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Prologue

“The president has just had aphore-cdl from aparent,” | head the vice-president’ svoice saying over the phore.

Oh dea, | thouglt, and | bet the president believed everything he heard. And | bet you tootendto believe what you ve
just head.

Perhaps it was my imagination, bu | did usualy sense that the V-P would take astudent’s word against that of a
faaulty member any day. It was redly quite natural. The V-P still dedt fairly often with faaulty; but not with the average
profesor, only with the hard cases and the inveterate mmplainers, and so he had acquired ajaundced view of thase who,
at some distant time in the past, had been his colleagues and friends. It was also long in the past that he had taught
students, and so he had forgoatten the chicanery and ignarance and even impertinence of which some of them are caable.
Ah,well.... It was al beside the point anyway, for this was the best and orly V-P | had.

“The president cdled me,” continued the V-P's voice “ but obviously youre the gpropriate person to hande this.
Maybe you shoud start by getting the parent’s gory yourself-and anyway, | think the president would appredate your
cdling the parent so that he knows just how quickly we respond to these things. It's a Mr. Farwell, area ©de 753,
telephore 9026543.
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His daughter Fionais a drama magjor, and she' s taking a curse from that peauliar fellow Albrecht—you might remember
that | wasn't sure & the time that we ought to tenure aman who weas eatrings.... Perhaps next time I' [l trust my instincts
more.... Oh, well, water under the bridge .... Anyway, Fiona Farwell isin this ading classand every student has to take a
cetain number of parts during the semester, a range of parts; and apparently they have to pradice on modern stuff too,
like Hair and Oh! Calcutta.... Can you guesswhat’s coming? Albrecdit made every member of the dass Mr. Farwell’s
Fionaincluded, dosome adingin the nude. Entirely in the nude. And the doars to the theaer were locked so that no ore
could leave. Farwell told the president that Fiona was quite hystericad when she cmplained to im onthe phore dou it.

“Now, of course, I'm naot going to prejudge what adually happened, you knav I'm always careful nat to do that,
thoughthe story seans graightforward enough.These atsy people redly have no sense of resporsibility, and sometimes
| even wonckr if they know their own business What's the point of ading in the nude? Shakespeae didn't need tricks
likethat....”

And the V-P continued thus for a while, trying to get rid of some of his annoyance that life shodd present him with
such urforeseedle and umresolvable problems. | usually managed to sympathize with him, oncemy initial anger over his
prejudices wore off. His heat was truly in the right place he worked harder than most, and it wasn't entirely his fault
that he hadn't managed to transcend completely his ealy miseducation as an enginee.

Shoud | talk to Albredht’ s department chair immediately? No, | dedded, this was one of the rare occasions on which |
could leave a dair in bisdul ignarance, even if for avery short time only. Who krew, a mirade might eventuate so that
the chair need suffer noworry at all. So | caled Mr. Farwell.

“Well, sir,”” | began, “I'm dean o the College of Arts and Sciences here, and I’ ve just head abou your cdl to the
president....
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“Yes, of course, | understand....

“Yes, | know, bu we do have fairly well-established procedures that | must follow too. If there's any question
dismisgng tenured faaulty, we have to be very cautious abou doing it right so that it won't get overturned. You knav
what the @urts are like nowadays....

“I can't tell you haw often | longfor the good dd days myself....

“But inany case, | would liketo get all the fads at first hand, kecaise | intend to hande this personaly....

“Well, let me just make some nates. Now, you daughter cdled you....

““Oh. She didn't. You were just making you regular weekly cdl to her to find ou how she was getting on.But she had
just had thisdrama dass...

““Oh, youre nat surewhenit was.....

“No, no, @ course it doesn’'t make any dfferencewhen. | hope you uncerstand that I' m just trying to immerse myself in
the situation....

“Right. Tell me, and excuse my asking bu | have daughters myself—and a wife, for that matter—is Fiona high
strung? Does she tend perhapsto sound hytericd onthe phore?. . .

“Oh, she' s particularly level-headed, takes after you and nd after your wife....

“And so she was talking redly quite cdmly urtil the matter of the drama dasscame up, and then she becane quite
evidently upset....

“Oh, o course, of course, anyore would get upset at being forced to disrobe. I' m nat questioning anything, just trying
to get thefull story....”

And so on, util | had what seaned to be areasonably full acourt, inthemain as| had head it from the V-P. Next, of
course, | had to talk with Fiona. She proved to be in a state of considerable embarrasanent when she cane to seeme &
my invitation. Before | could get to the businessat hand, she began to talk about it herself.
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“I' m awfully ashamed that Daddy has dore this. | asked him not to, bu he said he was paying for this education and
he just wasn’ t going to pu up with it. | wish I’d never mentioned it to him; | keep forgetting hawv square heis. As on
as | said Oh! Calcutta, he asked if that wasn't the thing where some of the adors are nude; and then there was just no
hading hm badk. | tried to tell him that it isn't at all the way people think, that everybody gets used to it very quickly,
andthat it’ s just another stage performance, but | don't think he was even li stening to me aaymore.”

“Do youmean,” | asked, allowing myself the first faint glimmerings of hope, *‘that you youself were not too upset
abou it, or that you gd over being upset?”

“Oh, | wasn't upset in thefirst place” Fionaresponded, losing much of her initial embarrassnent as e began to talk
spiritedly and with enthusiasm. *‘1 think it’s marvelous that the faaulty let us have experiences that are so much like
professona theder. And Mr. Albredht is redly so good.Some of the people in classare abit shy, and e said from the
beginning that only voluntea's would acually disrobe, and we dso had the chaice of weaing bodystockings if we
wanted ...."”

“Your father,” | interrupted, ** had the impresson that everybodywas required....”

“Daddy just wouldn't stop fussng, and | don't think he listened properly. He was going onabou taxpayers, and |
though he asked me whether it was arequired course for my major, and | said of courseitis......

“But didn’'t you tell him that the doars were locked, so that students who wanted to leave when they found ou what
was happening?...”

““Oh, gash,” came from Fiona, ‘*no ore wanted to leave. Anyway, we had known for weeks when this was goingto be
happening. We locked the doars s that no ore outside of the dasswould come in by mistake.”

