i n c t i o n  between tenured and nontenured f a c u l ty ,  He 

quoted W ilkinson: " I  have been kicked o u t o f  two u n i v e r s i t i e s  fo r  my

1Q1I b i d , , p. 432.



v i r t u e s  and o f fe re d  ten u re  in two o th e rs  fo r  my v ic e s .  . . . "  

L iv in g s to n  f u r th e r  s t a t e d  th a t  i t  was the com petit ive  n a tu re  o f  our 

s o c ie ty  ( th e  d e s i r e  to  have tenure)  which des troyed  man r a t h e r  than 

a l l  men be ing  equal and each ren d e rin g  accord ing  to  h is  a b i l i t y .  He 

pursued the  idea  th a t  one should n o t  be removed from an academic 

community b u t  r a th e r  he lped  by h i s  co lleag u es  to  develop to  h i s  f u l l  

p o t e n t i a l .  Hodgkinson, another c o n t r ib u to r  in  the B. L. Smith book, 

encouraged c o n s id e ra t io n  and use o f  growth c o n tra c ts - -n a m e ly , take 

i n s t i t u t i o n s  o r f a c u l ty  where they a re  and move them forward. 

Hodgkinson emphasized th a t  i n s t i t u t i o n s  cannot be out o f  p u b l ic  view 

and th a t  i t  was the r e s p o n s i b i l i t y  o f  those in  a u th o r i ty  to  a t t a c k  the 

is su e s  o f  p u b l ic  confidence and to  improve teach in g .

I f  the p r o f e s s o r i a t e  w i l l  n o t  ta c k le  these  is su e s  because o f  
fe a r  t h a t  tenure i s  the only i s s u e  th a t  m a t te r s ,  then academia can 
be j u s t l y  accused o f  le c tu r in g  on n a v ig a t io n  while the  sh ip  i s  
going down. . . .103

Maggot, in  the same work, s t r e s s e d  and reemphasized the need fo r  

e x p l i c i t ,  s a t i s f a c t o r y  c r i t e r i a  f o r  the e v a lu a t io n  o f teach in g  and, 

hence, promotion and e v en tu a lly  th e  awarding o f  ten u re .  McHugh, in  

the B. L. Smith work, c i t e d  sponsored r e se a rc h ,  growth o f  m u l t i 

u n i v e r s i t i e s ,  and disenchantment o f  the p u b l ic  w ith  h ig h e r  education  

fo r  the development o f  c o n f l i c t  and c o n fro n ta t io n  through the use of 

c o l l e c t iv e  b a rg a in in g  a t  i n s t i t u t i o n s  of h ig h e r  ed u ca tio n . He s ta t e d  

th a t  by 1971, 130 c o l le g e s  and u n i v e r s i t i e s  had been un ion ized . He

102Bardwell L. Smith and A s so c ia te s ,  The Tenure Debate (San 
F ra n c isc o ,  C a l i f o rn ia :  Jossey-B ass I n c . ,  P u b l i s h e r s ,  1973), 107.

103I b i d . , p. 119.
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a s s e r te d  th a t  u n io n iz a t io n  f o s te r s  an a d v e r s a r i a l  r e l a t io n s h ip ,  fo r  i t

au to m a tic a l ly  s e p a ra te s  what h e re to fo re  has been conside red  a u n i f ie d

e f f o r t  in  reach ing  i n s t i t u t i o n a l  g o a ls .  McHugh s ta t e d  t h a t  favo rab le

changes can be brought about in  tenure  p o l i c i e s  a t  i n s t i t u t i o n s

w ith o u t unionism, bu t th a t  un ions ,  of co u rse ,  negated any such

p o s s i b i l i t y .  O 'Neal, in  h i s  s e c t io n  o f  the book, s ta te d :  . . I t

may w ell  be, however, th a t  taxpayers  have become in c re a s in g ly  angry

about an ap p a re n tly  inverse  c o r r e l a t i o n  between the c o s ts  o f  the

104system and i t s  p e r f o r m a n c e Such a t t i t u d e s  have led  to  a t ta c k s  on 

tenure  from l e g i s l a t o r s ,  nontenured f a c u l ty ,  m inority  groups, and 

from the g e n e ra l  p u b lic .

B. L. Smith summarized by in d ic a t in g  th a t  w ith o u t long-term  

p lann ing , h ig h er  educa tion  would be v ic t im iz e d  by fa sh io n  and powerful 

i n t e r e s t s  a t  the expense of c o n t in u i ty ,  reasoned a n a ly s i s ,  and the 

needs of s o c ie ty  a t  la rg e .  His conclusions  and recommendations were:

1 . s t ro n g ,  h e te ro g e n e i ty  (n e i th e r  e g a l i t a r ia n is m  nor 

m e r i to c r a c y ) ;

2 . m o d if ica t io n  in  the r o le  of governing boards;

3 . no s e t  p a t te rn  or form fo r  campus governance, but 

r a t h e r  th a t  which i s  ap p lic a b le  to  an i n s t i t u t i o n ' s  m iss io n ;

4 . a balance between teach ing  and re sea rch  so as  to  

provide an a ll-encom passing  academic atmosphere;

5 . a renewed se r io u s  a t t e n t io n  to  teach ing  to  pu t i t  back 

in to  an equal s tan ce  w ith  item 4; and

104I b i d . , p. 198.



58

6 . i n s t i t u t i o n s  must f o s t e r  c r i t i c a l  r e s p o n s ib i l i t y  in  

the s o c ia l  o rd e r .

A study by W alters  had a dual purpose: the c l a r i f i c a t i o n  o f

the c u r re n t  s t a tu s  o f  th e  tenure  p r in c ip le  and a c r i t i c a l  s e l f - s tu d y  

fo r  the i n s t i t u t i o n s  invo lved . The study p o p u la tio n  inc luded  

seventeen a c c re d i te d  c o l le g e s  and u n i v e r s i t i e s ,  s e le c te d  so as to 

re p re se n t  the th re e  m ajor types o f i n s t i t u t i o n s  of h ig h e r  education  

in  the s t a t e  of In d ia n a .  Namely, they were: those supported  by the

s t a t e ,  those  supported  by a r e l ig io u s  denomination, and those  which 

were independent n o n s e c ta r ia n .  The n a tu re  of the study was one o f 

f a c t - f in d in g  through the use o f  a q u e s t io n n a ire  and s t r u c tu r e d  

in te rv iew s  w ith  the c h ie f  academic o f f i c e r s  of the p o p u la t io n  i n s t i 

t u t i o n s ,  W alters  concluded the  fo llow ing:

1. Tenure i s  a lm ost u n iv e r s a l ly  recognized in  h igher  

education  in  the  United S ta te s ;  however, i t s  purposes and goals  tend  

to be ambiguous.

2. Legal p r o te c t io n  of tenu re  i s  i n s u b s t a n t i a l .  The 

c o u r ts  have emphasized the importance o f  due process r a t h e r  than 

render judgments conceding the  su b s ta n t iv e  b a s is  of academic te n u re .  

P ro fe s s io n a l  means p r o te c t in g  tenure  w i l l  remain the c h ie f  r e l ia n c e  o f  

co lleg e  f a c u l t i e s .

3. Governing boards have t r a d i t i o n a l l y  d e leg a ted  tenure  

a u th o r i ty ,  bu t a re  now beginning  to  resume such a u th o r i ty .

4 . The c r i t i c a l  t e s t  o f  the lo c i  of tenure a u th o r i ty  i s

105I b i d . , p. 201.
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where the process i s  i n i t i a t e d  and by whom the o r ig in a l  e v a lu a t io n  i s  

made.

5. Tenure d ec is io n s  a re  the p re ro g a t iv e  o f the tenured  

f a c u l ty  and a d m in is t ra t io n ;  however, s tu d en ts  make i n d i r e c t  c o n t r i 

bu tions  through teacher-cou rse  e v a lu a t io n s .

6 . The ex te n t  o f  r e a l  tenure  decision-m aking on the p a r t  

o f  the academic o f f i c e r  i s  in v e rse ly  r e l a t e d  to the s iz e  of the 

i n s t i t u t i o n :  the sm aller  the i n s t i t u t i o n ,  the g r e a te r  the power of

the  c h ie f  academic o f f i c e r .  The ro le  of a l l  campus tenure committees

and the p re s id e n t  in  tenure d ec is io n s  tends to  be pro forma.

7. Colleges and u n iv e r s i t i e s  do not commonly recognize  

the r ig h t  to  appeal d e n ia l  of ten u re .

8 . The number o f  co lleg e  teach ers  ho ld ing  tenure i s

roughly equal to  the number o f teach e rs  ho ld ing  the two top academic

ra n k s .

9. The percentage o f p rob a tio n a ry  appo in tees  ach iev ing  

tenure  i s  dependent upon the  care  ex e rc ise d  in  o r ig in a l  f a c u l ty  

s e le c t io n .

10. Termination of tenured f a c u l ty  members i s  r a r e .

11. F in a n c ia l  ex igencies  as a grounds fo r  tenure  te rm i

n a t io n  w i l l  be in  use in  the nex t decade.

12. Size of i n s t i t u t i o n ,  no t type of i n s t i t u t i o n ,  tends

to  re v e a l  d if fe re n c e s  in  tenure p lans and p r a c t i c e s .  The sm a lle r  the

i n s t i t u t i o n ,  the le s s  fo rm ality  and c o d i f ic a t io n  of the  tenure

p r i n c i p l e .

13. Indiana tenure p o l ic ie s  re v e a l  g en e ra l  concurrence
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w ith  MUP p r in c ip le s  and do not d i f f e r  from f in d in g s  of previous 

tenure s tu d ie s .

14. Academic tenure p ro te c ts  academic freedom and teacher  

incompetency.

15. Because o f f in a n c ia l  problems and a flooded market of 

co l leg e  te a c h e rs ,  tenure  w i l l  be o ffe red  le s s  freq u en tly  and tenure 

d ec is io n s  w i l l  be more severe in  the 1970s.

16. Tenure i s  under ques tion  today and because improve

ments, a l t e r n a t iv e s ,  and a l t e r a t i o n s  are  a v a i la b le  for implementation, 

the academic tenure system i s  l ik e ly  to change in  the fu tu re .

The most s ig n i f i c a n t  research -based  study on tenure to  date  

was completed in  Ju ly  1972 fo r  the Southern Regional Education Board 

by Blackburn. The s tudy was a d i r e c t  r e s u l t  of h i s  concern th a t :  

"Higher education  has f a l l e n  from grace . She has tumbled."'*'^ 

Blackburn s ta t e d  th a t  w hile  h ig h er  education  had trav e rsed  the e n t i r e  

m ile between pub lic  accolade and pub lic  d is p le a s u re ,  c i t i z e n s  no 

longer challenged  the i n s t i t u t i o n ,  the s tu d e n ts ,  o r  the a d m in is t r a to rs ,  

bu t r a th e r  t h e i r  emphasis and focus was on the p ro fesso r  or "academic 

man." Blackburn contended th a t  the c i t i z e n r y  had focused even more 

narrowly by making tenure  the b u l l ' s  eye o f t h e i r  t a rg e t .  He s ta te d :

While tenure remains the yellow c i r c l e ,  o th e r  r ings  rece iv e  a 
f u l l  measure of p o t  sh o ts .  For in s ta n c e ,  some shots h i t  the red

^ * \ j .  C. W alte rs ,  "Academic Tenure in  Indiana Higher Education" 
(unpublished Ph.D. d i s s e r t a t i o n ,  Indiana U n iv e rs i ty ,  1971), pp. 157-60.

107Robert T. Blackburn, Tenure: Aspects o f  Job S ecu r i ty  on
the Changing Campus (A tla n ta ,  Georgia: Southern Regional Education
Board, 1972), p. 1.
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o f  a c c o u n ta b i l i ty ,  w hile  o th e rs  p e n e tra te  the blue o f  e f f i c ie n c y .
Other w hites  and b lack s  are  indolence and u n p ro d u c tiv i ty .
Complacency and in e f fe c t iv e n e s s  a lso  e n c i r c le  the b u l l ' s  eye. So
do s t r ik e s  and due p ro cess .  In  s h o r t ,  t h i s  t a r g e t  has many
r in g s .108

I t  was B lackburn 's  p o s i t io n  th a t  while people assumed or b e lieved  they 

were s t r i k in g  o u t a t  te n u re ,  t h e i r  genuine concern was w ith  h igher  

education  in i t s  e n t i r e ty .  Included were d isapp rova l o f  facu lty  

behavior and la c k  of confidence in  a d m in is t ra t iv e  management.

Blackburn fu r th e r  s ta te d  th a t  when a l l  r h e to r i c  was s i f t e d ,  

two main concerns would be is o la te d :

1 . the b e l i e f  th a t  facu lty  lack  any a b i l i t y  whatsoever to 

adapt to  a changing s i t u a t i o n ,  and

2 . the charge th a t  fa c u l ty  a re  s lo th s .

I t  was these two p o s i t io n s  th a t  Blackburn confron ted  in  the w r i t in g  

of h is  monograph. Blackburn, c i t i n g  s tu d ie s  by Evans; H ef l in ;  D resse l 

and D eLisle; Remmers and E l l i o t t ;  S ta l l in g s  and Singdahl; H ildebrand, 

Wilson, and R ile y ;  Ryan and L i f s h i t z ;  and Blackburn and L in d q u is t ,  

found no s t a t i s t i c a l  o r  s c i e n t i f i c  evidence th a t  fa c u l ty  members with 

tenure were any more r e t i c e n t  to  change o r  unw illing  to  adapt to  new 

s i tu a t io n s  than facu lty  w ithout tenure . In  f a c t ,  the s tu d ie s ,  while 

they d id  no t prove same, did i n f e r  th a t  fa c u l ty  members who have 

a t t a in e d  the rank of f u l l  p ro fe sso r  and have acqu ired  tenure may w ell 

be more adaptab le  or f l e x ib le  than those fa c u l ty  members who had not 

reached p re s t ig e  s t a tu s .

Blackburn c i te d  sev e ra l  s tu d ie s  r e l a t i n g  to  the charge o f

I b i d . , p. 6.
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f a c u l ty  s lo th f u ln e s s .  In re se a rc h in g  m a te r ia l  f o r  h i s  monograph, he 

emphasized th a t :

P assion  and p e rsu a s io n  must no t o v e r ru le  h a rd ,  e m p ir ic a l  d a ta .  
The many dimensions of the f a c u l ty  r o l e  make i t  c l e a r  th a t  there  
i s  no s in g le  measure of p ro d u c t iv i ty  t h a t  can r e p re s e n t  th e  t o t a l  
c o n t r ib u t io n  of academic m e n .^ ^

B ere lson  in  1960 and Wilson again  in  1967 found th a t  only about 10

p e rc e n t  o f  c o l l e g ia te  f a c u l ty  were a c tu a l ly  engaged in  90 p e rc e n t  of

th e  sc h o la r ly  re se a rc h  and p ro d u c tio n .  A lso , Luthans in  1967 and

Lasher in  1968 r e p o r te d :  11. . . C ontrary  to  common b e l i e f ,  promotion

does no t c o r r e la t e  w ith  resea rch ," '* ' '^  w hile  Axelson, in  a s tudy

conducted in 1959, pu rpo rted  th a t  academic or s c h o la r ly  ou tpu t was

m ost p roduc tive  the f i r s t  f i f t e e n  y ea rs  a f t e r  an academician

re c e iv e d  the d o c to ra l  degree and then  f e l l  o f f  co n s id e ra b ly .  Contrary

to  Axelson, however, P e lz  and Andrews in  1966 found t h a t  p roduction

would r i s e ,  would f a l l ,  and then r i s e  a g a in .  P e lz  and Andrews

p u rp o r te d  th a t  a d e c l in e  in  p ro d u c t iv i ty  was always a s s o c ia te d  w ith  a

r e d u c t io n  in  m o t iv a t io n .  They found: "When p r o je c t s  were changed

p e r io d ic a l ly ,  when s e l f - r e l i a n c e  was h igh , and when the  man's i n t e r e s t s

were bo th  deep and b road , performance was s u s ta in e d  throughout h is

c a r e e r .  . . F u r th e r ,  in  1967, C a n t r e l l  found t h a t  re sea rch

a r t i c l e s  were g e n e ra l ly  reduced by o r  a f t e r  the age o f f i f t y  b u t  th a t

s c h o la r ly  a r t i c l e s  and books, or s im i la r  c o n t r ib u t io n s ,  in c reased  so

109

110

111

I b i d . , p. 19. 
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t h a t  in a c t u a l i t y  th e re  was no re d u c tio n  but r a th e r  a continuous r i s e

in  sc h o la r ly  a c t i v i t y .  B lackburn 's  o v e r a l l  conc lus ion  to  the s lo th

charge was th a t :  “The producers  and c o n t r ib u to r s  m ain ta in  an ou tpu t

q u i te  independent of rank o r  age. Hence, th e re  seems n o t to  be a 
112c a su a l  f a c t o r . "  I f  any f a c to r s  were to  be involved w ith  an 

academ ic ian 's  d ec rease  in  sc h o la r ly  p ro d u c t iv i ty ,  Blackburn contended 

t h a t  they were r e l a t e d  s o le ly  to  p e rso n a l f a c to r s  and were u n re la te d  

to  age, rank , o r  te n u re .

I t  i s  im portant to  note  here  reasonab le  support o f  Soules and 

Buhl by Blackburn when he s ta t e d :

. . . F a c u l ty  must face  t h e i r  r o le  in  management and no t duck. 
For example, f a c u l ty  have argued and secured  (de fa c to )  the v i t a l  
r i g h t  to s e l e c t ,  promote, and award tenure to  t h e i r  c o l leag u es .
To h o ld  t h a t  p r iv i l e g e  they must a l s o  assume le a d e rsh ip  in  a c t in g  
towards peers  who are s l ip p in g —to  h e lp  them up, and to  support 
them, but a l s o  to  a c t  to  remove them when rem ed ia tio n  and 
r e h a b i l i t a t i o n  f a i l  . . . F acu lty  neg ligence  in p o l ic in g  them
se lv e s  i s  unaccep tab le  behav io r .

In  a d d i t io n ,  Blackburn s t r e s s e d  th a t  c o l leg e  and u n iv e r s i ty  p re s id e n ts

have been n e g l ig e n t  during  a s s a u l t s  and a t ta c k s  on te n u re .  I t  i s

t h e i r  r e s p o n s i b i l i t y ,  accord ing  to  Blackburn, to  ex p la in  to  board

members, to  l e g i s l a t o r s ,  to  alumni, and s tu d e n ts  e x a c t ly :  " . . .  what

tenure  i s ,  and what i t  i s  n o t . " ^ 4 In  a d d i t io n ,  i n s t i t u t i o n s  must work

w ith in  to  develop more comprehensive and e f f i c i e n t  methods o f  fa c u l ty

e v a lu a t io n .  Blackburn s ta t e d  th a t  tenure  has a p la c e ,  bu t t h a t  i t

112 I b i d . . p . 25.

n 3 T...I b i d . , p . 45.

114I b i d . , p. 46.



64

can only e x i s t  when ap p ro p r ia te  a d m in is tra t iv e  guards and facu lty  

expec ta tions  o f  t h e i r  peers  a re  s t re s se d  and demanded.

The most ex tens ive  re sea rch  on the  top ic  o f tenu re  was com

p le ted  in  1973 by a committee cha ired  by Keast. The committee 

c o n s t i tu te d  a commission on academic tenure in  h igher education  under 

the ausp ices  o f the American A ssocia tion  o f  U niversity  P ro fesso rs  

and the A sso c ia t io n  of American C olleges. The commission had as i t s  

charge the review o f  the o p e ra t io n  of the tenure system and tenure 

concepts in  h ig h e r  education  in  the  United S ta te s .  I t  was requ ired  

to  eva lua te  c r i t i c i s m s  o f tenure  and to  ev a lu a te  and conside r  

a l t e r n a t iv e s  to  tenure ( th o se  in  use in  i n s t i t u t i o n s  and those sug

gested  by sch o la rs )  and to  make ap p ro p r ia te  recommendations.

The Keast Commission, as i t  has come to  be known, iso la te d  

seven im portant fe a tu re s  in  the opera tion  of cu rren t  tenure  p o l ic ie s :

1. Tenure in  some form i s  a major c h a r a c t e r i s t i c  of facu lty  

personnel p o l i c i e s  w ith in  the United S ta te s .  They e x i s t  in  a l l  public  

and p r iv a te  u n i v e r s i t i e s ,  a l l  pub lic  fou r-year  c o l le g e s ,  and 94 percen t 

of p r iv a te  fo u r-y e a r  c o l le g e s ,  and more than  66 percen t o f two-year c o l 

leg es .  The commission found th a t  approximately 94 p e rcen t  of a l l  f a c 

u l ty  are employed by an i n s t i t u t i o n  which acknowledges and g ran ts  ten u re .

2. While most i n s t i t u t i o n s  which g ran t tenure adhere to the 

"1940 Statement on Academic Freedom and Tenure,"  in  the March 1970 AAUP 

B u l l e t i n , subsequently  r e f e r r e d  to  as "1940 S tatem ent,"  the d iv e r s i ty  

i s  so g re a t  and the  i n t e r p r e t a t i o n  of the p o l ic ie s  and procedures o f  

each i n s t i t u t i o n  a re  so v a r i e d  one cannot assume or s t a t e  th a t  there  i s  

a uniform tenure concept (form al policy) in  higher educa tion  in  the 

United S ta te s .
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3. In  most i n s t i t u t i o n s  approxim ately  50 p e rc e n t  o f  the  

f a c u l ty  hold  ten u re .  There a r e ,  however, many i n s t i t u t i o n s  where 

f a c u l ty  w ith  tenure  a r e  le s s  than 25 p e rc e n t ;  and th e re  a re  many 

i n s t i t u t i o n s  where the  fa c u l ty  w ith  ten u re  exceed 80 p e rc e n t .  ( I t  i s  

im portan t to  note t h a t  the commission c i t e s  th a t  the tendency i s  in  

the  d i r e c t io n  o f  the  l a t t e r . )

4. As of the time o f  the s tu d y ,  i n s t i t u t i o n s  in  h ig h e r  

e d u c a t io n  in  the U nited  S ta te s  co n fe rred  or g ran ted  tenure  w ithou t 

c o n s t r a i n t .  G e n e ra l ly ,  80 pe rcen t of th e  fa c u l ty  cons ide red  fo r  

ten u re  in  1971 were g ran ted  te n u re ,  and 42 pe rcen t of a l l  the i n s t i t u 

t io n s  g ra n t in g  tenure  to  fa c u l ty  members d id  so fo r  a l l  who were 

e l i g i b l e .

5. During the 1960s, the age a t  which tenu re  was awarded

dropped s ig n i f i c a n t l y .  In 1969, n e a r ly  two th i rd s  o f  th e  tenured

f a c u l ty  were f i f t y  o r  younger. Of the t o t a l  f a c u l ty  th re e - fo u r th s  

were f i f t y  and younger.

6 . Only about 6 p e rcen t  o f  the  i n s t i t u t i o n s  surveyed 

o p era ted  under a quota system, t h a t  i s ,  s e t t i n g  l im i t s  to  the number

o f  f a c u l ty  who should  be granted  o r a re  on t e n u r e .

7. While the 50 p e rcen t  l e v e l  o f  f a c u l ty  having  tenure  i s  

s im i l a r  to what i t  was in  the e a r ly  1960s, the fu tu re  in d ic a te s  t h i s  

w i l l  change d r a s t i c a l l y .  The lower mean age of f a c u l t i e s ,  t i g h t  

b udge ts ,  a red u c tio n  in  the growth o f en ro l lm e n ts ,  a c o n t in u a t io n  o f  

l i b e r a l  p o l ic ie s  in  g ra n t in g  tenure w i l l  a l l  merge to  produce a 

g ig a n t i c  problem r e l a t i v e  to  the numbers of persons who have ten u re  in  

r e l a t io n s h ip  to the a d m in is t r a t iv e  budgetary  problems o f the
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i n s t i t u t i o n .  The commission f e e l s  a l l  o f  these f a c to rs  w i l l  make i t  

extremely d i f f i c u l t  fo r  women and m inority  group members to  become 

f u l ly  in te g ra te d  in to  the fa c u l ty  ranks o f h igher education  in  the 

U nited S ta te s .

A f te r  p resen tin g  fo r ty  recommendations, the committee concluded th a t :

M. . . academic tenure should continue to  be the c h a r a c t e r i s t i c  form

fo r  organiz ing  p ro fe s s io n a l  teach ing  and sch o la rly  se rv ice  in  American

116h ig h er  e d u ca tio n ."  Keast s t r e s s e d  th a t  the commission's d e ta i le d  

recommendations had an o v e rr id in g  g o a l—th a t  being the r e fo r a  and 

s tren g th en in g  o f tenure  p o l i c i e s  and p r a c t ic e s .

Following a review of the pros and cons of ten u re ,  the 

commission made the following s p e c i f ic  recommendations:

1. I n s t i t u t i o n s  w ithou t tenure plans should make every 

e f f o r t  to i n s t i t u t e  same.

2. I n s t i t u t i o n s  which f e e l  t h e i r  p lans and p ra c t ic e s  a re  

in  doubt should i n s t i t u t e  an e v a lu a t io n  process w ith  the a v a i l a b i l i t y  

o f  a l l  members o f the community (save the s tuden ts)  in  reev a lu a t in g  

same.

3. A l l  i n s t i t u t i o n s  w ith  " p o ss ib le  r a r e  exceptions"  

should have tenure  p lans s ta t e d  in  e x p l i c i t  d e t a i l .

4 . I n s t i t u t i o n s  whose c h a r te r s  o r  c o n s t i tu t io n s  p ro h ib i t

115W illiam R. Keast, "The Commission on Academic Tenure in 
Higher Education: A Preview of the Report" (p re se n ta t io n  a t  the annual
meeting o f the A ssoc ia tion  o f American C olleges, San F ranc isco , 
C a l i f o rn ia ,  January 15, 1973).

116 . .  „I b i d . , p . 3.
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the implem entation o f  tenu re  should modify same, so as  to  perm it 

tenure  to  be a p a r t  o f  t h e i r  a d m in is t r a t iv e  p ro cess .

5. Judges in  c o u r ts  a re  encouraged to recogn ize  th a t  a 

long p e r io d  o f  s e rv ic e  to  an i n s t i t u t i o n ,  even where th e re  i s  no 

tenu re  p o l ic y ,  does e n t a i l  o r  r e q u ire  a p p ro p r ia te  procedures fo r  the 

p ro te c t io n  o f the i n d i v i d u a l 's  r ig h t s  and compliance w ith  academic due 

p ro c e s s .

6 . F acu lty  members have an o b l ig a t io n  to  be f u l ly  

p ro fe s s io n a l  in  t h e i r  r e l a t io n s h ip s  w ith  the  i n s t i t u t i o n  by fo llow ing 

and acknowledging agreed-upon d a te s  fo r  r e s ig n a t io n ,  r e s p e c t  o f 

academic freedom, and t h e i r  lack  of l e g a l i t y  in  speaking fo r  the 

i n s t i t u t i o n .

7. R e s t r i c t i o n s  on academic freedom and tenure  may be 

implemented by r e l ig io u s  i n s t i t u t i o n s  i f  i t  i s  done a t  the  o u ts e t  o f  

the appointm ent.

8 . " . . .  Tenure p lans  should provide t h a t  r e t e n t io n  o f

a te a c h e r  beyond a s t a t e d  p ro b a tio n a ry  term confers  te n u re .

9. Tenure should apply to  a l l  ranks.

10. I n s t i t u t i o n s  should adhere to  a s tan d a rd  in  regard  to

tenu re  p o l i c i e s  and p r a c t i c e s  modifying same only fo r  s p e c ia l  lo c a l  

cons ide r a  t  io n s .

11. I n s t i t u t i o n a l  tenure  p lans  must provide fo r  invo lve

ment by the fa c u l ty  in  regard  to  ten u re  d e c is io n s .

12. I n s t i t u t i o n s  must p rov ide  fo r  appeals  from those

117I b i d . , p. 140.
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persons who are  denied ten u re .

13. "The s tandard  fo r  d ism issa l  o f  a fa c u l ty  member w ith  

tenure should be incompetence in  teaching  or re sea rch  or gross persona l 

misconduct which u n f i t s  the f a c u l ty  member fo r  a s so c ia t io n  with s tu 

d en ts .  . . . 11118

14. I n s t i t u t i o n s  must provide fo r

a) adequate due process in  d ism issa l  proceedings,

and

b) v e s t in g  in  the fa c u l ty  o r  f a c u l ty  r e p re s e n ta t iv e s  

primary r e s p o n s ib i l i t y  in d e c is io n s  r e l a t in g  to  p ro fe s s io n a l  compe

te n c ie s  .

The commission a lso  made s ev e ra l  s ta tem ents  r e l a t i v e  to  the 

r e la t io n s h ip  o f  tenure to o th e r  i n s t i t u t i o n a l  c h a r a c t e r i s t i c s  o f 

h igher educa tion . For example, should a fa c u l ty  member hold  a 

p a r t i c u la r  p o in t  o f  view co n tra ry  to  the m a jo r i ty  o f those on a 

governing board, i t  i s  e s s e n t i a l  th a t  the fa c u l ty  member, in  d isc u ss in g  

these problems, have some form of s e c u r i ty  to  provide p ro te c t io n  from 

a r b i t r a r y  d ism is sa l .  I f  governing boards acknowledge the n e c e s s i ty  of 

academic freedom or i n t e l l e c t u a l  inqu iry  on the co llege  o r u n iv e rs i ty  

campus, i t  is  e s s e n t i a l  they recognize same must e x i s t  even when 

overzealous board members become involved with the a c tu a l  a d m in is tra 

t io n  of i n s t i t u t i o n s .  These safeguards were e x p l i c i t  and mandatory, 

not only for i n s t i t u t i o n s  involved in c o l l e c t iv e  b arga in ing , b u t a lso  

for I n s t i t u t i o n s  th a t  perm it and encourage v a r ia t io n  in  involvement or

118I b id . . p. 144.
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r e l a t io n s h ip  w ith  i n s t i t u t i o n a l  p o l i c y - s e t t i n g  by f a c u l ty  groups.

I t  must a lso  be recognized  t h a t  w ith in  a c o l le g e  or u n iv e r s i ty  

i t  has long been the p o s i t io n  t h a t  the p ro fe s so r  i s  the  exp er t  in  a 

g iven  f i e l d .  His t r a in in g  and development g en e ra te s  a s ig n i f i c a n t  

s c h o la rs h ip  in  an a re a  which p laces  him in  a p o s i t io n  to  be ab le  to  

look o b je c t iv e ly  in to  g iven a re a s .  Hence, some form of s e c u r i ty  i s  

e s s e n t i a l  should f in d in g s  by sc h o la rs  ever  d i f f e r  w ith  in d iv id u a ls  in  

governmental power.

Academic freedom cannot be ignored as a m ainstay  o f  h ig h e r  

ed u c a tio n  in  the  United S t a t e s ,  and th e re  must be some b a s is  on which 

to  en fo rce  or support the concept. The commission argued t h a t  the  

only  p la u s ib le  a l t e r n a t iv e  was the im plem entation o r use o f  e f f e c t iv e  

and w e ll-d es ig n ed  p o l i c i e s  and p lan s  o f  ten u re .  And, w hile  in d iv id 

u a ls  such as S. N. L inow itz from the S p ec ia l  Committee on Campus 

Tension have s ta te d :

" . . .  tenure  was no t dev ised  in  the s p i r i t  o f  trad e -u n io n  
systems to  guaran tee  job s e c u r i ty ,  bu t i t  has come to serve  t h i s  
fu n c tio n  too , a t  a c o s t .  I t  sometimes has been a s h ie ld  fo r  
in d i f f e re n c e  and n e g le c t  of s c h o la r ly  d u t ie s  . . . ,"119

the commission suggested a recommitment to the b a s ic  p r in c ip le s  which

gave b i r t h  to  the  "1940 S ta tem en t,"  as w e ll  as o th e r  c o n t in u a l ly

supported  id e a ls  in h ig h er  education  in  the U nited S t a t e s ,  could be

achieved w ith  the r e v i t a l i z a t i o n  and r e ju v e n a t io n  o f e f f e c t i v e  fa c u l ty

e v a lu a t io n  by pee rs  and o rd e r ly  and e f f i c i e n t  a d m in is t r a t io n  by the

W illiam R. Keast and John W. Macy, J r . ,  F acu lty  Tenure:
A Report and Recommendations by the Commission on Academic Tenure in  
H igher Education (Washington, D. C .: Jossey-B ass I n c . ,  P u b l i s h e r s ,
1973), p. x.
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c o l le g e s  and u n i v e r s i t i e s .  Again, i t  would seem t h a t  the main theme 

o f  Soules and Buhl has permeated the  review of l i t e r a t u r e ,  namely 

reform  from w ith in  through the  r e v i t a l i z i n g  o f  the tenure p ro cess  w ith  

i n t e g r i t y .

Summary

A f te r  one has surveyed the l i t e r a t u r e  r e l a t i n g  to  ten u re  and 

tenure  p o l i c i e s ,  one w i l l  have become aware th a t  th e re  a re  two p o in ts  

o f  view. The f i r s t  i s  t h a t  o f  the  t r a d i t i o n a l i s t  and h is  fo llow ers  

demanding th a t  tenure  be recogn ized  as the only source o f academic 

freedom and th a t  w ithou t i t  every in d iv id u a l  a t  a p r o f e s s o r i a l  rank 

would be in  jeopardy o r  in  danger o f  having the freedom to  le a r n ,  the 

freedom to  teach , o r  the freedom to  speak, removed from the h ig h er  

ed u c a t io n  scene. These in d iv id u a ls  s t r e s s e d  th a t  the achievements of 

the  AAUP s ince  1948 have been monumental in  a llow ing f ree  w i l l  to  

e x i s t  on a co lleg e  or u n iv e r s i ty  campus.

The second p o in t  o f view i s  expressed  by those in d iv id u a ls  

who ch a llenge  the concept o f  tenure  and a r e  determined to  prove th a t  

i t  i s  a s in ecu re  fo r  the incom petent, th a t  i t  p ro te c t s  in d iv id u a ls  in  

a form o f  u n io n iz a t io n ;  and , while there  a r e  co n d it io n s  s t a t e d  fo r  

removal f o r  cause, s a id  cause i s  im possib le  to prove and r a r e ly  ev e r  

a t tem p ted .  Those su p p o rtin g  the second camp have f re q u e n tly  suggested  

a l t e r n a t i v e s  to  p re sen t  te n u re  concepts and i n t e r p r e t a t i o n s .  They 

have suggested  the use o f term c o n t r a c t s ,  renewable term c o n t r a c t s ,  

e v a lu a t iv e  techn iques  a t  v a r io u s  i n t e r v a l s  fo r  in d iv id u a ls  on te n u re ,  

and the concept th a t  a l l  persons be g ran ted  tenure  so t h a t  a l l  members
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of the p ro fe s s io n  may have access  to  academic freedom. As i t  has been 

suggested , i t  appeared t h a t  the  s tru g g le  was b a s i c a l ly  one between the  

haves and th e  h a v e -n o ts ,  th o se  who belong to  the ex c lu s iv e  club o f  

tenured  f a c u l ty  and those new g rad u a tes  of u n i v e r s i t i e s  seeking 

r e c o g n i t io n  and f ind ing  i t  d i f f i c u l t  to  break the s t a tu s  quo should 

they do anyth ing  co n tra ry  to  what i s  accep tab le  p r o f e s s o r i a l  beh av io r  

or s c h o la r ly  endeavor.