Just one more thing to be quite cetain abou, | though.
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“Your father had the very distinct impresson that you were very upset over the phore when youspoke to hm abou it;
and that you hadn't been upset urtil you started to talk about this particular classor abou this particular experience. He
might even have used as 4rongan expressonas’ hystericd’....”

“Well,” said Fiona, ‘‘of course | got upset when | head his readion and redized what I'd dore by mentioning it to
him. | mean, just immediately he was going to phore the president, and he hadn’'t even let me finish talking. And |
cetainly didn't want him to make any sort of fussand embarrassme in front of the other students and Mr. Albredt...."”

* * * * *

| rather enjoyed being able to asaure the V-P that Albredcht was quite OK despite his earings (and, thoughl didn't say
it, despite the V-P' s instincts). Then, havever, | had to cdl on al the diplomacy | could muster as | not only filled in
Albredht’ s department chair on what had happened bu also suggested to him that perhaps, just perhaps, this had been a
lucky escepe for all of us; that perhaps the experience of performing in the nude was nat absolutely necessary, even
nowadays, for every drama major—nat, of course, that | would dream of trying to interfere with a department’s control
of its curriculum or an instructor’s acalemic freedom in the dassoom, bu could they perhaps just informally talk the
matter over in afaaulty meding, recmgrizing that the Phili stines are still among ts....

Most difficult was my phore cdl badk to Mr. Farwell. | began by gdaying my sometime role & a fellow
arch-conservative, fighting a lonely and losing lkettle ayainst the faddish forces of futuristic folderol, grealy concerned
myself over the educaion my own daughters would receve, prayerful that sense would again and before long prevail in
the modern world. | had to help him save face of course, so | assured him that any parent, myself included, would have
readed and aded just as he did; that kids of college age don't know what’s goodfor them and still need some protedion.
Andthen | told im how proud| was that our university had never succumbed to the fashion d mixed da-
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mitories, for example, which some other universities had benightedly dore. After a while | talked some &ou Fiona and
how favorable an impresson she had made on me—mature, pdite, so well brought up....I think | talked longenoughthat
he was also na angry with her.

Would that it could always go so well.

* * * * *

| was reminded by this episode of a fellow dean whose College of Arts and Sciences had been made smaller by the
separation from it of a College of the Dramatic, Fine, and Musicd Arts. Some of us had tried to sympathize with him
abou this sthadk to the integrity of general and liberal educdion, nd to mention the blow to the dean’ s empire-buil ding
adivities.
“Not at al,” he asared us; *one of the best things that’ s ever happened to me. | was all in favor of it. I' ve had to gve up
only 10 percent of my budget, but I' m now freeof at least 50 percent of the problems | used to have.”



| ntr oduction

Mr. Farwell’s phore cdl to the president is the sort of thing that makes it interesting to be adean. Amid much that
is gratifying, amid much that is routine, amid much that is downright boring, there come these unexpeded, indeed
unforeseedle happenings—truths much stranger than fiction. Through keing dean, | leaned a lot—including some
things | didn't particularly care to know and many things for which no ore and no book bd prepared me. A certain
amount has been written abou acaleme, abou administration, even spedficdly abou deaning; but nothing, so far as |
know, has been written about these extraordinary incidents that flavor a dean’ slife. Hencethis book.

| foundit exhilarating to be dean. Having gown upintellecually omnivorous, | reveled in the oppatunity to lean
what it is that concerns shdars in the various disciplines. | was delighted to be &le to converse with oustanding
intelleds in many fields—nat only those on ou faalty but also the distinguished visitors, among them winners of
Pulitzers and Nobels and Wolfs." I met enoughNobelists to sample the wide range of personaliti es among them: some
who had remained entirely unspailed by the prize some who had come to take themselves rather too serioudly; and at
least one who hed entirely succumbed to the temptation to assume guru-hood.
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| foundit exhilarating to be dean, to be in touch with a staggering bustle of adivity. We hired faaulty and department
chairs, started new programs and revamped dd ores, collared huge grants for curricular projeds as well asfor reseach. |
was often conscious of being gateful for the oppatunity to work with such competent people of ideds and integrity.

This book, havever, is not arecourting d satisfadions and successes. For one thing, | wouldn't know how to make
that even mildly interesting (except, perhaps, to those on the locd scene). There is littl e disagreement over the virtues of
strengthening liberal education, tightening and expanding the core airriculum, stimulating interdisciplinary adivities,
attrading people of quality, and so o and my recourting d our many successes could orly seam entirely bana and
self-serving. Rather, | write of things that | learned through keing dean, some of them things that | hadn’'t even known
existed to be leaned. | expressviews other than the common datitudes: saaed cows, | believe, shoud na be left to roam
withou hindrance and even some modern and upto-date emperors turn ou also to be weaing noclothes rather than
New Ones.

| begin by relating some of the episodes | foundsurprising and therefore interesting; and | deliver myself of comments
on them that I-the-dean could na always make & the time, be it as a matter of propriety or simply of kindress Then—
particularly in ““ Tribal Stereotypes’—I survey some of what | leaned abou diff erences among scholars in the severa
disciplines: | hadn't redized before just how various could be the gpproaches and values that charaderize atists, say, or
sociologists, by contrast with mathematicians, say, or chemists. In ““ Tricks of the Trade,” | try to show that everyday
matters can be gproached with some nsistency by hdding consciously to a few very general principles—that
acalemic andintellecual concerns shoud always be given clea primagy, for instance And, finally, | try to suggest that,
superficial appeaances to the ontrary, the @mpromises and imperfedions widely attributed to administrators
macdhinations need na be entirely ungrincipled.
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| foundit exhilarating to be adean, and | hope that others can derive some pleasure or profit from reading abou what |
leaned. The incidents reamurted here aein their essentialstrue, but | have taken considerable liberties with the detail s of
persons and daces: | want to ill ustrate, na to gessp abou particular individuals or ingtitutions. That aim also mandates
pseudonymous puldication. Not all of the esents | describe occurred at universities where | was employed, let aone
during my tenure & dean; but | know that no such disclaimer will be acceted by everyone. There is also no dher way
than anonymity to proted the identities of some of the principal adors in the more singuar episodes. although!’ ve
atered the persondliti es, the incidents themselves are amatter of record. Moreover, no matter that the personaliti es are
partly or whaly my invention, | know that some people will erroneously think to find their charaders acairately
portrayed in these pages. the horascopes in the daily newspapers and the ““cold reading’ pradiced by pamists and
psychics and stage mentalists prove that human behavior described in even the most widely applicable terms will be
taken by many people to refer obviously and uriquely and spedficdly to themselves. When a former chancelor resorted,
in a mystery nowel, to such haary stereotypes as *‘the meanest, cussngest coach’” and the adivist who takes up** any and
every lost or unpopuar cause,”” he was neverthelessacaised of thereby patraying adua individuals: **We know who
they are,” said ore of the llege’s officers.’