Research r e l a t e d  to  tenure was meager and c o n s is te d  o f  only 

a few s tu d ie s .  The bulk  o f  the  re sea rch  was completed by persons 

favo ring  tenure  and those  who wish to  see i t s  c o n t in u a t io n .  Other 

in d iv id u a ls  who did re se a rc h  fo r  a d o c to ra l  s tudy  d id  so on a 

comparison b a s is  merely to  determine whether o r  n o t  c e r t a in  p r a c t i c e s  

were common amongst i n s t i t u t i o n s  of v a r io u s  k inds  or in  various  

lo c a t io n s  o f  the coun try . Tenure s tu d ie s  undertaken  by s ev e ra l  

u n i v e r s i t i e s  ac ro ss  the coun try  appeared to  have been p ro tenu re  and 

accen tu a ted  o r overemphasized neg a tiv e  c h a r a c t e r i s t i c s  o f  tenure  were 

not in  ev idence. The most s ig n i f i c a n t  tenure  r e se a rc h  was th a t  

completed by Blackburn. He took the approach t h a t  tenu re  was good 

and made an e f f o r t  to  p rov ide  s t a t i s t i c a l  evidence t h a t  tenure does 

no t h in d e r  o r  p r o h ib i t  a f a c u l ty  member from c o n tin u in g  h is  produc

t i v i t y  in  s c h o la r ly  endeavors  a f t e r  he has rece iv ed  te n u re .  The most 

complete re sea rch  study on tenure was accomplished by the Keast 

Commission, a j o i n t  e f f o r t  undertaken by the American A sso c ia t io n  o f 

U n iv e rs i ty  P ro fe s so rs  and the  A ssoc ia tion  o f American C o lleges .  The 

r e p o r t  was p ro te n u re ,  b u t  d id  in v e s t ig a te  and co n s id e r  a l l  a l t e r n a 

t iv e s  to  the p re se n t  p ro c e ss .  While i t  recogn ized  th e re  were some
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d e f ic ie n c ie s  in  the c u r re n t  implementation, i t  was made c le a r  th a t  the 

commission f e l t  tenure should not be ab o lish ed .



CHAPTER I I I

DESCRIPTION OF POLICIES AND 

POLICY CHANGES

This chap te r  con ta ins  a d e s c r ip t io n  o f  the p o l ic ie s  p e r ta in in g  

to  academic tenure a t  the twelve i n s t i t u t i o n s  included  in  the study 

popu la tion . The d a ta  was acquired  through on-campus in terv iew s w ith  

the P re s id e n t  or Academic Dean and the f a c u l ty  chairman o f  the 

committee re sp o n s ib le  fo r  or a s so c ia te d  w ith  tenure p o l i c i e s ,  and 

from tenure po licy  s ta tem ents  in  the v a r io u s  fa c u l ty  handbooks. 

I n s t i t u t i o n a l  s t a t i s t i c s  were secured through the completion of an 

I n s t i t u t i o n a l  Data Sheet (see Appendix D) by the w r i te r  or an o f f i c e r  

o f  the  c o l le g e .

I n s t i t u t i o n a l  D e f in i t io n s  of Tenure

The d e f in i t i o n s  of ten u re ,  as p resen ted  in  the facu lty  hand

books of 1973-1974, v a r ied  from the minimal to  the complex. Examples 

are  as follow s:

1. One i n s t i t u t i o n  simply acknowledged the  con ten t and 

p rov is ions  made in  the  "1940 Statement" endorsed by the A sso c ia t io n  of 

American C o lleges .

2. Another i n s t i t u t i o n  s ta t e d  th a t ;

Tenure means th a t  a teach e r  i s  a ssu red  of employment by the  
a d m in is t ra t io n  from year to  y ear  in s te a d  o f  needing to  n e g o t ia te

73
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h is  employment year  by y e a r .  I t  i s  n e i th e r  an in d ic a t io n  of 
p e r fe c t io n  nor a p ro v is io n  fo r  p r o te c t io n  o f  l a x i t y .  I t  i s  r a th e r  
a r e c o g n i t io n  of achievement in  teach ing  and s c h o la rsh ip  and o f  
f a i th f u ln e s s  to  the c o l le g e  and the church. At [ c o l leg e  ] tenure  
i s  in t e rp r e te d  in terms of C h r i s t i a n  bro therhood so th a t  i t  i s  
always regarded  as a m eaningful and re sp o n s ib le  i n t e r - r e l a t i o n  
between teaching  f a c u l ty  and a d m in i s t r a t io n . -^0

3. Another s ta tem en t read:

The c o l l e g e 's  p o l i c i e s  on f a c u l ty  employment, promotion, 
te n u re ,  and p r iv i l e g e s  a r i s e  from i t s  b a s ic  purpose as a  c o l le g e  
of L ib e ra l  A r t s .  Every person  re c e iv in g  appointment to  the 
f a c u l ty  o f . . . College presumably accep ts  and supports  the 
s ta tem en t o f the c o l l e g e 's  purpose passed by the  f a c u l ty  in  1963 
and p r in te d  in  the c a ta lo g  as  fo llow s: " . . .  College i s  a
community o f s c h o la rs  engaged in  e v a lu a t in g ,  p re se rv in g ,  and 
en la rg in g  m ankind 's  s to r e  o f  knowledge. To t h i s  end the  c o l le g e  
endeavors to  c re a te  an environment which g en era tes  a love of 
le a rn in g ,  h a b i t s  of c r i t i c a l  thought and a c c u ra te  e x p ress io n ,  and 
u l t im a te ly  the  s t re n g th  o f  c h a ra c te r  and s p i r i t u a l  va lu es  needed 
fo r  a p roductive  l i f e  in  modern society."-^'*-

4. Another s ta t e d :

Whereas the  co lleg e  a f f i rm s  the p r in c ip le  o f  academic freedom 
fo r  a l l  members o f the f a c u l ty ,  ten u re  i s  a means to ,  and a 
f u r t h e r  guarantee o f ,  freedom of teach ing  and re se a rc h  and of 
ex tram ural a c t i v i t i e s  and a means o f  o f fe r in g  a degree o f  economic 
s e c u r i ty  to  make teach ing  a t  . . . College a t t r a c t i v e  to  men and 
women o f  a b i l i t y .

Tenure i s  a c o n t r a c tu a l  c o n d i t io n  o f  continued employment a s  a 
member of the  teach ing  f a c u l ty  u n t i l  r e t i r e m e n t ,  guaranteed  by the 
Board o f  T ru s tees  o f  the c o l le g e  and a p p l ic a b le  so long as the 
r e c ip i e n t  f u l f i l l s  h i s  s t a t e d  r e s p o n s i b i l i t i e s  and so long as a 
p o s i t io n  e x i s t s  a p p ro p r ia te  to  h i s  p ro fe s s io n a l  competency.122

5. F u r th e r ,  an o th e r  i n s t i t u t i o n  placed tenure in  t h i s

120 Sources o f d i r e c t  quo tes  from i n s t i t u t i o n s '  handbooks a re  
n o t  i d e n t i f i e d  so as to  support the p a r t i c ip a t i n g  i n s t i t u t i o n s '  
r e q u e s t  fo r  anonymity. The d i r e c t  quote i s  o f fe re d  by the w r i t e r  so 
th e  re a d e r  may a p p re c ia te  the  th r u s t  o f  in d iv id u a l  i n s t i t u t i o n a l  
wording.

121 Ib id .

122ib ia .
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l i g h t :

The meaning of tenu re  i s  accep ted  to  be freedom to  teach ,  to  
do r e se a rc h ,  and to  p a r t i c i p a t e  in  ex tram ura l a c t i v i t i e s  w ith a 
s u f f i c i e n t  degree o f  economic s e c u r i ty  and permanence o f  employ
ment to  make the  p ro fe s s io n  a t t r a c t i v e  to  men and women o f high 
i n t e g r i t y ,  in d u s t ry ,  and a b i l i t y .

Tenure imposes upon a f a c u l ty  member the r e s p o n s i b i l i t y  of 
continued self-im provem ent through s tudy  o r e d u c a t io n a l ly  con
s t r u c t i v e  t r a v e l  and o f s c h o la r ly  a t ta in m e n t through re sea rch  and 
p u b l ic a t io n .  Tenure, th en ,  i s  e s s e n t i a l  to the  success o f  an 
i n s t i t u t i o n  in  d isc h a rg in g  i t s  r e s p o n s i b i l i t i e s  to  i t s  s tu d e n ts ,  
to  i t s  alum ni, and to  the  s o c ia l  o rd e r .

6 . One o f  the most s im p l i s t i c  d e f in i t i o n s  o f tenure  was:

Academic tenu re  i s  an arrangement whereby f a c u l ty  appointm ents 
a re  continued u n t i l  r e t i r e m e n t  age o r p h y s ic a l  d i s a b i l i t y ,  su b je c t  
to  d ism is sa l  fo r  adequate or e x t ra o rd in a ry  c ircum stances  because
o f  f in a n c ia l  e x i g e n c i e s . 124

A p h i lo so p h ic a l  approach to  the i n t e r r e l a t i o n s h i p  o f  tenure 

w ith  the academic community was found in  th e  follow ing concept:

This recommendation i s  adopted from the 1968 AAUP Statem ent o f  
Recommended R egu la tions  on Academic Freedom and Tenure fo r  
E duca tiona l I n s t i t u t i o n s .  I t  has been m odified to  conform with 
th e  recommendations now being completed by the P r e s i d e n t 's  Po licy  
Committee and a l s o  w ith  the S tatem ent on U n iv e rs i ty  Governance 
endorsed by the A sso c ia t io n  o f Governing Boards o f  U n iv e r s i t ie s  
and C o lleg es ,  the AAUP, and the American Council on Education. 
These r e g u la t io n s  a re  designed to  enable  . . . [ c o l le g e  ] to 
p r o te c t  academic freedom through ten u re  and the  requ irem ents  o f  
academic due p ro cess .  The p r in c ip le s  im p l i c i t  in  these  r e g u la 
t io n s  a re  fo r  the b e n e f i t  o f  a l l  who a re  involved  w ith  o r  are 
a f fe c te d  by p o l i c i e s  and programs o f the  i n s t i t u t i o n .  A 
U n iv e rs i ty  i s  a m arketp lace  o f  ideas  and i t  cannot f u l f i l l  i t s  
purposes o f  t r a n s m i t t in g ,  e v a lu a t in g ,  and ex tend ing  knowledge i f  
i t  r e q u ire s  conform ity w ith  any orthodoxy o f  co n ten t  and method.

In  the words of the  United S ta te s  Supreme C ourt ,  "Teachers and 
s tu d en ts  must always remain f re e  to  in q u i re ,  to  study and to  
e v a lu a te ,  to  ga in  new m a tu r i ty  and u n ders tand ing : o therw ise ,  our

123 Ib id .

124 Ibid .



125c i v i l i z a t i o n  w i l l  s tag n a te  and d i e . "

Of the twelve i n s t i t u t i o n s  surveyed, seven (or 58 p e rcen t)  

had a s p e c i f i c  d e f i n i t i o n  of te n u re .  The remaining f iv e  r e f e r r e d  to  

and acknowledged tenure bu t d id  not a ttem pt to  define  i t  fo rm ally .

I t  might be noted  here th a t  in  the p rocess  o f  in te rv iew in g  the 

academic o f f i c e r s  o r  committee chairmen, 82 pe rcen t o f  them were 

unaware as  to w hether or not tenure was defined  form ally a t  t h e i r  

r e s p e c t iv e  i n s t i t u t i o n s .

A c q u is i t io n  o f  Tenure

There was one i n s t i t u t i o n  in  the  s tudy popu la tion  which

in d ic a te d  th a t  i t  had, although not s ta t e d  as  such, a p o l ic y  o f

autom atic  tenure fo r  fa c u l ty  who had been on the s t a f f  fo r  a g iven

number o f  y e a rs .  The o th e r  e leven  i n s t i t u t i o n s  were most emphatic in

s t a t i n g  th a t  w h ile  automatic tenure  may have been the p r a c t i c e  a t  one

time, i t  was no longer t ru e ,  nor d id  they see i t  r e tu rn in g  in  the

fu tu re .  Automatic tenure r e f e r r e d  to  con tinu ing  reappointm ents fo r

a given number o f  years  w ith  tenure being g ran ted  w ith o u t a s p e c i f i c

e v a lu a t iv e  p ro c e ss .

The p ro b a tio n a ry  p e r io d ,  a t  the  se v e ra l  i n s t i t u t i o n s ,  f o r  the

g ra n t in g  of te n u re  ranged from adherence to AAUP g u id e l in e s  to  the

126requirem ent of a  f u l l  seven y ea rs  o f  s e rv ic e  a t  the i n s t i t u t i o n .

In  a d d i t io n ,  th e  v a r io u s  p o l i c i e s  p e rm itted  in d iv id u a ls  to  be h i r e d  a t
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various  p ro fe s s o r ia l  ranks , determined the number of p robationary  

years  th a t  would be t r a n s f e r r e d ,  and e s ta b l i s h e d  the number of years  

o f  p robationary  s e rv ic e  req u ired  by an i n s t i t u t i o n  befo re  tenure 

could be given a t  a s p e c i f i c  rank . A summary o f t h i s  d a ta  is  

p resen ted  in  Table 1.

Table 2 in d ic a te s  th a t  the m a jo r i ty  o f  the i n s t i t u t i o n s  in  

the study group, e leven  or 92 p e rcen t,  req u ired  seven o r more years  of 

t o t a l  probationary  se rv ice  p r io r  to  the awarding o f te n u re .  Table 3 

demonstrates the number of i n s t i t u t i o n s  recogn iz ing  leave of absence 

fo r  c r e d i t  toward p roba tionary  requirements as o f  June 1974. I t  must 

be s ta te d  th a t  while e ig h t ,  or 67 p e rcen t ,  had no po licy  sta tem ent on 

same, the a d m in is t ra to rs  and fa c u l ty  in terview ed d id  i n f e r  the 

i n s t i t u t i o n ' s  p o s i t io n  was neg a tiv e  on t h i s  i s s u e .

The c r i t e r i a  used in  the  ev a lu a tio n  o f  a p ro fe s so r  p r io r  to  

the awarding of tenu re  were as v a r ied  as the number o f i n s t i t u t i o n s  

involved. I t  was found th a t  two i n s t i t u t i o n s ,  o r  17 p e rc e n t ,  had no 

p o l ic ie s  r e l a t iv e  to  what was judged p r io r  to  the g ran tin g  o f  tenure , 

while two o ther i n s t i t u t i o n s ,  o r  17 p e rc e n t ,  s ta te d  th a t  a facu lty  

member must have rendered " s a t i s f a c to r y  se rv ic e "  or "accep tab le  

s e rv ic e ."  In a d d i t io n ,  two o th e r  i n s t i t u t i o n s  expanded t h e i r  r e q u i re 

ments to two items: one s t a t e d  a fa c u l ty  member must have demon

s t r a t e d  good teach ing  and be o f sound c h a ra c te r ,  while the o ther  

s ta t e d  th a t  the f a c u l ty  member must be involved in  p ro fe s s io n a l  and 

s c h o la r ly  a c t i v i t i e s  and worthwhile work o u ts id e  the classroom. The 

remaining i n s t i t u t i o n s  a t ta c h e d  such items as:

1. p a r t i c ip a t io n  in  fa c u l ty  a c t i v i t i e s ,
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TABLE 3

NUMBER OF INSTITUTIONS RECOGNIZING LEAVE 
OF ABSENCE FOR CREDIT TOWARD 

PROBATIONARY REQUIREMENT 
AS OF JUNE 1974

I n s t i t u t i o n s  Responding Number

With policy  . .

With no po licy  4

Recognizing p o l ic y  bu t w ith  no po licy  sta tem ent 8

Total 12

2. p a r t i c ip a t i o n  in  community a c t i v i t i e s ,

3. continued p ro fe s s io n a l  growth,

4 .  dem onstration o f  the a b i l i t y  to g enera te  c o l l e g ia te  

r e la t io n s h ip s ,

5. adequate and s u f f i c i e n t  h e a l th  to  m ain ta in  the r ig o r s  

of the p o s i t io n ,

6. an acknowledgement o f and genuine concern fo r  aims of 

the co lleg e ,  and

7. " the  departm ental s i t u a t i o n . "

V is i ta t io n  to  the  var io u s  campuses o f the study p o p u la tio n  made i t  

ev ident th a t  the  p ro fe s s io n a l  s t a f f s  a t  e ig h t  o f  the  twelve i n s t i t u 

tio n s  in  the s tudy , or 67 p e rc e n t ,  were cognizant o f  what the i n s t i t u 

t io n  meant by ten u re ,  what was judged fo r  the awarding o f  te n u re ,  and 

the r e la t io n s h ip s  of the v a r io u s  f a c u l ty  members to  the awarding of
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te n u re .  The four remaining i n s t i t u t i o n s  acknowledged there  was a 

d iscrepancy  on the campus as to  what was reviewed o r  surveyed r e l a t iv e  

to  a f a c u l ty  member p r io r  to the  awarding of tenure and th a t  these  

were items th a t  should be more c le a r ly  defined  in  the fu tu re .

Procedures fo r  A cquiring Tenure

There were th re e  i n s t i t u t i o n s ,  or 25 p e rc e n t ,  which d id  not 

have a s ta t e d  procedure fo r  the a c q u is i t io n  of te n u re .  The remaining 

n in e  i n s t i t u t i o n s  e x h ib i te d  some v a r i a t io n s ,  but g r e a te r  s i m i l a r i t i e s  

in  th a t  the fa c u l ty  member was ev a lua ted  by h is  p e e r s ,  by h i s  super

v i s o r  (u su a lly  department chairm an), and by the a d m in is t r a t io n ,  

meaning academic dean and /o r  P re s id e n t .  A l l  twelve i n s t i t u t i o n s  

acknowledged th a t  the f in a l  a u th o r i ty  on the awarding of tenure  r e s te d  

w ith  the Board of T ru s tees  or the governing body o f the i n s t i t u t i o n .  

S evera l i n s t i t u t i o n s  req u ired  the  in d iv id u a l  fa c u l ty  member to  

m ain ta in  a personnel f i l e  I l l u s t r a t i v e  o f  h is  accomplishments and 

e r r o r s .  Included would be items such as peer e v a lu a t io n s ,  s tu d en t 

e v a lu a t io n s ,  copies o f  data  r e l a t i n g  .to  p u b l ic a t io n s ,  and awards or 

honors rece ived  from community o rg a n iz a t io n s .

The most accepted procedure in  ev a lu a t in g  tenure was t h a t  of 

c o n s u l ta t io n  between department members, department chairmen, Academic 

Deans, and Provosts  o r  Academic V ice -P res id en ts .  At f iv e ,  o r  42 

p e rc e n t ,  o f  the i n s t i t u t i o n s ,  a facu lty -w ide committee was empowered 

w ith  the r e s p o n s ib i l i t y  to make recommendations regard ing  promotions 

and tenu re .  I t  was a l s o  found th a t  only two, or 17 p e rcen t ,  o f  the 

i n s t i t u t i o n s  surveyed requ ired  the f a c u l ty  members to  i n i t i a t e  the
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re q u e s t  and e v a lu a t io n  procedures fo r  te n u re .