| prefer to avoid such hasdes; | had to pu up with enoughsimil ar ones onthe job. Honi soit qui mal y pense.

Notes

1. Wolf Foundition prizes—in agriculture, chemistry, mathematics, medicine, and physics—are presented annually in Jerusalem
for outstanding contributions on behalf of humanity. The seledivity and cash value gproximate those of the Nobel prizes, but the
Wolfswere
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establi shed much more recently—in the mid-1970—and are nat nealy so famous.
2. Scott Heller, * Author! Author! Shouts a College Town That Is Out for Ex-Chancelor’s Blood” Chronicle of Higher Education,
26 November 1986 pp. 1, 15.
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Changing Careers

My interview for the deanship had gore well. | lead prepared for it by getting qute dea abou why | wanted the job
and abou how | would seethe priorities and what things | would do gersonally and what | would delegate. There were
few questions put to me that | had nd though abou already, and orly ore that redly surprised me: “You ve been
succesdul in reseach andin teading, as a professor; why do you nav want to change caeas?’

It hadn't in fad occurred to me that becoming dean would be a diange of carea. | had always though of academe &
my caeq, as the environment in which | wanted to spend my life: a university’s businessis the work of the intelled, it
seaned then and still seems obvious to me, and faaulty and administrators dhare that work or caree. Administrators
ought to have been succesul profesorsfirst, to lean what it’s all abou; then, for atime, they may devote themselves a
bit more to the housekegping chores before returning to the red work, that of thinking abou substantive iswues like the
structure of matter or the nature of historicd truth.

A comment | made yeas later to ore of my old friendsill ustrates just how implicitly obvious al that isto me. We used
to correspond bytape, and on o occasion | heard hisvoice saying
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in some anusement, ‘Do you knav what you said on you last tape? That you were looking forward to the summer so
that you could get some work dore! Don't youthink of your job as dean as invalving work?’

“Work,” of course, isaword that I' m not alone in usingin some very diff erent ways at diff erent times. Administration
isin ore sense work, | admit, being enormously time-consuming and emotionally difficult. One's mind is never entirely
freeof concern ower courtlessisaues, many of them trouldesome or potentially troubdesome. Administrationis ““work’
in the sense of being orerous and in the sense that one gets paid for doing it. But administration is nat intellecdually
demanding, as <hdarly work is demanding. In administration, the aiteria ae dea-cut and need nocontinual though or
reexamination: do what best serves the research and the teading; handle any gven situation onthat basis and with the
best information oliainable and with whatever amourt of time happens to be available. Thisisin noway as difficult as
striving to do a think what no ore has dore or though before (and it is not nealy as important; my favorite gharism
here is, ** Administration may be necessary, bu it is certainly nat important™). When | had spoken to my friend, | had
used “‘work’ in the sense of something that is intellecdually challenging; after all, that’ s what the work of acaleme is
suppased to be.

* * * * *

I’ ve become increasingly confirmed in my bias that administrators $oud have been succesgul professors first. Of
course, I've known a few—a rare few—exceptions, people who have a marvelous appredation d and instinct for
schalarship withou having dore much themselves. But even those few exceptions underscore the vaidity of the rule, for
when those individuals made mistakes, | could uwsualy understand why simply by recdling that they had never
themselves adually dore aschalar’s job and therefore couldn’t quite grasp some of its nuances.

Later | leaned that the question abou caree change had indeed come from a man who hed never himself been afull -
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fledged professor. But | also came to lean owver the succeaing yeas the dement of truth in the asumption behind Hs
guestion: the alministrator’s time is gent so dfferently than the professor’s that it canna be obvious that both are
serving esentially the same ends. And there ae tricks to the trade of administration that need to be leaned and for which
time spent ealier as a professor is of no help; indeed, some habits aaquired by a good pofessor are not appropriate to a
goodadministrator.

I’'ve mme to appredate, for instance to what extent compromise is unavoidable. Not necessarily in the manner
commonly talked of, however—that is, compromise with principle or integrity for the sake of expediency. No, the most
inevitable compromises 4em from deding with professors who fall alittl e short of the ided devoted professor whois not
moved by self-interest, and with students who fall a little short of the ided devoted student who wishes only to lean.
Those professors and those students, however, are the only ones that deans have, and they must bend pradice to that
redity. Thus deans must usually defer to the ided that the professors make the acaemic dedsions, even when the
professors and the resulting dedsions are not ided; deans must chocse very carefully the few instances when they can
allow themselves to ad autocraticaly because the professoriate istoo far from doing the ided thing.

I’ve leaned also that most of a dean's time is taken upwith dfficult people, in circumstances where no redly
satisfadory solutionisin the cads. | had much advice from friends when it was known that | was beaming a dean, even
some alvice that was quite good and nd overly jocular; and | gat a littl e benefit from reading in the scanty literature
abou deaning. But no ore prepared me for the successon d intradable issues hinging on rsons and persondliti es. Over
aperiod d haf-adozen yeas, | had arole in formally dismissng two tenured professors; in persuading ancther two to
resign withou formal heaings;, in defending through courtless heaings the denia of tenure to severa clealy
unguelified people; in respondngto lawyers andto state and federal bureaucrats who were nat civil and who
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were nat right; in sharing the agories of alcohdics and their families. | fired people | liked, people who hed been loyal
asciates but who simply had to be replacal. And there were an urcourtable number of only dightly lessemotionally
wedaing instances. No ore prepared me for that, and | suppcse no ore muld have alequately dore so. | would find
myself thinking, Now |’ ve seen everything; nathing can surprise me anymore, orly to experience a novel surprise the
next day or the next week.

If I were now to respondto that question asked at my interview—why | wanted to change my caea—I would stick
with my conviction that no such fundamental change is or shoud be involved; but | would take more agrizance of the
things that deans find themselves doing. Administration, | would respond,isjust the wntinuation o schaarship by aher
means.”

Notes

1. Quite ealy in my tenure, | had this excdlent advicefrom my vice-president: dorit judge the faaulty or the students by those who
come to seeyou. Mostly a dean sees the difficult or hopeless cases only; but the overwhelming mgjority of faaulty and students are
goodand herd-working people who rever cause any troule.

2. Following Karl von Clausewitz: *“ Der Krieg ist nichts anderes als die Fortsetzung der Politi k mit anderen Mitteln” (War is only
the continuation d international paliti cs by ather means).



2

L ear ning

“I just came to welcome you to the university, and to introduce myself,” he said.

How nice | though; but can that redly be dl? Perhaps it will turn ou to be like the pleasant, handwritten letter my
wife and | had receved from an dd resident of the town who hoged that we newcomers would like it as much as he had.
| had been guite disappanted when my cynicd wife had her suspicions confirmed: the old resident owned ore of the
locd funera parlors. He too was just welcoming us and introducing himself.

Clodonwas an associate profesor in his late thirties, though ke looked even younger: hair cut unfashionably short,
aert eyes, a smoothly unined brow, well-spoken, charming even, with an urforced and ready smile. He told me how
splendidly the university and his department had developed; how remarkably recent much of the important progresshad
been. He himself, thoughrelatively young, was already ore of the senior members of the department, had gven o
himself unstintingly, took pride in the developments, and was pleased that his contributions were gpredated by hs
colleagues.

| foundmyself beginning to relax, ready naw to believe that Clodonredly had come just to introduce himself—albeit
as one of the most valuable members of the department whase pro-
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motion to full professor ouglt not to be long delayed. At least there seamed to be nothing that he wanted from me & the
moment.

“Of course,” he mntinued after a time, *‘not eveything is completely fine and dandy. I'm beginning to get quite
worried abou our chairman; he seems to have thanged lately. | was onthe seach committeethat recommended him, and
he was my top choice and I’ ve suppated him since he took the job. Some of the others have started griping, and I’ ve
been defending Hm. But | have to admit there ae some worrying signs.” Among them: Clodoris last salary raise had
been surprisingly small, and the chairman had gven him a surprisingly heavy teading load just becaise his rate of
pubicaion hed been dowvn alittl e recantly.

“The reseach itself is going well, I'm excited abou it, we're redly into something rew. But of course it will mean a
yea or two withou anything adually getting into print. The chairman doesn’'t seem to understand that now isthe time |
neal his suppat, before I’ ve gatten far enoughto get outside fundng. | need some money, and | need some space and |
ned alighter teading load to get this thing launched properly.”

But (I was relieved to hea) Clodon ddn't want me to do anything; he was just filling me in, gving me some
badkground.Just possbly | might hea more @ou it, if the dhairman remained ursuppative, bu he didn't think so. He
and the chairman were both reasonable people, they gat onwell, and he was aure it would all work ot.

| did hope he was right abou that, | told him, becaise that was redly the only goodresolution for these things. |
expressed cautious gympathy, telling hm of a few of the troudes | myself had had with department chairs when | had
been a proper professor rather than an administrator.

After Clodonleft, | looked at his personrel file. Most of those files were in slim folders: letter of appantment, vita,
annual salary natificaions, routine letters of thanks for serving oncommittees. Clodonis file, howvever, was massve.
What he had told
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me was true enough virtually a “foundng father’” of the department, much serving onimportant committees; also
corred that his slary raises had gdten smaller over the yeas. But the other side of the story was told by records of
innumerable cmplaints by Clodonto a successon d deans abou a successon d Clodoris department chairs; of formal
appeds for higher salary raises and lower teading loads and dfferent teading assgnments and more space ad money
for hisreseach. | was gruck by the rather sensible, even goodhumored tone of most of hisletters of complaint; just asin
his conversation with me, so also had he asaured my predecesors that there was nat anything fundamentally wrong, that
he and the dhair were reasonable people, that they respeded and understood ore ancther, that the problems were simply
spedfic littl e isaues on which the chair was unacourtably mistaken, perhaps misled by some of Clodoris colleagues. If
only the dean could make the dhair seethe aror of his judgment on those littl e pradica matters, everything would again
be hunky-dory and the department would thrive. Certainly there was never any ill will on Clodoris part. He was well able
to keep persona friendship for the dhair seaure, despite these particul arities on which they didn't quite see ge-to-eye.

| could easily empathize with Clodon I'd also been a goodreseacher and a goodteader and an eminently valuable
and reasonable member of the faaulty, yet I, too, was unfortunately saddled at times with department chairs whose
judgments were not dways ound,espedally over my salary, money for travel, research suppat, and the like. But | was
also reminded urcomfortably of Adrian, who hed been a wlleague, slightly senior to me, when | first attained a faaulty
position.

Adrian and | bath dd reseach in the same field as the dhairman, and sometimes we pulished separately and
sometimes jointly. About half the time, Adrian treaed me & his closest friend and confidant: he talked to me of the
chairman’ s faults, of hisdubious suppat for higher salaries or promotions for us, of his deaeasing mastery of reseach as
his administrative bur-
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dens grew, of his inclination revertheless to have his name put on “our” puldicdions, of his negled of the
long-unchanged curriculum. The other half of the time, Adrian made dea that he saw throughme: that | was trying to
become the dhairman’s favorite, to displace Adrian who hed been there longer, to freezeAdrian ou of the communal
reseach, to get my name first or solely on some of the pubications. All that and more in tones of man-to-man, sensible
understanding—he regarded me as afriend,indeed his closest friend, and undrstoodmy need to establish a caee, andif
that meant being urfair to him, well, that was the way of the world, he understood and ddn't hold it against me and |
wasn't to worry abou it. We had important causes in common that transcended those little issues of persondl
competition. After al, we were anong the rare few who redly understood abou quality, meaningful reseach, and
rigorous teading, and we would wage those goodfights against the Phili stines.