In  the  s tudy group, seven, o r  58 p e rc e n t ,  o f  the i n s t i t u t i o n s  

had a s t a t e d  procedure to be followed i n  the a c q u i s i t io n  and awarding 

o f  te n u re .  The rem aining i n s t i t u t i o n s  in d ic a te d  the  procedure was 

well-known and follow ed r e l ig io u s ly  even though i t  was n o t  s t a t e d  in  

the  f a c u l ty  handbook o r  any o th e r  sou rce .

Appeal Procedures when Tenure I s  Denied 

Of the twelve i n s t i t u t i o n s ,  seven , or 58 p e rc e n t ,  had no 

s t a t e d  procedures  to  be followed i f  a fa c u l ty  member had been denied 

ten u re :  four o f  those  seven, however, in d ic a te d  in  the re se a rc h  study

in te rv iew  t h a t  an appeal was p o s s ib le  and th a t  i t s  a v a i l a b i l i t y  was 

understood on the campus, a lthough  i t  was not s t a t e d  s p e c i f i c a l l y  in  

i n s t i t u t i o n a l  p o l ic y .  The o th e r  f iv e  i n s t i t u t i o n s  had a f a c u l ty  

committee to  which the fa c u l ty  member could  appea l i f  he b e l ie v e d  the 

d e c is io n  on h is  tenure  was in a p p ro p r ia te .  There was one i n s t i t u t i o n  

which in d ic a te d  th a t  while th e  f a c u l ty  member could  appeal to  the 

Board o f  T ru s te e s ,  he could a l s o  appeal to  the governing board of the  

church w ith  which th e  i n s t i t u t i o n  was a f f i l i a t e d .  In a l l  in s tan ce s  

where th e re  were p ro v is io n s  fo r  an ap p e a l ,  such being e i t h e r  a 

r e c o n s id e ra t io n  by th e  p a r t i e s  ren d erin g  the i n i t i a l  d e c is io n  or a 

h e a r in g  by a s p e c ia l ly  c o n s t i tu te d  body, i t  was c l e a r ly  understood 

t h a t  u l t im a te  a u th o r i ty  fo r  promotion r e s te d  w ith  the v a r io u s  govern

ing b o ard s .

C r i t e r i a  fo r  Tenure Term ination 

Of the twelve i n s t i t u t i o n s ,  t h r e e ,  or 25 p e rc e n t ,  made no
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p ro v is io n s  in  t h e i r  f a c u l ty  handbook o r i n s t i t u t i o n a l  p o l i c i e s  fo r  the 

te rm in a tio n  of tenu red  f a c u l ty ,  while th re e  o th e rs  in d ic a te d  they  

follow ed the 1958 AAUP recommendations o r  s tan d a rd s  on fa c u l ty  d i s 

m is s a l .  The rem aining i n s t i t u t i o n s  l i s t e d  numerous and v a r ie d  

c r i t e r i a  for  te n u re  te rm in a tio n .  Included were:

1. incompetency and n e g lec t  o f  duty;

2. d i s lo y a l ty ;

3. im m orality;

4. in su b o rd in a t io n ;

5. lack  of co o p era tio n ;

6. lack  o f  concern fo r  i n s t i t u t i o n a l  goa ls  and o b je c t iv e s ;

7. m ental and p h y s ic a l  in c a p a c i ty ;

8. unbecoming conduct;

9. v io l a t i o n s  o f  U n ivers ity  p o l i c i e s ;

10. f a i l u r e  to  meet and con tinue adherence to the c r i t e r i a

tenure i s  g ran ted ;

11. accep tin g  an a d m in is t r a t iv e  p o s t  w ith  the  c o l le g e ;  and

12. one i n s t i t u t i o n  s ta te d :  "only  fo r  cause" w ith o u t  any

d e f i n i t i o n ,  i n t e r p r e t a t i o n ,  o r  d e l in e a t io n .

Procedures fo r  Term ination  o f 
Tenured F acu lty

I t  was found th a t  th re e  i n s t i t u t i o n s  had no p ro v is io n  fo r  

procedures to  be followed fo r  the  te rm in a tio n  o f  a tenured  f a c u l ty  

member. This would lead  one to  b e l ie v e  t h a t  they have not had a 

problem of te rm in a tio n  in  the p a s t ,  o r  t h a t  they did  no t a n t i c i p a t e  a 

problem, or t h a t  they wished to  handle each case on an in d iv id u a l
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b a s i s .

Of the remaining i n s t i t u t i o n s ,  three  in d ica ted  t h e i r  procedure 

was based on the 1958 AAUP sta tem ent fo r  p rocedura l s tandards  and 

f a c u l ty  d ism is sa l .  The remaining i n s t i t u t i o n s  were q u i te  e x p l i c i t  in  

prov id ing  fo r  some form of:

1. informal c o n c i l i a t io n ;

2. d e l in e a te d  prehearing  procedures;

3. the d es ig n a tio n  of a hearing  body, and a d e s c r ip t io n  

o f  i t s  membership;

4 .  the procedures for the  formal h ea r in g ;

5. a sta tem ent in d ic a t in g  the f i n a l  a u th o r i ty  of the 

i n s t i t u t i o n ;  and

6. s p e c i f ic  time spans f o r  n o t i f i c a t i o n ,  d i s s a t i s f a c t i o n ,

and appeal.

Of the nine i n s t i t u t i o n s  w ith  s ta te d  procedures fo r  the te rm in a tio n  o f 

tenured f a c u l ty ,  e ig h t  c i t e d  the Board of T ru s te es  as the  f in a l  

a u th o r i ty  to  which a fa c u l ty  member could appeal a te rm in a tio n  d e c i 

s io n .  At one i n s t i t u t i o n  the governing board invested  s a id  a u th o r i ty  

in  the P re s id e n t  of the c o l le g e .  Only two i n s t i t u t i o n s  recognized or 

acknowledged the r ig h t  o f  the aggrieved  f a c u l ty  member to  take h is  

case through the c i v i l  c o u r t  system.

P rov is ions  for Term ination o f  Faculty  
Members fo r  F in a n c ia l  Exigencies

Of the twelve i n s t i t u t i o n s ,  fo u r ,  or 33 percen t,  made no 

p rov is ions  fo r  the d ism issa l  o f  a tenured  fa c u l ty  member due to  f in a n 

c i a l  e x ig en c ie s .  Of the e ig h t  i n s t i t u t i o n s  which did make p ro v is io n ,
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th re e  in d ic a te d  th a t  they would make the s t a t i s t i c a l  inform ation  

a v a i la b le  to  the fa c u l ty  and would demonstrate the b as is  fo r  d ec is io n s  

r e l a t iv e  to  in d iv id u a l  f a c u l ty  members. None of the f a c u l t ie s  a t  the 

i n s t i t u t i o n s  v i s i t e d  made any s t r i d e s  toward forming a bargain ing  u n i t  

fo r  the purpose of c o l l e c t iv e  n e g o t ia t io n s .

S ta f f in g  P o l ic ie s

Of the twelve i n s t i t u t i o n s ,  four in d ic a te d  th a t  they d id  not 

normally a d v e r t is e  a p o s i t io n  when a vacancy e x i s t s  on the f a c u l ty .  

Several o f  these  i n s t i t u t i o n s  in d ic a te d  th a t  t h i s  po licy  may n o t  be 

continued due to  v a r io u s  governmental r e g u la t io n s  and procedures 

r e la te d  to equal employment opportun ity  and a f f i rm a tiv e  a c t io n .  

However, th e re  was no d i s t i n c t  po licy  change to  move in the opposite  

d i r e c t io n .

A l l  i n s t i t u t i o n s  in d ic a te d  th a t  there  has been a s ig n i f i c a n t  

increase  in  the number o f a p p l ic a t io n s  fo r  p o s i t io n s  which a re  

a d v e r t is e d .  Supporting data  was not a v a i la b le .

Only one i n s t i t u t i o n  in d ica ted  t h a t  th e re  had been a s i g n i f i 

can t change in i t s  tenure  po licy  as a d i r e c t  r e s u l t  of the changes in 

the labor market. There were no s t a t i s t i c s  or i n s t i t u t i o n a l  documents 

to  support t h i s  p o s i t io n ,  however.

There were th re e  i n s t i t u t i o n s  which in d ic a te d  th a t  they have 

operated a t  a d e f i c i t  sometime during the l a s t  te n  years .  The o ther 

nine i n s t i t u t i o n s  were most e x p l i c i t  in  in d ic a t in g  th a t  Board o f  

Trustee po licy  p ro h ib i te d  an unbalanced budget; th e re fo re ,  some form 

of budget adjustment was re q u ire d  p r io r  to  the end of a given f i s c a l
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y e a r .  In  a d d i t io n ,  s ix  i n s t i t u t i o n s  in d ic a te d  th a t  fu tu re  d e f i c i t  

years  would re q u ire  major program changes and perhaps a change in  the 

m ission and c h a ra c te r  o f  the i n s t i t u t i o n .  Only th re e  i n s t i t u t i o n s  

in d ic a te d  th a t  th e re  would not be a change in  the program. These 

i n s t i t u t i o n s  in fe r r e d  some o ther  a l t e r n a t iv e  would be s e le c te d  in 

balancing  the i n s t i t u t i o n a l  budget.

Po licy  Changes

Table 4, which i l l u s t r a t e s  the  various  years  in  which major 

changes occurred in  i n s t i t u t i o n a l  tenure  p o l ic y ,  i s  h eav ily  skewed to 

the r ig h t  o r  the l a s t  year of the study param eter. I t  i s  f u r th e r  noted 

th a t  major changes in  the i n s t i t u t i o n a l  tenure p o l i c i e s  d id  not begin  

to  occur u n t i l  the academic year  1970 to  1971.

I n s t i t u t i o n  A 's  major change in  1970 was an increas in g  

o b l ig a t io n  on the p a r t  o f  the in d iv id u a l  being considered  fo r  tenure  

in  accep ting  the premise fo r  the e x is te n c e  of the i n s t i t u t i o n .  This 

took form in  the requirement of a paper on the r e la t io n s h ip  o f the 

i n d iv id u a l 's  d i s c ip l in e  and the governing d o c tr in e  o f  the i n s t i t u t i o n .  

A d d itio n a l changes were the in c lu s io n  in  1970 o f a s ta te d  appeal 

procedure or p ro v is io n s  fo r  f a c u l ty  members who had tenure and had 

th e i r  employment term inated .

I n s t i t u t i o n  B has had the same s ta te d  p o l ic y  on tenure since 

1964, bu t has modified the po licy  in  s e v e ra l  ways. In 1970, the 

candidate  received  c lo se r  s c ru t in y ,  and more refinem ents  were i n t e r 

je c te d  in to  the e v a lu a t io n  p rocess .  However, the p ro b a b i l i ty  of one 

gain ing  tenure remained reasonably c e r t a in .  In  1972, however,
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TABLE 4

YEARS IN WHICH A MAJOR CHANGE OCCURRED 
IN AN INSTITUTION'S TENURE POLICY

I n s t i -  
tu -  1964 1965 

t io n s
1966 1967 1968 1969 1970 1971 1972 1973 1974

A . . . . X . .

B . . . . X ■ • « •

C . . . .

D . . . . X . . . .  X • * . . X

E . . . .

F . . . . X » « • *

G . . . .

H . . . .

I 3

X . .

X • • • •

J . . . . X . . X . . X

K . . . .  

Lb . . . .

£
Inform ation on e a r ly  tenure p o l ic ie s  no t a p p l ic a b le .  

^ Inform ation on e a r ly  tenure  p o l ic ie s  n o t a v a i la b le .
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I n s t i t u t i o n  B e s ta b l is h e d  a s ta te d  po licy  t h a t  only f u l l - t im e  members 

of the f a c u l ty  could re ce iv e  tenure  and th a t  exceptions to  i n s t i t u 

t io n a l  p o l ic y  would be extremely r a r e .  In  a d d i t io n ,  in  1972, the 

Board o f Trustees req u ired  the f u l l  seven y ea rs  p roba tiona ry  se rv ice  

before the  awarding o f  tenu re .

I n s t i t u t i o n  C, from 1964 through the  academic y ea r  1972 to  

1973, had an extremely general s ta tem ent w ith  very l i t t l e  emphasis o r  

importance placed on the  concept o f  tenure re g u la t io n s  o r  procedures.

I t  was g en era lly  adm itted  by the a d m in is t r a to rs  th a t  tenure  was 

au tom atic . In the academic year  1973 to 1974, however, th e re  was a 

d e ta i l e d  procedure f o r  the awarding of tenure  v ia  committee co n s id e ra 

tions  o f  f a c u l ty ,  s tu d e n t ,  department chairman, d iv is io n  head, and 

Academic Dean e v a lu a t io n s .  There was a lso  a s ta te d  and r a th e r  

e la b o ra te  appeal procedure. F u r th e r ,  s p e c i f i c  s tandards  fo r  the 

n o tice  o f reappointment have been i n s t i t u t e d .

At I n s t i t u t i o n  D, from 1964 through 1968, tenure was a l l  but 

autom atic and no c o n s id e ra t io n  was given to  the need fo r  having tenure 

procedures defined in  facu lty  p o l ic y .  However, in  the y ea rs  between 

1968 and 1973, procedures were more adequate ly  defined , c le a r ly  s t a t e d ,  

and the Dean of the i n s t i t u t i o n  became a record -keeper  i n  terms o f  the 

c o l le c t io n  of e v a lu a t io n  d a ta .  In 1973 to  1974, I n s t i t u t i o n  D 

developed a s p e c i f i c ,  d e ta i le d  tenu re  p o lic y  with much emphasis on 

due p ro c e ss .  Also included were s p e c i f i c  d a tes  and procedures to  be 

followed fo r  r e n o t i f i c a t io n  and reappointm ent.

I n s t i t u t i o n  E had the same bas ic  po licy  for the awarding of 

tenure from 1964 through 1970. While there  were s p e c i f i c  years  of
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proba tiona ry  se rv ice  re q u ire d  for the g iven  academic ranks and while 

there  was a fa c u l ty  appeal procedure understood, d e t a i l e d  s te p s  and 

procedures fo r  the a c q u is i t io n  of tenure or d e ta i l e d  s tep s  to  be 

followed in  an appeal were n o t s p e c i f i c a l ly  s ta te d  b u t  r a th e r  he ld  

c lo se ly  and in te rp re te d  in d iv id u a l ly  f o r  each tenu re  case by the 

a d m in is t ra t io n .  The only change to occur in  1974 was an in c rease  in  

the number o f  years  p robationary  s e rv ice  req u ired .  Otherwise, the 

i n s t i t u t i o n  remained somewhat a u to c ra t ic  and pragm atic in  i t s  i n t e r 

p r e ta t io n  and awarding o f tenure .

I n s t i t u t i o n  F was one o f  the most in t e r e s t i n g  i n s t i t u t i o n s  of 

the study group. I t  had no tenure p o l ic y  p r io r  to  1964 or from 1964 

to 1972. There was a simple endorsement of the 1940 Statement of 

AAUP P r in c ip le s .  The i n s t i t u t i o n  never f e l t  the re  was a need to  have 

a tenure s ta tem ent or p o l ic y .  In 1972, however, the  i n s t i t u t i o n  

developed and acquired  one o f  the most d e ta i le d ,  complex, and 

comprehensive p o l ic ie s  and procedures on tenure . I t  was a model for 

a l l  i n s t i t u t i o n s  as i t  approached the concept of te n u re  in  a b u s in ess 

l ik e  manner. A most i n t e r e s t in g  fe a tu re  was th a t  each y e a r ,  a l l  

facu lty  members th a t  did no t have tenure were ev a lu a te d  and the 

ques tion  was asked: "Would th a t  person be granted  tenure  t h i s  year i f

he was e l ig ib le ? "  I f  the answer was "n o ,"  the in d iv id u a l  fa c u l ty  

member and the chairman had to work co o p era t iv e ly  to  overcome the 

d i f f i c u l t i e s .  Hence, i t  seemed obvious th a t  th e re  could not be any 

s u rp r i s e s  i f  an in d iv id u a l  were not awarded tenure should the d e f i 

c ie n c ie s  not be c o r re c te d .

Tenure p o l ic ie s  and procedures a t  I n s t i t u t i o n  G did  n o t  change
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u n t i l  1966, and in  f a c t ,  from 1964 to  1966 were extremely casu a l and 

g e n e ra l .  In 1966, th e re  was a statem ent by the i n s t i t u t i o n  th a t  i t  

had adopted the 1958 AAUP General Statement on Tenure P o l i c i e s  and 

Procedures, which i s  s t i l l  in  e f f e c t .  The only change t h a t  occurred 

in 1974 was th a t  a reh ea r in g  procedure was a v a i la b le  i f  f iv e  members 

of the  Faculty  A d m in is tra tiv e  Executive Committee b e l iev ed  th a t  a 

cause fo r  rehearing  was in  o rder .

I n s t i t u t i o n  H, from 1964 through 1966, in  a de f a c to  sense 

accepted  the 1940 Statem ent of the  AAUP. In  1966, th e re  was the 

in c lu s io n  of e v a lu a t io n  requirem ents p r io r  to  the awarding o f  tenure 

to  an in d iv id u a l .  In  1974, however, major changes did o ccu r ,  and the 

p robationary  per io d  was reduced to  five y e a r s  from the p rev ious  seven. 

In d iv id u a l  facu lty  who were not awarded ten u re  could be g iven  an 

a d d i t io n a l  y e a r 's  p ro b a tio n  to  work out d e f ic ie n c ie s  and p ro fe s s io n a l  

growth requirem ents w ith  the department chairman. A lso, th e re  has 

been an inc lus ion  o r a p o s i t io n  o f  policy  t h a t  no departm ent would 

have more than 70 p e rc e n t  of i t s  facu lty  ten u red .  More innovative , 

however, was th a t  I n s t i t u t i o n  H i n s t i t u t e d  the concept t h a t  should 

th e re  no t be a tenu red  p o s i t io n  a v a i la b le ,  the  in d iv id u a l  facu lty  

member involved would be e l i g i b l e  for a th re e -y e a r  renewable c o n tra c t .  