Our chairman had assured me that Adrian was paranoid, indeed paranoid schizophrenic; and he had shown me a
description in some weighty tome of what that term meant.

Was Clodonmore like me, | wondered naw, or was he more like Adrian?

* * * * *

A few months after Clodorisvisit, | had a cdl from his chairman.

“I"' m awfully sorry to have to troubde you with something like this, bu | don't know what to doabou Clodon.We've
just finished getting a littl e 1ab ready for Swenson, who joined us this fall, and nov Clodon tas moved some gparatus
into that lab and he refuses to move it badk out.”

| hurried ower to the department, and the chairman showed me the ““lab” at isdile—a aubicle dou eight fed sgquare
with asmall bench onwhich stoodafew gadgets decorated with asign:

DON T TOUCH UNDER PAIN OF DEATH.

| walked ower to Clodoris office and knocked. Clodon opned the doa and geded me with every sign d genuine
pleasure.
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““Oh, how niceto seeyou ower here. Are you having alook aroundthe department?’

“Well, acudly,” | said, ““I' ve come becaise of some fussabou space adgned to Swenson that you ve gparently
occupied.”

Clodonexpressd surprise. “ You mean ou chairman made you come over here just for that? Why ddn't he just speek
to me dou it? It's redly getting ridiculous how he avoids contad with me. We're surely reasonable, grown-up people
who can negdtiate issues with ore ancther. | redly dort know what’s going to happen to the department if he kegps on
thisway, giving youthe ideathat we can’'t manage our own affairs.”

“I' d been given to understand,”’ | said matter-of-fadly and poker-facally, “ that the chairman had spoken to youand
that you hed refused to move.”

“Good reavens!” sighed Clodon.* Seeg that’s just what I’ ve been talking about. He just doesn’t understand haw to
interad with people on a reasonable basis, how to negadtiate differences of opinion. Whatever will he say or do rext!
Sure, we' ve talked abou spaceproblems, and he mentioned that Swenson will need someplacefor her lab work when her
apparatus gets here, and he asked me éou that little aubicle, which apparently isall | can get for my own reseach. | told
him that of course I’ d need some substitute spacein exchange, bu that | was snsiti ve to the needs of new, youngfaaulty
and would certainly want to dowhat | could to help ou, and that we shoud talk abou it again when Swenson hed her
equipment ready to set up, bu that | saw no reason to move before then just to have the spacesitting empty.... Why on
eath would the chairman want to get you involved in such asimple and routine bit of departmental business?’

“Well,” | said, ‘I' m quite relieved that there redly is no problem, that you'r e determined to be aoperative. May | tell
him that you're quite prepared to let Swenson take over that space and that you Il move your equipment within the next
day or so?”
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“Why, d course,” responced Clodonlightly. ** There was never any question abou it; just abou the timing. | didn't
seewhy it was necessary to move work in progressbefore Swenson had her equipment quite ready to go.But since our
chairman had youmake this unrecessary trip over here, | want youto be completely reasaured. Infad, I' Il move my stuff
out tonight.”

| thanked Clodonand went to report my successto the chairman. The latter seemed surprised.

“I don't understand it. Why would he move when youask him but nat when | did?”

* * * * *

Time passed and Clodoris personrel file continued to expand. His research was always going well, bu it didn't get
pubished; he was never quite realy to seek grants from fundng sources outside the university; occasionally his teading
met with lessthan high acdaim from the students; and Hs pay raises were gproaching zero. Then things turned more
serious. Clodon pu in writing what was esentially an utimatum: his caree would be serioudly jeopardized if his
reseach continued to be hampered by the chairman’s ladk of suppat and his assgning Clodonsuch a heavy teading
load, and this letter was to serve natice that Clodonsimply would na accept, beginning rext term, teading assgnments
amounting to more than two courses per semester.

| talked with him; perhaps | even peaded with him. | told him that refusal of teating assgnments could be grounds
for dismissl, tenure or no tenure. | courseled him to use dl available channels of apped: if disinterested parties
suppated Clodon, ke would get relief; if nat, he ought to accedt the teading load as part of the environment, na as
mistaken judgment by the chairman.

Then ore semester, after further written protest of his teating schedule, Clodonsimply did na show up for one of the
classes asdgned to him. There were medings, indeed many medings: Clodon,the chairman, me, the vice-president, the
university’s attorney, Clodoris lawyer, the locd AAUP officers,



Learning 13

the faaulty ombudsman, various of Clodoris colleagues, in all sorts of combinations; hundeds of person-hous, quite
literally, were spent on medings.

Clodonremained adamant. Seeng noalternative, we went for dismissal for cause and set in motion the further lengthy
prescribed procedures. formal written charges, with replies and clarificaions; an informal heaing by a faaulty
committeg to advise whether dismissal procealings shoud continue. ““Yes,”” they said, so aletter of dismissal was snt.
Clodonasked for the formal heaingto which he was now entitled, and a heaing committeewas sleded throughmutual
agreaments and chall enges.

| was far from sure how it would turn ou. The dcarman was nervous, the vicepresident was vaguely and
unconvincingly reasauring, the university’s attorney was as opaquely legalistic as ever. The chairman could sometimes
make abad impresson if he got rattled, as well he—or anyore, for that matter—might in a forma heaing undr
crossexamination by an experienced attorney. The documentation, | though, could nd conwey just how impossbly
disruptive Clodon rad become to the department. And faaulty serving onsuch heaing committees have away of
automaticdly taking the side of the professor—any professor—against the by definition wicked administration. What
might Clodoni s lawyer make of the higher teading loads assgned to Clodonin comparison with most of his colleagues?
Could such acalemicdly desirable gpproaces asindividually asdgned work-loads aurvive legali stic nations of equity?

Indeed, as the heaings began, | was not ressaured by the dtitude of the heaing panel, by the questions they asked, by
the naive but innuendo-laden salli es from Clodoris lawyer. Finally the university’s case was presented, and then it was
time for the defense to make its case, and Clodori s lawyer cdled on hm to gve abrief summary of the situation as he
saw it.

Clodon legan to spe& in his usual fluent, sensible, goodhumored, understanding manner. He regretted that it had
come to this, that the time of so many people had to be wasted; but he was also gad that at last a proper settlement would
be reated
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once and for al —although e was rry that the dhairman would be embarrassed, because Clodon Fad nahing against
him personally and undrstood the problems he had in the department. Indeed, ore of Clodoris rrows was that the
chairman had na alowed him to contribute to the department in the fullest possble way. He would dadly shouder
heary committeeduties, as he had in the old days when he and a few others had built the foundations for this very good
department, but he simply couldn't do it with such a heavy teading load. He had always been a popuar teader, and it
was the dhairman’s fault that Clodoris enroliments and student evaluations had begun to dedine; no ore could doa
redly first-rate job in the dasgoom with such a heavy load. And it was not selfishnesson Clodoris part to want suppat
and time for his research: the department and the university would benefit from the pulication d his work, which was
right at the forefront and had the potential to be redly productive once it foundthe needed suppart. It was a pity that the
chairman, who hed started ou so well, seaned to have lost his ealier appredation d Clodonrs contributions, had
listened to the wrong people, and had mourted a canpaign to hinder Clodoris work and to hamper his caea. The
chairman thougHh that he was being subtle, but Clodon fad seen through him from the beginning. Even when he had been
appanted, Clodon fad redized that the dhairman was naot fully conversant with up-to-the-minute reseach o with what
the students houd be taught, but he had though that with his help and advice the department and the chairman could
nevertheless thrive. Unfortunately the chairman had made the wrong people his confidants, and Clodoris advice was
taken as criticism, and so Clodon fad dropped ou of committee work to concentrate on his research. He hadn't been
bitter or offended, d course; he understood the situation and was just going to contribute in other ways until his
judgment on departmental matters was again cdled onand reagnized as valid. But the chairman had beguna canpaign
of perseaution. Reseach funds that Clodon reeded were instead gven to newly appdnted faaulty—who, d course,
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needed help to get started, Clodonwas all for that, bu not at the expense of the important groundbregking eff ort he had
mourted, which needed departmental suppat until the first results could be pullished and gants would come in. And the
chairman had asdgned to ahers the space Clodon reeded, wsing the excuse that Clodon fad no gaduate students,
although Clodon krew abou the madinations that had led to that: the chairman and the other faaulty had advised
students not to work with Clodon they had insinuated that Clodon fad no gants and ddn't get pubications for his
students. But nore of that was his fault. He had an excdlent program at the forefront of research, bu not even the most
excdlent program could get anywhere without space ad students and money. Clodon rad spent some of his own money
on readed equipment, bu he culdn’'t kegp on dang that—nat that he minded, he was in acaleme becaise he wanted to
teat and to doreseach, he didn't care @ou money, otherwise he would be out in industry making much more. He had
complained abou his slary na because of the money but becaise it was symbalic of the chairman’s ladk of appredation
for his contributions—even though ke had been the dhairman’s grongest suppater when he was first appdnted and had
consistently defended him against the other faaulty. But the chairman had turned against him, and Clodon nav had no
option bu to expaose his macdinations. Not only had he taken away his research funds and hs gacefor reseach, nd only
had he given him an impaosshbly heavy teading load, na only had he discouraged graduate students from working with
him, bu the dhairman had tried to make things personally undeasant for Clodon.He had made him tead courses that he
wasn't redlv qualified to tead, though & course he could tead them, and doa goodjob, becaise he was nat only a
popuar teader but one who set high standards and gave students the very latest information and undbrstanding. Y et the
chairman had assgned to ahers those upper-level and gaduate and spedal-topic courses and hed made his teading
schedule & unpeasant as posdble, with classes amost every day of the week and sca-
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tered throughou the day, instead of clustered (as they were for the other faaulty) to allow reasonably conneded periods
of time for reseach. Even then, the dhairman kept harassng Clodon. When he knew Clodon was in his office the
chairman would dal the number of the telephore in the next room, even though ke knew there was no ore in that room,
and let the phoreringand ring andring, just so Clodoncouldn’'t have any quet timeto plan hisreseach or to prepare his
ledures. And when Clodon hegan to spend more time & home, to get away from the harassment and to do hs work
uninterrupted, the dhairman would comment abou Clodoris ladk of interest in the department, and he would even
telephore him at home. Of course, when Clodonwould pick upthe phore there would be nobody orthe line, but Clodon
knew it had been the dhairman wanting to dsturb him even at home. But he wasn't going to get away with it any longer.
Clodonwas glad that at last he could have his say, even thoughit meant exposing the chairman, against whom he had no
personal animosity.

After a while, | amost stopped listening. Glancing around the room, | saw various mixtures of surprise and
embarrassnent on the other faces. Clodoris lawyer was poker-faced; perhaps he had pradice 4 that, if he gave other
clients as poar advice @& he had evidently given Clodon,since he had evidently been ureble to grasp what was going on
when Clodon biiefed him. | recdl ed the murt-martial scene in The Caine Mutiny, partic ularly the filmed version in
which Bogart gave such a splendidly insightful and sympathetic rendering d the unfortunate, paranoid Queeg; as | later
discovered, no fewer than three of the other people present in the heaing room independently made that same
comparison. | foundmyself also reminded by Clodoris youthful appeaance, to which his unlined brow contributed, o a
contention orce put to me by a @rredions officer: that adults who kea no worry-lines on their foreheads tend to be
criminals, idiots, psychopeths, or the like. ““They never worry becaise, to themselves, they are never at fault abou
anythingi andthey never fed guilt.”
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Eventually the presiding dficer cdled for adjournment. The panel foundagainst Clodon,and fe left the university.
Those of us who hed been closely invaved in the dfair kept rehashing it for some time, troubded that no ore had
reagrized much soorer the now-evident paranadia, wondering whether anything could have been dore to help Clodon
and to prevent his professonal demise. But we usually concluded that nothing could have been dore. Any ndion that
professonal psychdogicd courseling, for example, might have helped always foundered in recognition d the fad that
Clodonand Hs departmental coll eagues themselves had their professonal expertisein psychaogy.