The i n s t i t u t i o n  was q u i te  aware th a t  th i s  d id  not s e t  w e l l  with the 

American A sso c ia tio n  o f  U n ivers ity  P ro fe s so rs .  I t  was, however, a 

p o s i t io n  with which they intended to remain firm .

I n s t i t u t i o n  I  has only had one major tenure p o l ic y  and tha t  

was the r e s u l t  of e x ten s iv e  fa c u l ty /a d m in is t ra t iv e  co o p era tio n . The 

i n s t i t u t i o n  was n o t  in  ex is tence  p r io r  to  1966. I t  should  be s ta te d
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t h a t  the p o lic y  adopted by the i n s t i t u t i o n  was one o f complete, 

d e ta i l e d ,  e x p l i c i t  s te p s  and procedures for the  awarding o f ten u re  and 

the te rm ina tion  o f tenure  appointm ents. I t  provided for s p e c i f i c s  

r e l a t iv e  to  hea r in g s  and c o n c i l i a to ry  measures t h a t  may be undertaken 

in  the r e s o lu t io n  o f d i f f i c u l t i e s .  There was no d i f f i c u l t y  in  under

standing I n s t i t u t i o n  I ' s  tenure p o l ic y .

I n s t i t u t i o n  J ,  from 1964 to  1968, had a b a s ic  s ta tem ent of 

tenure th a t  was one o f  extreme g e n e r a l i t i e s  and based on the under

standing  and goodwill o f  p ro fe s s io n a ls  working to g e th e r .  Tenure was 

a v a i la b le  through 1966 a f t e r  th re e  y ea rs  p robationary  s e rv ic e .  In 

1966, the p rob a tio n a ry  se rv ice  p e r io d  was r a i s e d  to  five y e a rs  and 

remained th e re  through 1974. The major change th a t  occurred in  

I n s t i t u t i o n  J ' s  p o l icy  in  1968 was increased  f a c u l ty  involvement in 

the tenure p rocess  and the a v a i l a b i l i t y  to appeal a negative  d e c is io n  

to  a facu lty  committee.

I n s t i t u t i o n  K, from 1964 through 1970, had extremely genera l  

p o l ic ie s  on tenure  and f e l t  no compulsion or need to  s p e l l  ou t the 

s p e c i f ic  s te p s  or procedures follow ed. In 1974, there  was the  in c lu 

s ion  th a t  the i n s t i t u t i o n  would follow  the AAUP g u id e lin es  in  promo- 

t io n s ,  te n u re ,  and d ism is sa l .  In  1974, however, the i n s t i t u t i o n  added 

a mandatory r e t i re m e n t  age with employment a f t e r  th a t  age being  an 

exception r a t h e r  than the  s tandard  p ra c t ic e  h e re to fo re  accep ted . There 

was a lso  a s ta tem ent in  the tenure po licy  th a t  every e f f o r t  would be 

made to recy c le  or r e t r a i n  fa c u l ty  members should  a tenured f a c u l ty  

member f in d  h i s  p o s i t io n  in  jeopardy due to economic or programmatic 

changes.
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P o l ic ie s  a t  I n s t i t u t i o n  L p r io r  to  the 1974 s ta te m e n t were n o t  

a v a i l a b le .  The a d m in is t r a to r  d id  acknowledge th a t  the 1974 tenure 

po licy  was new in  1974. The m ajo r  change in  1974 over a genera l  

sta tem ent o f  concept and p rocedures  fo r  the a c q u i s i t io n  o f  tenure was 

th a t  the a d m in is t r a t io n ,  through a co u n c il  made up o f  s tu d e n ts ,  

f a c u l ty ,  and a d m in is t r a t io n ,  cou ld  recommend a term c o n t r a c t  which was 

renewable fo r  an i n d e f in i t e  p e r io d  depending on the needs o f  the 

u n iv e r s i ty  and would have no r e l a t io n s h ip  whatsoever to  the  gran ting  

of tenure  to  t h i s  p a r t i c u l a r  f a c u l ty  member involved .

In  summary, i t  would be c o r re c t  to  say th a t  i n s t i t u t i o n a l  

p o l ic ie s  came to  a h ig h er  l e v e l  o f re finem ent and d e l in e a t io n  in  the 

l a t t e r  y e a rs  covered by th i s  s tu d y .  In te rv iew s  w ith  a d m in is t r a to rs  

and a review of e x i s t in g  i n s t i t u t i o n a l  documents re v e a le d  th a t  the 

study p o p u la t io n  f e l t  no p a r t i c u l a r  need o r compulsion to  put in to  

w r i t in g  the  p rocedures  or s te p s  followed by a given i n s t i t u t i o n  in  the 

e v a lu a t io n  p rocess  p r io r  to  th e  awarding o f  tenure  o r the  te c h n ic a l  

process  followed in  the awarding o r  a c q u i s i t io n  o f  te n u re .  This 

appeared to  have changed in  the l a t e  1960s and e a r ly  1970s, and 

i n s t i t u t i o n a l  p o l i c i e s  became more complex, comprehensive, d e ta i l e d ,  

and encompassing r e l a t i v e  to  th e  r ig h t s  and p r iv i l e g e s  o f  the facu lty  

member and the r e s p o n s i b i l i t i e s ,  r i g h t s ,  and o b l ig a t io n s  o f  the i n s t i 

tu t io n  and i t s  appoin ted  r e p re s e n ta t iv e s  ( a d m in is t r a t io n ) .

In  examining the l a t e s t  tenure  p o l i c i e s ,  one would f ind  many 

a re a s  o f  s im i l a r i t y  and many a re a s  of in n o v a tiv e  th in k in g .  I t  appears 

th e re  has been an e f f o r t  on th e  p a r t  of most i n s t i t u t i o n s  to  involve 

fa c u l ty  in  the im plem entation and development o f tenure  p o l i c i e s ,  in  a



cooperative s p i r i t ,  in  an a ttem p t to  understand the panorama o f  the 

t o t a l  i n s t i t u t i o n .  I t  must be po in ted  o u t ,  however, th a t  even w ith  

g re a t  s t r id e s  in  the  coopera tive  d i r e c t io n ,  a l l  i n s t i t u t i o n s  c l e a r l y  

s ta t e d  th a t  f i n a l  a u th o r i ty  fo r  any p o licy  change or po licy  im p le

m entation r e s te d  w ith  the governing boards.

Of the i n s t i t u t i o n s  in  the study group, 92 percen t have had 

some form of ten u re  p o lic y  in  e f f e c t  s ince  1964. Table 5 p laces  each 

i n s t i t u t i o n ' s  p o l ic y  fo r  a g iven segment o f  years  in to  one o f  fo u r  

c a te g o r ie s .
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CHAPTER XV

ANALYSIS OF POLICY CHANGES

As was s t a t e d  in  Chapter I I I ,  changes o r  refinem ents in  th e  

tenure p o l i c i e s  o f th e  i n s t i t u t i o n s  covered in  t h i s  study g e n e ra l ly  

d id  n o t  occur u n t i l  the  academic y e a r  1970 to 1971. Even then th e  

changes were fo r  the  most p a r t  a s s o c ia te d  with wording and the i n c l u 

s ion  o f  a broader base  o f  p a r t i c i p a t i o n  in  the decision-m aking

p ro c e ss .  The in fo rm a tio n  ga thered  in  the fo llow ing  tab le s  r e p r e s e n t s  

the w i l l in g n e s s  of th e  p a r t i c ip a t i n g  i n s t i t u t i o n s  to  share d a ta  o r  

f re q u e n t ly  the lack  o f  records r e l a t i v e  to tenure  and tenure p o l i c y  

changes. The da ta  were organized  in t o  the fo llow ing  major c a te g o r ie s :

1. the percen tage  o f  f a c u l ty  a t  the v a r io u s  academic

ra n k s ,

2. the percen tage  o f  f a c u l ty  with te n u re ,

3. the  percen tage  o f  f a c u l ty  with te n u re  a t  the v a r io u s

academic ranks,

4. p e rcen tag e  o f f a c u l ty  awarded ten u re  of those f a c u l t y  

e l i g i b l e  fo r  te n u re ,

5. i n s t i t u t i o n a l  en ro llm en t p a t t e r n s ,  and

6. average  s a l a r i e s  o f  i n s t i t u t i o n s  by facu lty  ran k .

As a r e s u l t  o f  an ex te n s iv e  review of l i t e r a t u r e  r e l a t e d  to

tenure  and in fe re n c e s  ga thered  du r in g  campus in te rv ie w s ,  i t  was

96



perce ived  th a t  i n s t i t u t i o n s  o p era ting  in  a sound business manner would 

i n i t i a t e  po licy  changes whenever d a ta  i l l u s t r a t e d  an impending in f le x 

ib le  or in to le ra b le  s i t u a t io n .  The awarding o f  tenure  to  a facu lty  

member was one of the  more permanent c o n tra c tu a l  arrangements between 

a f a c u l ty  member and an i n s t i t u t i o n .  Hence, i t  was hypothesized th a t  

i n s t i t u t i o n a l  change in  tenure p o l i c i e s  would co in c id e  w ith  major 

f lu c tu a t io n s  in  the d a ta  where s a id  f lu c tu a t io n s  th rea tened  the f i s c a l  

and /o r  academic i n t e g r i t y  o f the i n s t i t u t i o n .

The percentage o f a p a r t i c ip a t in g  i n s t i t u t i o n ' s  f a c u l ty  a t  

each rank fo r  each y e a r  of the s tudy is  l i s t e d  in  Table 6. The 

frequency o f percentage groups of fa c u l ty  by rank fo r  each o f the 

y ea rs  o f  the  study i s  found in Tables 7 through 10. As re p o r te d  in  

Table 7, a l l  r e p o r t in g  i n s t i t u t i o n s  had, by the academic y e a r  1972 to 

1973, reduced the percentage of f a c u l ty  a t  the rank  of p ro fe s so r  to  

below 41 p e rc e n t .  I t  i s  i l l u s t r a t e d  in  Table 8 t h a t  the number of 

f a c u l ty  a t  the rank o f a s so c ia te  p ro fe s so r  had been more c o n s is te n t ,  

being below the 41 percen t le v e l  a t  a l l  tim es. The rank o f a s s i s t a n t  

p ro fe s so r ,  as in d ic a te d  by Table 9, experienced an enlargement in  the 

rank, having moved from a range o f 0 percen t to  40 percent in  the 

academic year  1964 to  1965 to a range o f 21 p e rc e n t  to  60 p e rcen t in  

the academic year 1973 to  1974. As shown in  Table 10, with  the 

excep tion  o f two i n s t i t u t i o n s ,  a c o n s is te n t  l e v e l  fo r  the percentage 

of s t a f f  a t  the rank o f  i n s t r u c to r  e x is te d .  In  no instance  was there  

a major s h i f t  in  frequency in Tables 7 through 10 during , b e fo re ,  or 

a f t e r  the academic y ea r  1970 to  1971. In Table 6, only one i n s t i t u 

t io n ,  I n s t i t u t i o n  G, had a changing of i t s  p r o f e s s o r i a l  percentage to
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a major degree. And, th a t  was from 42 p e rc e n t  in  academic year 1970 

to  1971 to  32 percen t in  1971 to  1972 and to  30 p e rc e n t  in  1972 to  1973 

and 1973 to 1974, re s p e c t iv e ly .  I t  should be noted t h a t  I n s t i t u t i o n  G 

d id  not have a  major change in  tenure p o l i c i e s  during the times i t  

experienced a  s ig n i f i c a n t  decrease in  the  number of fa c u l ty  a t  th e  

rank  of p ro fe s so r .

In Table 11 the percentage le v e l  o f  fa cu lty  w ith  tenure was

re p o r te d .  There were c o n s is te n t  le v e ls  a t  a l l  i n s t i t u t i o n s .

I n s t i t u t i o n  I  had the most n o ticeab le  o f  changes in  t h a t  i t  was a  new

i n s t i t u t i o n  in  the mid-1960s, and, th e r e fo r e ,  did n o t have tenured

fa c u l ty  u n t i l  the l a t t e r  years  o f  the study param eter. For the

academic year  1973 to  1974, f iv e  of ten  i n s t i t u t i o n s  had 50 p e rc e n t  or

more of t h e i r  r e sp e c t iv e  f a c u l t ie s  on te n u re .  Mayhew in  Lautenschlager,

in  h i s  summary o f the Carnegie Commission's Report, suggested t h a t :

" ' I n s t i t u t i o n s  should be c a re fu l  not to a llow  the p ro p o rtio n  o f  t h e i r
127f a c u l t i e s  on tenure to  exceed approximately 50%.

Of the  th re e  i n s t i t u t i o n s  exceeding 60 p e rc e n t ,  only one, 

I n s t i t u t i o n  H, f e l t  th e re  was an urgent need to  re e v a lu a te  i n s t i t u 

t i o n a l  tenure p o l i c i e s .  As was s ta te d  in  Chapter I I I ,  major changes 

d id  occur, and I n s t i t u t i o n  H implemented a quota system as a d i r e c t  

r e s u l t  of i t s  climbing tenured facu lty  r a t i o .

L is te d  by year  in  Table 12 are  the percen t o f  facu lty  a t  each 

rank  with te n u re .  While th re e  i n s t i t u t i o n s  re p o rted  facu lty  w ith

127E. W. Lautenschlager, "Tenure a t  Roanoke College: P a s t ,
P re se n t ,  and Future" (unpublished r e p o r t  to  the F a c u l ty ,  Office o f  the 
Dean, Roanoke C ollege , F a l l  1974), p. 5.
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ten u re  a t  the rank o f I n s t r u c to r ,  a t  one p o in t  in  the s tudy , no 

i n s t i t u t i o n  has rep o rted  s im i la r ly  s ince  the  academic year  1971 to  

1972. A ll  i n s t i t u t i o n s 1 c u r re n t  p o l ic ie s  have re q u ire d  the a tta inm en t 

of the a s s i s t a n t  p ro fe sso r  rank before  tenure  i s  awarded. Obviously, 

I n s t i t u t i o n  D re q u ire d  the a tta in m en t o f  a s so c ia te  p ro fe s so r  rank 

p r io r  to  the g ra n tin g  of ten u re .

The percen tage of f a c u l ty  a t  the rank o f p ro fe s so r  and 

a s s o c ia te  p ro fe s so r ,  as shown in  Table 6, and the percentage of 

fa c u l ty  with tenu re  a t  the same ranks ,  as shown in  Table 12, a re  

in v e rse ly  r e l a t e d .  Hence, Woodring's claim  in  Chapter I I  t h a t  the 

tenured  ranks a re  held  by a sm all number, thereby  forming an exc lus ive  

c lu b ,  i s  supported .

R eflec ted  in  Table 13 i s  the percentage o f fa c u l ty  e l i g i b l e  

fo r  tenure  who were awarded tenu re  during each o f the  academic y ea rs  

between 1964 to 1965 and 1973 to  1974. The d i g i t  "O'1 means there  were 

no cand idates  fo r  tenure fo r  t h a t  p a r t i c u la r  y e a r .  I n s t i t u t i o n s  C, E, 

H, K, and L did no t wish to  make th i s  in fo rm ation  a v a i la b le  or d id  not 

have records p rov id ing  th i s  in form ation .

I n s t i t u t i o n s  A and B d e f i n i t e l y  s t a t e d  they d id  no t have a u to 

m atic  tenure . I n s t i t u t i o n s  B, F, G, and I  in d ic a te d  they f e l t  much of 

the  tenure awarding process was in the f a c u l ty  h i r i n g  process and th a t  

one h i re d  a f a c u l ty  member w ith  the idea th a t  the in d iv id u a l  would 

meet tenure requirem ents as  one of the s e le c t io n  c r i t e r i a .

I n s t i t u t i o n  J s t a t e d  th a t  they did have a semiautomatic tenure process 

u n t i l  major changes occurred in  1973 to  1974. I t  was a t  th a t  p o in t  

t h a t  the a d m in is t ra to r  f e l t  the  i n s t i t u t i o n  began making a more
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c r i t i c a l ,  comprehensive, and in-depth  e v a lu a t io n  of a l l  cand ida tes  fo r  

te n u re .  The a d m in is tra to r  commented, however, th a t  th i s  was no t 

n e c e s s a r i ly  the reason fo r  the low percen tage  o f tenure awarded in  the 

academic year  1973 to  1974.

I l l u s t r a t e d  in  Table 14 i s  the grow th, decrease , or s t a tu s  

quo o f an i n s t i t u t i o n ' s  enro llm ent from the y ea r  1965 through the y e a r  

1974. I n s t i t u t i o n  I  had a s ig n i f i c a n t  in c re a se  in s tuden t popu la tion  

because i t  had ju s t  opened and was beginning i t s  growth in to  a f u l l  

fo u r-y ea r  i n s t i t u t i o n .  I n s t i t u t i o n s  D, F, and J had a s im i la r  p a t te r n  

o f growth, no ticeab ly  on the increase  in  the  e a r ly  p a r t  o f  the 1960s 

and then leve ling  o f f  o r decreasing  in  the l a t e  1960s and e a r ly  1970s. 

I n s t i t u t i o n s  A, F, G, and K had the l e a s t  change in  t h e i r  s tu d en t 

po p u la tio n  over the y e a r s .  From the per io d  1971 through 1974, only 

one i n s t i t u t i o n ,  B, has shown a s ig n i f i c a n t  increase  in s tu d e n t  

p o p u la t io n .  I n s t i t u t i o n s  I  and A have shown a s ta tu s  quo s i t u a t i o n  

while a l l  o ther i n s t i t u t i o n s ,  D, F, G, J ,  and K, have shown a n e t  lo s s  

o f s tu d en ts  during th i s  p e r io d .