* * * * *

A few yeas later, my in-basket brought me areminder of Clodon.He was a candidate for employment as a personrel
consultant with a large cmpany, and the form letter asked me (1) to confirm that Clodon fad been in ou employ; (2)
whether his srvices had been satisfadory; (3) whether we would again hire him.

Asl recdl, | spent gquite alongtime over my resporse.
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A Few Dollars More

Asciate Professor Shabda was quite visibly upset. ** Professor Jones, he has behaved so much ungofessondly, | ask
that you dosomething.”

For several yeas now, Shabda had wanted to be promoted to full professor. But it had proved dfficult to get
unequivocdly enthusiastic evaluations of his pullished reseach, and his department remained dvided onthe isaue of
recommending hm for the promotion.

“| talk to all the full profs,” hetold me now, ‘‘and some say they will vote my way, but others say they would have but
not with the letters o far from outside. | find o, it is amost even split, and oy Prof Jonestell me he not sure yet. So |
explain to im how important is this to rne, my work is good, penty of pulicaion, | am too dd to be ssciate till, |
would dowhatever | have to get promoted, | have redly dore whatever needed. So Prof Jones ask, how much in money a
promation worth? And | tell him, | have nointerest in money, | want only the fair title | deserve, if | get promote | doni't
care dou increment, he can haveit. So he say, soundto him like good a4, in that case he cetainly vote my way . . . .
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“So | get very angry now when | hea department has voted, | not get recommendation, and so | know Prof Jones he
breaks hisword to me and vae other way. Ded shoud be ded.”

Longago, ore of my friends had assured me that administrators could survive by hdding their hands amost as though
praying, tips of the fingers together, periodicadly noddngthe dchin toward the hands, and rever saying anything except **|
see” “Go on,” “Hmmmmn,” and the like. | had adopted that stance soon after Shabda had started talking, and |
cortinued to temporize when he had stopped.

“Of course, youredize, much as | sympathize with you disappantment and undbrstand the seriousnessand urgency
from your paint of view, even just for the sake of proper procedure | must go slowly and carefully here. And | must try to
foresee what approach will work best, becaise you undrstand that some people might say that you youself ought
perhaps nat to have entered into such an arrangement. | take it that | am freg from your point of view, to talk abou this
with Professor Jones?’

| certainly was, Shabda asdaured me. But that assurance didn't redly help me: how on eath could | broach the matter
with Jones? | though | knew him rather well, and this ounded completely ou of charader, in fad, quite incredible. |
cetainly didn't want him to think for even a moment that | would gve any credence to such a tale aou him. So |
concluded that | had better not be straightforward with Jones but rather hope that an olique gproach would get me
somewhere.

| arranged to runinto Jones quite by chance, and we exchanged the usual small talk.

“lI hea,” | said after a while, *“‘that your department is as unanimous as usual abou its recommendations for
promotion.”

He grimacal. ** Actually, this time there's goodreason for our being so divided. It's nat internal paliti cs—dorit smile,
I'rn redly serious—but we keep getting mixed reviews of Shabda's puldications. If only he wouldn't pulish all those
quickies;
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some of his articles are gparently quite good.But you knav how he is, if someone tells him that, he interprets it as
tryingto hdd him bad. He redly is awfully anxious abou losing face being an associate so long. He was talking to me
abou that just afew weeks bad, and that it wasn't a matter of the money, he gparently has plenty of that, in fad he said
he would dadly dowithou araise if that would help get him promoted. | tried to get him to be abit lessdesperate dou
it; | tried to joke aou it a bit, told him | didn't redly think the vice-president would gofor that, na that | would place
al that much stock in the V-P's integrity, but just that it wouldn't make enough difference to the university’s payroll.
Well, at least he seamed to smile & that, so | continued abou how he was redly pretty lucky nat to need the money, na
everyone in the department could say that, some people seemed to be having such aroughtime with inflation that maybe
he oould even buya few votes with that promotion increment, if tuition costs kept going upl might even have to accept
such an offer myself, what with two kidsin coll ege now and ancther two to goin afew yeas' time.

“Anyway, | thougtt I'd made him fed a bit better just by listening some and joshing with him. He seaned to relax a
bit and smiled and thanked me for understanding his stuation. But the way he's taken the dedsion now, I' afraid
anything | did was purely temporary. He seansjust as frantic éou it now as he ever has been.”

Ah-ha, | thouglt, Rashomon again; never, never, never imagine that you have any fads urntil you' ve heard at least two
different versions.

“You knaw,” | felt it safe to venture, *“ perhaps he didn't redize you were joking. There ae places where cah for
votes isn't regarded as totally dishonaable, if | haven't forgotten all of what | once knew about pdliti cs; it seems to me
that evenin this courtry, Chicago, say...."”

“Oh, no;’ Jones brushed it aside. ** Shabda' s been here long enoughto knaov we dorit do things that way. He' s redly
quite
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acallturated, and | told youl think he's even developing a sense of humor.”
And, | though, orly God knavs how, it’s now my job to acailturate him further and hasten the development of his
sense of humor.

* * * * *

| shared this dory with ore of my wisest and most discree colleagues, telli ng it as thoughabou ancther institution.

“Don't be so goddmned smug and self-righteous,” he surprised me by saying.“ You're just as culturally parochial as
the next guy. You have this prejudice ajainst societies that have worked ou a satisfadory mode of functioning through
such medhanisms as paying cash for individual value receved, a mechanism you dcenigrate by cdlingit ‘bribery.” Does
our own society function all that well withou bribery? How do youthink youwould get on, trying to explain to Shabda
why the payroll office doesn’t dothe payroll right; why the dean of admisdons does the oppasite of what we want; why
the acourting department is always two months behind? Do youthink he muld understand why you,in you exalted
pasition, turn puple in the facethrice aweek just becaise some petty bureaucrat has been bah petty and bueaucratic?
Don' tyouin fad agreethat it would be better if we had Shabda's g/stem here? Wouldn't you redly likeit if you could
get acourting and admisgons and the computing center and payroll and personrel and all the others to dotheir jobs
properly, just by dlipping them afew dollars more?’