I n s t i t u t i o n a l  Policy  Change as Related 
to  I n s t i t u t i o n a l  Data

As was s ta te d  in  Chapter I I I ,  I n s t i t u t i o n  A—during the te n -  

y ea r  period  1964 to  1974—ex erc ised  a major change in  i t s  tenure  

po licy  in  the year 1970. At th a t  time, s ig n i f i c a n t  changes were made 

to  allow fo r  appeal procedures  and p ro v is io n s  for facu lty  members who 

had been denied tenure and the  in c lu s io n  o f  a requirement o f a paper 

on the r e la t io n s h ip  o f the in d iv id u a l 's  d i s c ip l in e  and the governing 

d o c tr in e  o f  the i n s t i t u t i o n .  As i l l u s t r a t e d  in  Table 11, I n s t i t u t i o n  A
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did  beg in , from the  y e a r  1970, on a downward trend  in  the percentage 

of f a c u l ty  with te n u re .  Likewise, i t  was found in  Table 12, when 

broken down by the  a p p ro p r ia te  rank, the percentages o f  f a c u l ty  with 

tenu re  a t  each o f the  ranks decreased through the end o f the  study 

param eter. As a r e s u l t  o f  conversations  w ith  co llege  ad m in is t ra to rs  

a t  I n s t i t u t i o n  A, i t  can be in te rp re te d  th a t  i t  was a t  t h i s  time 

(1970) in  the i n s t i t u t i o n ' s  h is to ry  th a t  se r io u s  a t t e n t i o n  was given 

to  the tenure s i t u a t i o n .  There was no in d ic a t io n  on Table 14 or 

Table 15 th a t  en ro llm en t p a t te rn s  or s a la ry  inc reases  d i r e c t ly  

a f f e c te d  tenure p o l ic y  or were re sp o n s ib le  fo r  changed ten u re  policy ,

" There i s  no evidence in  Tables 6, 11, or 14 t h a t  there  i s  a 

r e la t io n s h ip  between the inform ation conta ined  th e re in  and the changes 

in  I n s t i t u t i o n  B 's  tenure  p o l ic ie s .  The a d m in is t ra t io n  a t  I n s t i t u t i o n  

B s t r e s s e d  th a t  a l l  f a c u l ty  were h i re d  w ith  the premise t h a t  they would 

be awarded tenure once they became e l i g i b l e .  I f  an a p p l ic a n t  did not 

pass th i s  c r i t e r i a ,  he was no t o ffe red  a p o s i t io n .  This ad m in is tra 

t iv e  po licy  a t  I n s t i t u t i o n  B is  i l l u s t r a t e d  in  Table 13. Likewise, 

Table 12 in d ica ted  an increase  in  the  numbers of fa c u l ty  a t  the rank 

o f p ro fe sso r  and a s s o c ia te  p ro fe sso r  s ince  the year 1969 to  1970, 

w hile  Table 15 i l l u s t r a t e d  a major in c rease  in  sa la ry  range fo r  the 

p o s i t io n  of p ro fe s s o r  from 1969 to 1970 as compared to  1968 to 1969. 

Once I n s t i t u t i o n  B e le c te d  to  make i t s  tenure  p o l i c i e s  more d e f in i t iv e ,  

they d id  fee l  an o b l ig a t io n  to f in a n c ia l ly  reward those in d iv id u a ls  who 

achieved the h ig h e s t  p ro fe s s io n a l  rank.

I n s t i t u t i o n  C provided t h i s  study w ith  very l i t t l e  d a ta ,  e i th e r  

because th e i r  re co rd s  were incomplete or the i n s t i t u t i o n  d id  not wish
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to  share i t  w ith  the study group. I n s t i t u t i o n  C 's  p a t te rn  of rank  

d i s t r i b u t i o n  remains somewhat c o n s ta n t  throughout the ten -year  p e r io d ,  

and t h e i r  average s a l a r i e s  a t  the i n s t i t u t i o n  d id  show a marked 

increase  fo r  the y ear  1969 to  1970. Since i t  was n o t u n t i l  1974 th a t  

the i n s t i t u t i o n  a c tu a l ly  became involved in  a d e t a i l e d  s ta tem ent on 

tenure p o l i c i e s  or ex p lan a tio n s  th e re o f ,  i t  cannot be in te rp r e te d  th a t  

the changes in  s a la ry  had any bearing  on tenure p o l ic y  changes.

I n s t i t u t i o n  D, as i l l u s t r a t e d  by Tables 6, 11, 12, and 14, had

a r a th e r  c o n s is te n t  p a t te r n  of development for most of the y e a rs  of

the study param eter. Table 14, 1973 to  1974, showed a marked decrease

in s tu d en t  en ro llm en t;  and Table 15, 1970 to 1971, showed a marked

increase  in  s a la ry  averages. The a d m in is tra t io n  pu rpo rted , bu t d id

not s u b s ta n t i a t e ,  t h a t  in  1974, when the major change in  tenure p o licy

became e f f e c t i v e ,  t h a t  being: "Tenured facu lty  s h a l l  not exceed

l im i ts  which in  the opin ion  of the  Board of T ru s tees  preserves aca -
128demic and f i s c a l  f l e x i b i l i t y .................." the decrease  in  enro llm ent

gave the i n s t i t u t i o n  some concern fo r  i t s  percen tage  o f  facu lty  t h a t  

were on tenure o r were headed toward tenure. The Dean a lso  in t im a te d  

th a t  w ith  the s ig n i f i c a n t  in c rease  in  f in a n c ia l  rem uneration fo r  

fa c u l ty  s e rv ic e s ,  the  governing board f e l t  o b l ig a te d  to take a more 

se r io u s  approach in  the  awarding o f  tenure.

The in form ation  a v a i la b le  on a data base fo r  I n s t i t u t i o n  E was 

so th in  and minimal th a t  there  was no p o s s ib i l i t y  whatsoever o f

128Taken from an i n t r a i n s t i t u t i o n a l  p o s i t io n  paper on te n u re .  
The co lleg e  is  no t i d e n t i f i e d  to p ro te c t  the re q u e s t  fo r  anonymity.
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r e l a t i n g  o r c o r r e l a t i n g  changes in  ten u re  p o licy  w ith  d a ta  change. I t  

might be s t r e s s e d  th a t  the  a d m in i s t r a t io n ’ s p o in t  o f  view i s  one t h a t  

ten u re  i s  a concep t and a p rocess  c o n t r o l le d  e x c lu s iv e ly  by the 

governing board w ith  advice and d i r e c t io n  from the c h ie f  a d m in is t ra 

t iv e  o f f i c e r .

I n s t i t u t i o n  F f i r s t  i n s t i t u t e d  a p o lic y  on ten u re  in  1972.

Data gathered  in  Table 15 in d ic a te d  th e re  was a major in c re a se  in  

average s a l a r i e s  fo r  the rank of p ro fe s s o r  in  1971 to  1972 from those  

o f  1970 to  1971. A lso, from 1971 to  1972, Table 14 showed a ne t 

lo s s  in  s tu d e n t  en ro llm en t o f  5 p e rc e n t .  There was, however, no 

in d ic a t io n  th a t  th e se  changes were d i r e c t l y  r e l a t e d  to  the implemen

t a t i o n  o f a te n u re  p o l ic y .  Table 13, w ith  in fo rm ation  a v a i la b le  from 

1971 to  1972, i l l u s t r a t e d  t h a t  100 p e rc e n t  o f  a l l  those  e l i g i b l e  fo r  

tenure  were g ran ted  tenu re .  Such d a ta  supported  the i n s t i t u t i o n ' s  

philosophy t h a t  each and every a p p l ic a n t  was measured and eva lua ted  

during  each academic y ear  in  r e l a t i o n  to  the  q u es tio n :  " I f  th i s

person  were e l i g i b l e  fo r  ten u re  t h i s  y e a r ,  would he be awarded 

tenure?"  and i f  the answer was no, the  i n s t i t u t i o n  r e q u ire d  t h a t  the  

f a c u l ty  member and h is  su p e rv iso r /d ep a r tm en t chairman work to  c o r r e c t  

any d e f i c i e n c i e s .  Should they n o t be c o r re c te d  by the fo llow ing y e a r ,  

the fa c u l ty  member was d ism issed . Hence, a l l  f a c u l ty  e l i g i b l e  fo r  

tenure  ( i f  the p rocess  had been working) would be awarded tenure in  

the  y ea r  in  which they were e l i g i b l e .

I n s t i t u t i o n  G, by the d a ta  c o l l e c te d  in  Tables 6, 11, 12, 13, 

and 14, has had a r a th e r  c o n s is t e n t  growth and developm ental p a t t e r n  

during  the y e a rs  covered in  the s tu d y .  Table 14 d id  show in  the l a s t
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fo u r  years a n e t  lo ss  of s tu d e n ts  of 3 p e rcen t.  A major change In 

i n s t i t u t i o n a l  s a la ry  averages between 1969 to  1970 and 1970 to  1971 

was i l l u s t r a t e d  fo r  I n s t i t u t i o n  G in Table 15. The a d m in is t ra t io n  

s ta t e d  th a t  i t  was no t the governing board o r  the a d m in is t ra t io n  

i t s e l f  th a t  req u es ted  re e v a lu a t io n  of tenure p o l i c i e s ,  but r a th e r  

fa c u l ty  who were concerned w ith  d e f in i t iv e  economic trends a c ro ss  the 

country .

I n s t i t u t i o n  H, in  Table 15, i s  recorded as  having an up-swing 

in  the sa la ry  averages fo r  f a c u l ty  a t  the v a r io u s  ranks between 1969 

to  1970 and 1970 to  1971. I n s t i t u t i o n  H o therw ise  d id  not provide 

a s u f f i c i e n t  amount o f data  to  determine i f  th e re  were r e la t io n s h ip s  

o th e r  than those  w ith  sa la ry  schedules. An i n t e r n a l  study on tenure  

a le r te d  the a d m in is t ra t io n  in  I n s t i t u t i o n  H to  an in c reas in g  percentage 

o f  the fa cu lty  to  be tenured in  the next decade (1974 to 1984). Hence, 

I n s t i t u t i o n  H 's  governing board adopted a quota system. I n s t i t u t i o n  

H is  the only i n s t i t u t i o n  to  have done so . Based on sta tem ents  by 

the ad m in is tra t io n  and fa c u l ty  r e p re s e n ta t iv e s ,  the q u o ta /c o n tra c t  

approach was adopted by the governing board so as  to  allow continued 

academic f l e x i b i l i t y  in p rov id ing  growth o p p o r tu n i t ie s  fo r  young 

graduates w ith  advanced deg rees .

I n s t i t u t i o n  I  was the youngest i n s t i t u t i o n  o f the group in  the 

study popu la tion  w ith  only one major po licy  on ten u re  having been 

developed in  i t s  sh o rt  e x is te n c e .  There was no in d ic a t io n  t h a t  any of 

the  data g a th e red  in  Tables 6 through 15 had a r e la t io n s h ip  to  s a id  

po licy .  The ad m in is t ra t io n  s ta t e d  th a t  concerns over tenure p o licy  

and implementation of tenure po licy  were a r e s u l t  o f  facu lty  concern
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and i n t e r e s t  in  a growing nationw ide a t t e n t i o n  to  tenu re  p o l i c i e s .

I n s t i t u t i o n  J  d id  acknowledge t h a t  the  a d m in is t r a t io n  was 

concerned about i t s  percen tage  o f  f a c u l ty  on tenu re .  As demonstrated 

in  Table 11, th a t  l e v e l  reached  67 p e rcen t  in  1964 to  1965. In  1966, 

by changing the  awarding o f  ten u re  to only those who had achieved 

fiv e  y ea rs  o f  se rv ice  r a t h e r  than  the p re v io u s ly  r e q u ire d  th re e  years  

o f  s e rv ic e ,  the  i n s t i t u t i o n  was ab le  to  b e g in  a downward t re n d  in the 

t o t a l  percen tage  of f a c u l ty  on ten u re .  This  was evidenced in  Table 11. 

The a d m in is t r a t io n  a l s o  acknowledged th a t  a r e c e n t  downturn in  s tu d en t  

en ro llm en t (Table 14 showed a n e t  lo s s  o f  9 pe rcen t between 1969 to 

1970 and 1973 to  1974) d id  b r in g  about m ajor concerns on the campus 

which led  to  more fa c u l ty  involvement in  th e  awarding o f  tenure  and, 

hence, a sh a r in g  of the  decision-m aking  and r e s p o n s i b i l i t y  as w e ll  as 

the freedom they d e s ire d  to  c o n t in u a l ly  seek  new t a l e n t  coming from 

the v a r io u s  graduate  sch o o ls .

I n s t i t u t i o n  K had a very genera l p o l ic y  on tenure  and f e l t  no 

compulsion o r  need to s t a t e  s p e c i f i c  s te p s  o r  procedures to  be followed 

in  the awarding of same p r io r  to  1970. I n  1970, however, s p e c i f ic  

s tep s  were e s ta b l i s h e d ,  and i t  was understood  th a t  they would follow 

the AAUP g u id e l in e s  in  prom otion, ten u re ,  and d ism is sa l .  Table 11 

showed t h a t  I n s t i t u t i o n  K decreased  i t s  o v e r a l l  percen tage  of fa c u l ty  

w ith ten u re  from 59 p e rc e n t  in  1964 to  49 p e rc e n t  in  1974. There is  

no o th e r  evidence th a t  the  d a ta  c o l le c te d  can be c o r r e la t e d  with 

p o licy  changes a t  I n s t i t u t i o n  K.

I n s t i t u t i o n  L d id  n o t  perm it a v i s i t a t i o n  to  the  campus.

N either  d id  they provide s u f f i c i e n t  in fo rm atio n  or d a ta  to  draw
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conclusions  as to  the  r a t io n a le  behind changes in  p o lic y .

Summary

In  reviewing the da ta  c o l le c te d ,  Tables 6 through 15, i t  would 

be c o r re c t  to  s t a t e  th a t  no i n s t i t u t i o n  had a major change in  tenure 

p o l ic y  as a d i r e c t  r e s u l t  of f lu c tu a t io n s  in  any one o r a combination 

o f  the items surveyed. While the  ad m in is t ra t io n s  a t  the various  

i n s t i t u t i o n s  in  the study s ta te d  or in fe r r e d  th a t  th e re  was a t o t a l  

p ic tu re  which brought about po licy  d isc u ss io n ,  po licy  e v a lu a t io n ,  

p o l icy  change, and p o lic y  implementation on a new base ,  there  was no 

s t a t i s t i c a l  evidence to  support th a t  in fe re n c e .  No i n s t i t u t i o n  was 

w i l l in g  or ab le  to o f f e r  records  o r minutes o f the governing boards 

a t  a given time in  h i s to r y  r e l a t iv e  to  c o n s id e ra t io n  o f tenure p o l i 

c i e s .  O vera ll ,  th e re  seemed to  have been a genera l surge of i n t e r e s t  

in  tenure and tenure p o l ic ie s  based on n a t io n a l  happenings and 

in fo rm ation  recorded in  p ro fe s s io n a l  jo u rn a ls  r e l a t i v e  to  the a t ta c k s  

on tenure and the undermining o f tenure in  o ther  p a r t s  of the coun try .

While one might wish to  surmise t h a t  changes in  tenure p o licy  

occurred because o f increased  averages in  i n s t i t u t i o n a l  s a l a r i e s  or 

major th ru s t s  in  enro llm ent p a t te rn s  o r  an awareness th a t  a la rg e  

number o f people e l i g i b l e  fo r  tenure were au to m atica l ly  being g ran ted  

tenure  or t h a t  the percentage o f facu lty  a t  an i n s t i t u t i o n  w ith  tenure  

was on a major in c re a se ,  such was not p o ss ib le  based on the da ta  

c o l le c te d  in  t h i s  study sample. The d a ta ,  on the c o n tra ry ,  revea led  

a smooth, c o n s is te n t  o p era tio n  w ith  an occas iona l major f lu c tu a t io n  in  

one o r the o th e r  of the given c a te g o r ie s .  Hence, i f  one were to  look



127

fo r  major or s ig n i f i c a n t  ex p lan a tio n s  as to  the  adoption o f  p o l ic y  

changes, one would have to  look a t  the more in ta n g ib le  s o c ia l  or 

economic changes o f  o rd e r  on a la rg e r  sca le  r a t h e r  than a t  the  i s o 

l a t e d  s e t t i n g s  o f  the i n s t i t u t i o n a l  campuses.



CHAPTER V

SUMMARY, FINDINGS, CONCLUSIONS, AND 

RECOMMENDATIONS FOR FURTHER STUDY

In tro d u c t io n

The purpose of th is  s tudy  was to  d e sc r ib e  the tenure  p o l ic ie s  

a t  the p r iv a te  i n s t i t u t i o n s  o f h ig h er  educa tion  in  the Commonwealth of 

V irg in ia  from 1964 to  1974. Changes in th e se  p o l ic ie s  were described  

and, i f  p o s s ib le ,  the de te rm ina tion  of r e l a t io n s h ip s  fo r  such 

changes were to  be examined.

The s tudy was l im ited  to  a l l  r e g io n a l ly  a c c re d i te d  fou r-year  

p r iv a te  i n s t i t u t i o n s  o f h igher  education in  the Commonwealth of 

V irg in ia .  The yea rs  surveyed were 1964 to  1974. Regional a c c r e d i ta 

t io n  was re q u ire d  o f the i n s t i t u t i o n s  as o f  September 1, 1973, fo r  

t h e i r  in c lu s io n  in  the s tudy. The w r i te r  used reg io n a l  a c c re d i ta t io n  

as a base requirem ent because o f  i t s  c loak o f  genera l academic 

acceptance and c r e d i b i l i t y .

The s tudy population  included twelve o f the n in e te e n  i n s t i t u 

t io n s  o f the t o t a l  popu la tion . There were s ix  i n s t i t u t i o n s  th a t  

e le c te d  not to  p a r t i c ip a te  in th e  study and one ceased to  be in  opera

t io n  s h o r t ly  a f t e r  the study was under way.

The c h ie f  a d m in is t ra t iv e  o f f ic e r  o f  each i n s t i t u t i o n  was sen t 

a l e t t e r  in  which the o b je c t iv e s  o f  the re se a rc h  were o u t l in e d  and

128
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support fo r  the study was requested . Those i n s t i t u t i o n s  responding 

p o s i t iv e ly  were asked to  in d ic a te  who would be re sp o n s ib le  fo r  t h a t  

i n s t i t u t i o n ' s  r o le  in  the s tudy . In te rv iew s  were then  arranged w ith  

the designated  personnel.  (Note th a t  two i n s t i t u t i o n s  d id  not perm it 

a campus v i s i t a t i o n . )

The p e rso n a l in te rv iew  was conducted with the  Faculty  Chairman 

of the Rank, Promotion, and Tenure Committee (or s im i la r  group) and 

the Academic V ice-P residen t/D ean . At th re e  of the i n s t i t u t i o n s ,  the 

Academic V ice-President/D ean held  both p o s i t io n s .

The in te rv iew  technique r a th e r  than a q u e s tio n n a ire  was 

s e le c te d  in  t h a t  i t  was f e l t  th a t  v e rb a l  responses would permit the 

in terview ee to answer q u es tio n s  more f u l l y  and thus e l im in a te  the  

r e s t r i c t i o n s  encountered w ith  mailed q u e s t io n n a ir e s .  Each o f the 

respondents was asked id e n t i c a l  q u e s tio n s  in  a predeterm ined o rd e r .  

P r io r  to the campus v i s i t a t i o n ,  the w r i t e r  had rece iv ed  a copy o f  the 

i n s t i t u t i o n ' s  c u r re n t  tenure  p o l i c i e s .  The i n s t i t u t i o n a l  da ta  s h e e t ,  

which was included in  the o r ig in a l  l e t t e r  o f r e q u e s t ,  was e i t h e r  com

p le te d  by the i n s t i t u t i o n  p r io r  to the  campus v i s i t  o r  l e f t  w ith  the 

V ice-P res iden t o r Dean and re tu rned  to  the w r i te r  a t  the i n s t i t u t i o n ' s  

d i s c r e t io n .

A ll  in te rv iew s were recorded and in  tu rn  t ra n sc r ib e d  fo r  a 

permanent record  base. From the o u ts e t  o f  correspondence w ith , to  the 

v i s i t a t i o n  and in te rv iew in g  of the in d iv id u a l  p a r t i c ip a n t s ,  they were 

co n tin u a lly  assu red  o f the  c o n f id e n t ia l i t y  o f  t h e i r  responses.

The i n s t i t u t i o n a l  data  sheet was co n s tru c ted  so as to  provide 

a p ic tu re  of an i n s t i t u t i o n ' s  academic personnel over a ten -year
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p e r io d .  The in fo rm ation  sought fo r  each academic year ,  1964 to  1965 

through 1973 to  1974, was:

1. the t o t a l  n um ber o f  teaching  f a c u l t y ,  f u l l - t im e  and

p a r t - t im e ;

2. the  t o t a l  number o f  teaching  f a c u l ty  with t e n u r e ,  

fu l l - t im e  and p a r t - t im e ;

3 . the t o t a l  number o f  teaching f a c u l ty  a t  each ran k  and 

the  number a t  the  re sp ec t iv e  ran k s  with t e n u r e ;

4 . the  number o f  teach in g  f a c u l ty  e l i g i b l e  fo r  t e n u r e ;

5. the  number o f  teach ing  f a c u l ty  g ran ted  ten u re ;

6. the  number o f  teach in g  f a c u l ty  w ith  tenure r e l e a s e d ;

7. the  tu i t i o n  charge  a t  the i n s t i t u t i o n ;

8 .  the  fu l l - t im e  e q u iv a le n t  e n ro l lm e n t  of each i n s t i t u 

t io n ;  and

9. the  percent o f  in c rease  in  i n s t i t u t i o n a l  income and an 

in d ic a t io n  as to  whether or n o t  a surp lus o r  a d e f i c i t  e x i s te d  f o r  

each o f  the y e a r s .

The da ta  were p re sen ted  in t a b l e  form i l l u s t r a t i n g  the s p e c i f i c s  fo r  

each year  of the  s tudy . The d a ta  c o l le c te d  f o r  items 7 and 9 were 

i n s u f f i c i e n t  fo r  ta b u la t io n .

Where a p p ro p r ia te ,  th e  i n s t i t u t i o n s  p rov ided  the r e s e a r c h e r  

w ith  po licy  s ta te m e n ts ,  f a c u l ty  handbooks, and p o s i t io n  p a p e rs .  These 

were used as a f a c tu a l  b a s is  in  the v e r i f i c a t i o n  o f  o f f i c i a l  p o l i c y  

change. The m a te r ia l  and in fo rm a tio n  ga thered  were scanned and 

reviewed to  determ ine s i m i l a r i t i e s ,  d i f f e r e n c e s ,  innova tions ,  t r e n d s ,  

o r  p a t te rn s  among the various  i n s t i t u t i o n s  r e l a t i v e  to  the concep t of



131

tenure.

Summary

In  the Review of L i t e r a t u r e ,  Chapter I I ,  i t  was found t h a t  a 

broad range o f  c r i t ic ism  e x i s t e d  r e l a t iv e  to  tenure  p o l ic ie s  a t  

i n s t i t u t i o n s  o f higher ed u ca tio n  ac ro ss  the coun try . Suggestions for 

the e r a d ic a t io n  of, m o d if ica t io n  o f ,  or s u b s t i t u t i o n  for tenu re  a lso  

e x is te d .  The Subjective L i t e r a t u r e  on Academic Tenure was p ro fuse  and 

unending. I t  was often  the case  t h a t  th i s  a re a  o f l i t e r a t u r e  was 

su b s ta n t ia te d  with nothing more than in d iv id u a l  experiences and exper

t i s e  in  a given area o f academic p re p a ra t io n .  Research R ela ted  to 

Academic Tenure was minimal w ith  the  most s ig n i f i c a n t  volume having 

been the book, Faculty Tenure, more commonly known as the Keast 

Commission or the Keast R eport .  While both a re a s  of l i t e r a t u r e  s tre ssed  

th a t  ten u re  was firmly en trenched  as p a r t  o f  the  h igher  ed u ca tio n a l  

scene, a u th o r i t i e s  on the s u b je c t  were recogn iz ing  more f re q u e n tly  tha t 

tenure was under s ig n i f ic a n t  s t r a i n s  and could w e ll  be undermined, i f  

not r a d i c a l l y  changed or transfo rm ed , in  the  decades immediately 

ahead. S o c ia l  forces and p re s s u re s  e x is te d  to  the degree t h a t  what 

was once taken as commonplace could  no longer be considered so and th a t  

exp lana tions  o r r a t io n a le s  fo r  any given p o licy  smacking o f e l i t i s m  

or au tocracy  would req u ire  a d e fen se .  Most o f  the l i t e r a t u r e  about 

tenure cemented i t s  r e l a t io n s h ip  w ith  the concept o f  academic freedom.

I t  has been considered by most people in  h ig h e r  education  t h a t  academic 

freedom could  not e x is t  w i th o u t  tenure or some o th e r  form of job 

s e c u r i ty .
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In an overview, the Review of L i t e r a tu r e  demonstrated t h a t

much o f the c r i t i c i s m  r e l a t i v e  to cu rren t  tenure  p o l ic ie s  was coming

from a d m in is t ra t io n s  which f e l t  hampered by an expanding concern fo r

being  " te n u re d - in "  and by the recen t g rad u a tes  holding advanced degrees

who f e l t  there  was l i t t l e ,  i f  any, o p p o rtu n ity  in  h igher  educa tion

u n t i l  a p ro fe s s io n a l  d ied  o r  r e t i r e d .  Hence, as D ressel found, th e re
129appeared to  be a c o n f l i c t  between the haves and the h av e-n o ts .

The f in d in g s  o f Chapter I I I ,  D e sc r ip t io n  of P o l ic ie s  and 

P o l ic y  Changes, a re  summarized as follow s:

1. A l l  i n s t i t u t i o n s  s tud ied  recognized  the concept of 

te n u re  and in  some way, form ally  or in fo rm a lly ,  g ran ted  and acknowl

edged tenure to  i t s  f a c u l ty .

2. A ll  i n s t i t u t i o n s  had a f irm  commitment to  the concept 

t h a t  they were governed and c o n tro lled  by the Board o f T ru s tees  and th a t  

th e  Board of T ru s te es  was the f in a l  a u th o r i ty  in  the g ran tin g  o f ten u re .

3. The procedures re la te d  to  the  a c q u is i t io n  of tenu re  

v a r ie d  from i n s t i t u t i o n  to  i n s t i t u t i o n .  U sua lly ,  i t  followed the AAUP 

G u id e l in e s .  The number of years  requ ired  fo r  s e rv ice  a t  an i n s t i t u t i o n  

ranged from f iv e  to seven. The number o f y ea rs  allowed as t r a n s f e r  for 

c r e d i t  fo r  s e rv ic e  from previous employment ranged from one to  seven, 

w ith  those allow ing seven having i t  understood same was n e g o t ia te d  p r io r  

to  employment.

4 .  Of the i n s t i t u t i o n s  s tu d ie d ,  33 percen t had a formal 

p o l ic y  on recogn iz ing  a leave of absence as  p a r t  of the s e rv ice

129Paul L. D resse l  and William H. F a r ie y ,  Return to  
R e s p o n s ib i l i ty  (Washington, D. C.: Jossey-B ass I n c . ,  P u b l ish e r s ,  1972),
p . 192 .
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requirement fo r  the awarding of tenure . I t  was no t recognized.

5. The c r i t e r i a  used in  the e v a lu a t io n  of a p ro fe s s io n a l  

p r io r  to  the awarding of tenure were as v a r ie d  as  the number of 

i n s t i t u t i o n s  involved.

6. The procedure fo r  the a c q u is i t io n  of tenure v a r ied  

from i n s t i t u t i o n  to  i n s t i t u t i o n ,  but in  most cases  requ ired  fa c u l ty  

ev a lu a t io n  by p ee rs ,  su p e rv iso rs ,  and a d m in is t ra t io n .  I t  was not 

uncommon fo r  the fa c u l ty  member to  m ain ta in  what is  known as a 

p e rso n a l /p ro fe s s io n a l  f i l e  to  be submitted to  the reviewing body p r io r  

to  the awarding o f tenu re .

7. P o licy  changes which occurred from 1964 to  1965 

through 1973 to  1974 were b a s ic a l ly  r e la te d  to  the a d d it io n  of more 

persons in  the decision-m aking p rocess .  S evera l i n s t i t u t i o n s  developed 

p o l ic ie s  on tenure during  th i s  time where, h e r e to fo re ,  formal s t a t e 

ments o f  tenure did no t e x i s t .  An expansion o f  the tenure p o l i c i e s  a t  

s e v e ra l  i n s t i t u t i o n s  a lso  included ex tens ive  p rov is ions  fo r  due 

p ro cess ,  e i t h e r  in  the awarding o f tenu re ,  a negative  d ec is io n  on 

ten u re ,  o r  the re le a se  o f tenured  facu lty  members fo r  cause,

8. Appeal procedures fo r  facu lty  members not granted 

tenure were not common and the acknowledgement th a t  facu lty  members 

could take th e i r  p o s i t io n  to  the public  c o u r t  system was r a re ly  

considered  as an o p tion .

9. The c r i t e r i a  used fo r  the te rm ina tion  of fa c u l ty  w ith  

tenure were broad, cumbersome, wordy, and f req u en tly  w ithout sub s tan ce .

10, I t  was a r a re  in s tance  th a t  f a c u l ty  members w ith  

tenure were re leased  from t h e i r  p o s i t io n s  a t  the i n s t i t u t i o n s  s tu d ie d .
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11. Procedures fo r  the te rm in a t io n  of tenured  fa c u l ty  were 

as many as  the i n s t i t u t i o n s  s tu d ie d .

12. F in a n c ia l  exigency was recognized  by a l l  p a r t ic ip a t in g  

i n s t i t u t i o n s  as a cause fo r  the re le a se  o f  tenured f a c u l ty  but had

never been used as a reason fo r  the d ism is sa l  of a fa c u l ty  member.

13. While se v e ra l  i n s t i t u t i o n s  in d ica ted  they did  not have 

automatic ten u re ,  i t  was not d isce rn ab le  t h a t  same d id  no t e x i s t .

The f ind ings  o f Chapter IV, A n a ly s is  of P o licy  Changes, are 

summarized as follows:

1. The da ta  fu rn ished  by the  i n s t i t u t i o n s  on the i n s t i t u 

t io n a l  d a ta  shee t provided l i t t l e  in s ig h t  as  to  changes th a t  occurred 

r e l a t iv e  to  the rank d i s t r i b u t i o n  o f f a c u l ty  members and sa la ry  d i s 

t r ib u t io n  of fa c u l ty  members, and i n s t i t u t i o n a l  growth p a t te r n s .

2. The percentage of f a c u l ty  a t  any g iven  p ro fe s s o r ia l  

rank v a r ie d  l i t t l e  during the 1964 to 1965 through 1973 to  1974 period. 

The i n s t i t u t i o n  showing the most s i g n i f i c a n t  changes was the one which 

was r e l a t i v e ly  new and hence obviously had to have major m odifications  

from time to  time as i t  developed m a tu r i ty .  I t  d id  no t have a major 

s h i f t  or change during , b e fo re ,  or a f t e r  the  academic year  1970 to 

1971.

3. I t  was ra re  fo r  a f a c u l ty  member a t  the rank of

I n s t r u c to r  to have been awarded tenure .

4. There d id  no t appear to  be any b a s is  on which to assume 

th a t  p o licy  changes occurred as a r e s u l t  o f  the i n s t i t u t i o n a l  data  

a v a i la b le  r e l a t iv e  to  s tu d en t  en ro llm en ts ,  facu lty  rank d i s t r ib u t io n s ,  

and fa c u l ty  s a l a r i e s .
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5. While a d m in is t ra t io n s  a t  the various  i n s t i t u t i o n s  

p a r t i c ip a t i n g  in  the s tudy  s ta te d  o r in fe r re d  th a t  th e re  was a t o t a l  

i n s t i t u t i o n a l  p ic tu re  which brought about policy  d isc u s s io n ,  po licy  

e v a lu a t io n ,  policy  change, and p o lic y  implementation, th e re  was no

s t a t i s t i c a l  evidence to  support t h e i r  s ta tem ents .

6. No i n s t i t u t i o n  was w i l l in g  or ab le  to  o f fe r  records  or 

minutes o f  the governing boards fo r  s p e c i f i c  times in  h i s to r y  r e l a t i v e  

to t h e i r  re sp ec t iv e  c o n s id e ra t io n s  o f  tenure p o l i c i e s .

7. The g e n e ra l ,  c u r re n t ,  and p ress ing  concern over tenure

appeared to  be a s so c ia te d  with n a t io n a l  happenings and in form ation  

a v a i la b le  in  p ro fe s s io n a l  jo u rn a ls  r e l a t i v e  to  the a t ta c k s  on tenure  

and the undermining o f tenure  in  o th e r  s i tu a t io n s .

8. I n ta n g ib le  fa c to rs  seem to have had a g r e a te r  b ea r in g  

on tenu re  po licy  change than ta n g ib le  f a c to rs .

Conclusions

The Review o f  L i t e r a tu r e ,  inform ation  gathered  during v i s i t a 

t io n s  to  campuses, and the  in terv iew s conducted thereon , and the 

e v a lu a t io n  of the d a ta  c o l le c te d  d ic t a t e d  the fo llow ing conclusions:

1. The i n s t i t u t i o n s  p a r t i c ip a t i n g  in  the study seemed to 

be o v e rse n s i t iv e  about t h e i r  independence to  a p o in t  o f  o v e rp ro te c t io n  

of t h e i r  in te rn a l  a c t i v i t i e s  and to  the p reference  fo r  iso la t io n ism  

r a th e r  than  c o l le c t iv e  problem -solv ing .

2. The m a jo r i ty  of f a c u l ty  in terview ed had l i t t l e  o r no 

concept o f  the major problems of the day in  h ig h er  education  and 

p r o j e c t e d  the fee l in g  they  be lieved  e x te rn a l  fo rces  would not invade
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t h e i r  r e s p e c t iv e  c o lleg e  campuses.

3. Tenure i s  in  the f o r e f r o n t  o f  c u r re n t  is su e s  being 

d iscu ssed  by a d m in is t r a t io n  in  p r iv a te  h ig h er  educa tion  in  V irg in ia .

4 . Tenure d id  n o t  seem to  be a s e r io u s  problem to  the 

f a c u l ty  in  the i n s t i t u t i o n s  s tu d ied  u n t i l  approxim ately  1971 to  1972.

5. Tenure was awarded a u to m a tic a l ly  i n  the  i n s t i t u t i o n s  

s tu d ie d  u n t i l  the academic year  1970 to  1971,

6. Tenure p o l i c i e s  were changed s ig n i f i c a n t l y  in  p r iv a te  

h ig h e r  ed u ca tio n  in  1972 to  1974. The most n o t ic e a b le  change was the 

in c lu s io n  o f or expansion o f  f a c u l ty  p a r t i c ip a t i o n  in  the tenure  

dec is ion-m aking  p ro c e ss .

7 . The second most im portan t m o d if ica t io n  of tenu re  

p o l i c i e s  was the c o n s id e ra t io n  and in c lu s io n  o f  concern fo r  due 

p ro c e s s .

8. With few n o t ic e a b le  ex c e p tio n s ,  the  a d m in is t ra t io n s

of p r iv a te  h ig h er  ed u ca tio n  i n s t i t u t i o n s  e x e rc ise d  e x ten s iv e  a u th o r i ty  

in  ten u re  procedures and p ro cesses .

9. Records o f  tenure d e c is io n s  a t  the  i n s t i t u t i o n s  were 

in ad eq u a te ,  i f  a v a i la b le  a t  a l l ,  u n t i l  the l a t t e r  p a r t  o f  the  1960s.

10. The e v a lu a t io n  techn iques  used by the  numerous i n s t i 

t u t io n s  were considered  by the a d m in is t ra t io n s  o f  same to  be inadequate  

fo r  use in  the tenu re  and promotion p ro cess .

11. The r e le a s e  o f  tenured  f a c u l ty  i s  most r a re  w ith  only 

two i n s t i t u t i o n s  r e p o r t in g  such a c t io n .  One i n s t i t u t i o n  had r e le a s e d  

two persons  during  the te n -y e a r  study p e r io d ,  and the o ther  i n s t i t u t i o n  

had r e le a s e d  one in d iv id u a l .
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12. No i n s t i t u t i o n  in the s tu d y  p o p u la t io n  has  given con

s id e r a t io n  to  the abandonment o f  ten u re .  I t  is  in ten d ed  th a t  i t  be 

r e ta in e d  in  some form.

13. Only two o f the  twelve i n s t i t u t i o n s  s tu d ie d  have taken  

d e f i n i t i v e  a c t io n  in  m odifying th e i r  te n u re  p o l i c i e s .

14. Of the a d m in is t ra to rs  in te rv ie w e d ,  30 pe rcen t b e l iev ed  

th a t  academic freedom could e x i s t  w ith o u t  tenure  or some form of job 

s e c u r i ty .

15. While no i n s t i t u t i o n  has become form ally  organized and 

recognized  by the N a tio n a l  Labor R e la t io n s  Board fo r  the purpose o f 

c o l l e c t iv e  b a rg a in in g ,  the  seed of i n t e r e s t  has been p la n te d ;  and i t  i s  

an is su e  being d iscu ssed  and considered on a l l  but one o f  the campuses 

v i s i t e d .

16. I t  could n o t  be concluded th a t  i n s t i t u t i o n a l  d e c is io n s  

to  modify tenure  p o l i c i e s  were a d i r e c t  r e s u l t  o f  f lu c tu a t io n s  in  the 

d a ta  g a th e red  v ia  the i n s t i t u t i o n a l  d a ta  s h e e t .

17. Tenure p o l i c i e s  and p o l ic y  changes were a r e s u l t  o f  

immeasurable in ta n g ib le  f a c to r s  r a th e r  th an  s t a t i s t i c s  or fa c ts  

r e l a t e d  to  i n s t i t u t i o n a l  p r o f i l e s .

Recommendations R e la te d  to 
F u r th e r  Research

Tenure in  w hatever form i t  i s  found i s  a permanent p a r t  o f  

c u r re n t  p r a c t i c e s  in  p r iv a te  h igher ed u c a t io n  in  the Commonwealth of 

V irg in ia .  In a s o c ie ty  in c re a s in g ly  aware o f  q u a n t i f i c a t i o n ,  su b s ta n 

t i a t i o n  o f  va lu es  o r  procedures  w i l l  become commonplace. The worth o f  

tenure w i l l  su re ly  be a concept high on the  l i s t  o f  th in g s  to face
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such p re s s u re .

With t h i s  in mind, th e  following recommendations r e l a t e d  to 

fu r th e r  re se a rc h  are made:

1 .  I n s t i t u t i o n s  must keep more a c c u ra te  formal records 

dea ling  w ith  tenure  d ec is io n s  r e l a t e d  to  in d iv id u a l  facu lty  members.

In  l ik e  manner a d m in is t ra to rs  and governing boards must m ain ta in  

records r e l a t i v e  (within the l im i t s  of the law) to  the b a s is  on which 

po licy  changes a re  made o r  paraphrase  d e l ib e ra t io n s  r e l a t in g  to  the 

m od if ica tion  o f  procedures and e v a lu a t iv e  techn iques .  Future research  

on tenure would then be a b le  to  d ea l  with more s ig n i f i c a n t  d a ta .

2 .  To a s s i s t  in  fu tu re  tenure s tu d ie s ,  e f f e c t iv e  ev a lu a 

t io n  procedures with f u l l  understand ing  of the  requirem ents to  be met 

fo r  the awarding of tenure must be i n i t i a t e d  and used by i n s t i t u t i o n s  

o f higher ed u ca tio n .  F a c u lty  members must understand  on what b a s is  

they are b e in g  evaluated p r io r  to  the awarding o f  tenure o r any o ther  

form of m e r i t .

3 . I n s t i t u t i o n s  supporting  tenure should develop p o ss ib le  

a l t e r n a t iv e s  to  the re le a se  o f  a tenured f a c u l ty  member whose e x p e r t i s e  

i s  no longer requ ired . I n s t i t u t i o n s  should re c y c le  facu lty  w ith in  a 

program of planned growth and planned re trenchm ent. F acu lty  should be 

perm itted  and encouraged to  expand a minor a re a  of study in to  an a rea  

o f  e x p e r t i s e .  This should be done with f in a n c i a l  support and encour

agement from the employing i n s t i t u t i o n .  A fu tu re  study in v e s t ig a t in g  

sa id  a l t e r n a t iv e s  i s  s t ro n g ly  recommended.

4 .  As new c o n c e p ts ,  such as quota  systems and c o n tra c t  

appointm ents, are  implemented, t h e i r  success o r  f a i lu r e  in  p ra c t ic e
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shou ld  be s tu d ied  and c o r r e la te d  w ith  the maintenance and s u rv iv a l  o f  

academic freedom.
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APPENDIX A

L i s t  of c o l le g e s  included in  the s tu d y —a l l  are s e n io r  p r iv a te  c o l 
leges  and u n i v e r s i t i e s  a c c re d i te d  by the Southern A s so c ia t io n  o f  
Secondary Schools and Colleges in  the  Commonwealth o f  V irg in ia  as  of 
F a l l  1973.

1. E as te rn  Mennonite C ollege , Harrisonburg

2. Emory & Henry C o llege , Emory

3. Hampden-Sydney C o llege , Hampden-Sydney

4. H o llin s  College, H o l l in s  College
1305. Mary Baldwin C ollege , Staunton

6. Randolph-Macon C o lleg e , Ashland

7. Roanoke College, Salem

8. S a in t  P a u l 's  C ollege , Law renceville

9. Sweet B r ia r  C ollege, Sweet B r ia r

10. U n iv e rs i ty  of Richmond, Richmond

13111. V irg in ia  Union U n iv e rs i ty ,  Richmond

12. V irg in ia  Wesleyan C o llege , N orfolk

v i s i t a t i o n .
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130I n s t i t u t i o n  d id  not provide the o p p o r tu n ity  fo r  a campus
n n

I b id .

141



appendix b

301 Nottingham Road 
W illiam sburg, V irg in ia  23185 
August 6, 1974

________________ , P re s id e n t
________________  College
________________ , V irg in ia

Dear P re s id e n t   ________ ■’

C urren tly  a d o c to ra l  s tudent a t  th e  College o f  William and 
Mary in  V irg in ia ,  I  am w r i t in g  my d i s s e r t a t i o n  on te n u re  p o l ic ie s  i n  
p r iv a te  h ig h e r  education  in  the S ta te  o f  V irg in ia .  The ob jec tive  o f  
the study i s  to h ig h l ig h t  s ig n i f ic a n t  changes or t re n d s  over the 
decade 1964 to  1974 in  an i n s t i t u t i o n ' s  p o s i t io n  on te n u re .

Your i n s t i t u t i o n ,  having been a c c re d i te d  by th e  Southern 
A sso c ia t io n  of Secondary Schools and C o lle g e s ,  is  p a r t  o f  the study
p o p u la tio n .  X am s in c e re ly  hopeful t h a t  you w i l l  con sen t to having
your i n s t i t u t i o n  included  in  th is  s tudy .

Should you respond p o s i t iv e ly  I  w i l l  correspond with you o r 
your designee a t  a l a t e r  date  regard ing:

1. an in d ic a t io n  as to the p r e fe r r e d  days o f  the week and 
time of day fo r  me to  v i s i t  your campus and meet with the  
Academic V ice-P res iden t or Dean of F acu lty  and the F a c u lty  
Chairman o f  your Tenure Committee.

2. permission to  meet with the Business O f f i c e r  and secure 
se le c ted  s t a t i s t i c s  reg a rd in g  enro llm ent, s ta f f in g ,  
i n s t i t u t i o n a l  income, s a la ry  schedules, and copies o f  your 
annual r e p o r t .

3. a copy of your cu rren t te n u re  p o l ic ie s  and perm ission to  
review same fo r  the period  o f  1964 to 1974 when I v i s i t  
your campus.

4 . the opportun ity  to  review F a c u lty  and T ru s te e  minutes 
which are  r e l a t e d  to given changes in  your tenure p o l i c i e s .

142
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________________ , P re s id e n t ,  page 2

In no way do I  want to  inconvenience your s t a f f .  My schedule 
i s  f le x ib le  and can be m odified  to  mesh w ith  t h e i r  a v a i l a b i l i t y .

P lease  be assured your i n s t i t u t i o n  w i l l  be guaran teed  anonym
i ty  in  the s tu d y  and the utm ost d i s c r e t io n  w i l l  be used i n  the i n t e r 
p r e ta t io n  of d a ta .  P a r t i c i p a t i n g  i n s t i t u t i o n s  w i l l  re c e iv e  a copy o f 
the completed s tudy i f  they so d e s i r e .

I  r e s p e c t f u l l y  re q u e s t  th a t  you in d ic a te  your response  on the 
enclosed form and re tu rn  i t  a t  your e a r l i e s t  convenience.

Thank you for your response ; your time and i n t e r e s t  are  
a p p re c ia te d .

Very t ru ly  y o u rs ,

Jack  C. Van Newkirk
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Yes, I  wish t h i s  i n s t i t u t i o n  to  be included in  the study. 
To make the necessary  arrangements you may f e e l  free to 
correspond w ith :

Name _______   _ ______________________

T i t l e  _ _ _ __________________ _________

No, I  do n o t  wish t h i s  i n s t i t u t i o n  to  be included  in the 
s tudy.

Remarks:

S ignatu re :

Name of I n s t i t u t i o n :
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132A Proposed In te rv iew  Schedule :

I .  D e f in i t io n  o f  Tenure

A. What i s  the  o f f i c i a l  d e f in i t io n  o f  tenure and what a re  the 
purposes and o b je c t iv e s  o f tenure a t  your i n s t i t u t i o n ?

B. Is th e r e  a d iscrepancy between the o f f i c i a l  d e f in i t i o n  of 
tenure and how i t  i s  a c tu a l ly  p rac t iced ?

I I .  A cq u is it io n  o f  Tenure

A. Does you r i n s t i t u t i o n  have an "autom atic"  p ro v is io n  fo r  the 
a c q u i s i t i o n  of tenure?

B. What a r e  the general c r i t e r i a  used to  determine the g ra n t in g  
of tenu re?

G. What a r e  the s p e c i f i c , d e ta i le d  s te p s  and procedures one i s  
r e q u ire d  to  follow to  rece ive  ten u re  (recommendation fo r ,  to 
g ra n t in g  of)?

D. Are th e r e  appeal p rocedures  for th o se  fa c u l ty  denied tenure? 
I f  y e s ,  p lease  e l a b o r a te .

I I I .  Termination o f Tenure

A. What a r e  the c r i t e r i a  o r  circum stances fo r  te rm ina ting  a 
f a c u l ty  member's tenu re?  Are th e se  c r i t e r i a  o f f i c i a l l y  
defined?

B. What a r e  the procedures (and in d ic a te  whether they are  
o f f i c i a l  o r  "custom") to  be followed in  cases  o f  te rm in a tio n  
of te n u re  appointments? How does your i n s t i t u t i o n  provide 
for o r  handle  the fo llow ing:

1. in fo rm al c o n c i l i a t io n

132J .  C. W alte rs ,  "Academic Tenure i n  Indiana Higher Education" 
(unpublished Ph.D. d i s s e r t a t i o n ,  Indiana U n iv e r s i ty ,  1971). [ Source
o f  o u t l in e  s t r u c t u r e  and some q u e s t io n  c o n te n t .  J
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2. p rehearing  procedures; n o t i f i c a t i o n  of charges , 
ev idence, i n s t i t u t i o n a l  w i tn e sse s ,  and procedures to  be 
followed

3. procedures fo r  c o n s t i tu t io n  o f  hearing  body

4. formal h ea r in g  procedures; r i g h t  to  be p r e s e n t ,  r i g h t  to  
counse l,  r i g h t  to  c o n f ro n ta t io n  and c ross-exam ination , 
r ig h t  to  w itn esses ,  the hea r in g  reco rd ,  and burden of 
proof

5. d es ig n a tio n  o f d e c is io n a l  a u th o r i ty

6. a p p e l la te  procedures

C. What procedures and c r i t e r i a  a re  used to  cover tenured
teaching  f a c u l ty  te rm ina tions  because o f  f in a n c ia l  ex igen 
cies?

IV. C o lle c t iv e  Bargaining

A. Has the fa c u l ty  on your campus organized and become o f f i 
c i a l l y  recognized  by the N ationa l Labor R e la t io n s  Board fo r  
the  purpose o f  c o l le c t iv e  n eg o tia t io n s?

B. I f  so , has tenure  been cons ide red , requested , o r  designa ted  
to  be a n e g o tia b le  item?

C. I f  so, have s p e c i f i c  a l t e r n a t iv e s  to  tenure been p resen ted  
fo r  cons ide ra tion?

D. I f  you have a formal barga in ing  agreement, what i s  the 
s p e c i f ic  p ro v is io n  dea lin g  w ith  tenure?

V. S ta f f in g

A. When a vacancy e x i s t s  on the teaching  f a c u l ty ,  i s  the p o s i 
t io n  advertised?

B. I f  so , in  the p a s t  ten y ea rs  has there  been a s ig n i f i c a n t  
change in  the number o f a p p l ic a t io n s  rece iv ed  fo r  a vacan t 
p os it ion?

C. I f  the change has been an in c re a se ,  a t  what p o in t  in  time 
was the change most n o t ic e a b le  and has there  been any 
re e v a lu a t io n  of tenure p o l i c i e s  a t  your i n s t i t u t i o n  as a 
d i r e c t  r e s u l t?

VI. F in a n c ia l  S ta tu s  of I n s t i t u t i o n

A. Has your I n s t i t u t i o n  opera ted  a t  a d e f i c i t  any time during
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the p a s t  ten  years?

B. What a re  the p ro sp ec ts  or p re d ic t io n s  fo r  your f in a n c ia l  
p o s i t io n  in  fu tu re  years?

C. Would fu tu re  d e f i c i t  years  re q u ire  a major re e v a lu a t io n  of 
your academic program?

D. In your op in ion , has tenured fa c u l ty  h indered  or p ro h ib i ted  
m o d if ic a t io n  o f the i n s t i t u t i o n ’s program?

E. I f  yes  to  above, a re  th e re  f in a n c ia l  s t a t i s t i c s  o r  re p o r ts  
a v a i la b le  to support your p o s it io n ?  I f  n o t ,  on what b a s is  
do you make t h i s  assumption?

V II .  Academic Tenure, I t s  In fluence  and Impact

A. What i s  your view o f  the c u r re n t  concept o f  academic tenure 
in  p r iv a te  h igher  education?

B. What improvements should be made in  the p re se n t  tenure p lans 
and p r a c t ic e s  o f p r iv a te  h ig h er  education?

C. Are th e re  any a l t e r n a t iv e s  to  tenure  th a t  you consider  v ia b le  
for h ig h e r  education?

D. What changes r e l a t i n g  to  tenure can be expected in  the 
fu tu re ?  What fo rces  in  our s o c ie ty  w i l l  be resp o n s ib le  fo r  
these  changes?

E. Do you b e liev e  as an educator t h a t  Academic Freedom can 
e x i s t  w ithout tenu re  o r some o th e r  form of job security?
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ABSTRACT

A h i s t o r i c a l ,  d e s c r ip t iv e  study was conducted in  the p r iv a te  
s e c to r  o f h ig h er  education  in  the Commonwealth o f V irg in ia  to  review 
i n s t i t u t i o n a l  tenure  p o l i c i e s  during the per io d  1964 through 1974 and 
to  a s c e r t a in  what f a c to r s  were resp o n s ib le  fo r  changes in  tenure 
p o l i c i e s .

Of the n in e teen  p r iv a te  se n io r  co lleg es  in  the Commonwealth, 
twelve e le c te d  to  p a r t i c ip a te  in the s tudy. Campus v i s i t a t i o n s  were 
scheduled and in te rv iew s conducted with the fa c u l ty  chairman of the 
Rank, Promotion, and Tenure Committee (or s im i la r  group) and the 
Academic D ean/V ice-P residen t.  Each in terv iew ee was asked ques tions  
from a prepared  in te rv iew  schedule. In a d d i t io n ,  each i n s t i t u t i o n  was 
req u es ted  to  complete a da ta  sheet and provide the t o t a l  number of 
teach ing  f a c u l ty ,  teach ing  facu lty  a t  each rank , f a c u l ty  with tenure 
a t  each rank, fa c u l ty  e l i g i b l e  each year fo r  tenu re ,  fa c u l ty  denied 
ten u re  each y ea r ,  fa c u l ty  w ith  tenu re  d ism issed  each y e a r ,  s tu d en t  
en ro llm en ts ,  and i n s t i t u t i o n a l  income.

Selec ted  f ind ings  were:
1. A ll  i n s t i t u t i o n s  s tu d ied  recognized the concept o f  tenure 

and in some way, form ally or in fo rm ally , g ran ted  and acknowledged 
tenure  to  t h e i r  f a c u l t i e s .

2. The c r i t e r i a  used in the ev a lu a t io n  o f a p ro fe s s io n a l  
p r io r  to  the awarding of tenure were as v a r ie d  as the number of 
i n s t i t u t i o n s  involved.

3. Po licy  changes which occurred from 1964 through 1974 were 
b a s ic a l ly  r e la te d  to  the in c lu s io n  o f more persons in  the  d e c is io n 
making p ro cess .  Several i n s t i t u t i o n s  developed p o l i c i e s  on tenure 
during  t h i s  time where, h e re to fo re ,  formal s ta tem ents  o f tenure did 
no t  e x i s t .  An expansion o f  the tenure  p o l i c i e s  a t  s e v e ra l  i n s t i t u t i o n s  
a l s o  included ex tens ive  p ro v is io n s  fo r  due p rocess ,  e i t h e r  in  the 
awarding o f  tenure , a n ega tive  d e c is io n  on ten u re ,  o r  the  re le a se  o f 
tenured  fa c u l ty  members fo r  cause.

4. Appeal procedures fo r  fa c u l ty  members no t gran ted  tenure 
were not common.

5. The c r i t e r i a  used fo r  the te rm in a tio n  of f a c u l ty  w ith  
tenure  were f req u en tly  w ithout substance,

6. I t  i s  r a re  fo r  a f a c u l ty  member w ith  tenure to  be re le a se d .
7. While s e v e ra l  i n s t i t u t i o n s  in d ic a te d  they did  not have 

autom atic tenu re ,  i t  was not d isce rn ab le  t h a t  same d id  not e x i s t .
8. In ta n g ib le  f a c to r s  have had a g r e a te r  bearing  on tenure 

p o licy  change than ta n g ib le  f a c to r s .
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