Note

1. Rashomon, afilm direded by Akira Kurosawa, won the Grand Prize a the Venice Film Festival in 1951 In the film, the same
event is recounted by ead of four participants, and clealy ead version is true for the one who tells it; yet the four stories differ
drasticdly from one ancother. Thisis an esential leson for a dean to lean, and quickly. Never assume that you are heaing the truth
just because the speeker is entirely sincere. What that person believesto betrue
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rarely or never is; at best it is one asped of what redly happened, but it is never the whale truth, nor even those parts of the truth
that are esentia for the dean to knaw. Moreover, the truly pathologicd liars (of whom there ae fortunately very few) convey an
unparaleled impresson o total sincerity. At the same time, no story shoud be dismissed ou of hand just becaise it seams too
bizarre. Superficially unbelievable events can prove to be explicable in entirely mundane ways if one knows omething o human
nature—as marveloudly ill ustrated, for example, by G. K. Chesterton' s tales of Father Brown.
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Resporsibility

The semester was nealy over, the weaher was reliably decent, and | was beginning to urwind, to look forward to the
summer, and to having some time to cdl my own. The scheduling d my time by ahers | foundto be one of the most
weaing and weaisome aspeds of deaning. It's often said that administrators shoudn't just read to problems, that they
shoud look ahead and dan strategicdly and set the grand schemes in motion. But thaose same aministrators are dso
expeded to be endesdy available: to faaulty at al times, to students as necessry, to hona societies and the AAUP and
al the other organizations, to gve awelcoming addressto any sort of conference or group.Most of the time, despite the
marvelously protedive cae and excdlent judgment of my seaetary, my days were booked solid. It was rare that | could
enjoy anonbusinesslunch," or get my in-tray cleaed duing dfice hous; nor could | always cdl the evenings my own;
nor, by any means, the weekends. Having amost no control over my time was ancther side of deaning for which no ore
and ndahing had prepared me.

I'm truly nat suggesting that administrators work harder than bwsy faaulty, na even that they work longer hous. In
fad, | spent at least as much time, when | was a faaulty member, onall the things conneded with teading and reseach
and com-



24 To Rise above Principle

mitteework and professonal organizaions. But as a profeswor | could schedule dmost al of my time just as | wished,
dedding for myself what to dowhen. Not much more than a dozen hous of the average week were aranged for me by
others—ledures and afew medings; for the rest, | wasin control. Sometimes | chase to work urtil the small hours of the
morning, espedaly if my ledures were in the dternoors and | could sleep late; or | could work on weekends and in
exchange go fishing on o of the weekdays when | had noclasss. But as dean, five days aweek of my time, from 8 am.
to 5em. belonged entirely to athers, and many hits of evenings and weekends too.

| found, moreover, that the myriads of thingsin processwere dways close to the surfaceof my mind and would bresk
through while | was reading a book, a trying to write an article, or at any ather time. That is ancther face of the
difference as a professor, | had many fewer different kinds of things on my mind. Ideas abou my reseach ar abou my
classes would also come to me & any time of day or night, bu not much else; my mind was occupied with orly a few
things, and largely with mutually related ores, whereas a dean’s mind is always full of many nad-so-closely-related
matters. Thus, many o the thoughs that came unkidden to me & dean were anoyingly distrading even when they were
ultimately useful.

* * * * *

At any rate, here | was unwinding as the end d the acalemic yea approadhed, enjoying a Saturday morning at home
in the knowledge that | would have caight up with things in a few weeks and might even be ale to get some of my
“own” work dore. Then | was cdled to the phore.

“Sorry to cdl you at home,”” | head Jadk Fraser, chairman of one of our larger departments, say. *‘| hate to disturb
you, bu I thougtt you reeded to know: Duffy hasjust faked his dudent evaluations.”

In my lightheated, end-of-the-yea mood, my first impulse was to laughwith relief. Call s at home, beginning with **|
though you readed to known” —or, more bizarrely, “ | though youwould
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want to know’’—had sometimes meant the unexpeded deah of some valued person, a a profesor arrested onamorals
charge, or an assault perpetrated by a faalty member on a student—or vice versa—or a professor needing to be
hospitalized, o the like. So a mere faking d student evaluations was almost welcome. Perhaps we wuld just give Duffy
aspanking and send hm hometo bed?

But then any mind started to work again, and | asked for detail s, and espedally for proof. Was Fraser sure? How had
he found ou? Had he confronted Duffy?

Alas, it was al true. When | spoke later with Duffy, he amitted it; the only excuse he amuld doff er was that it had been
a momentary aberration. He asked for clemency. ““Don’'t cut me off from the professon,” he pleaded. ‘I’ ve never dore
anything like this before, and | never will again, | promise most sincerely. If youfire me, | won't be &le to get ancther
jobin my field.” And,looking me straight in the eye, he mrntinued very serioudly, “My professonismy life; my lifeis
in you hands.”

You hestard, | thougHh, youre trying to shift resporsibility onto me. You dothe dheaing, bu you want me to be
resporsible for the mnsequences. And, cdlously now, | thougtt further that the university and the professon would be
well rid of him. Duffy had never been ore of my favorite people. Judged guite goodat onetime, he had succumbed to the
madnessof the late 196G and ealy 197G, se&king to get the atention and approval of the students by growing his hair
long, dessng slopply, weaing the latest slogans on bdh lapels, and emoting instead of thinking. He had gven up
schaarship in favor of acalemic and seaular pdliti cs and had become agenuine nuisancein his department, aways ready
with petitionsto and criticisms of one dair after ancther.

You bestard, | though, youre going to cause me sleepless nights wondering whether | want to fire you kecause |
disapprove of you cenerally or because it redly is the right resporse to what you've dore. And the implication that
you've though abou suicideisn't goingto help me much.
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* * * * *

The dief paint at issue, it seamed to Fraser and to me and to the vice-president, was that nore of us could ever trust
Duffy again abou anything; his promise how of good kehavior in the future simply carried no conviction at all. Nor
could we aroid suspicions abou what he might have been dishonest abou in the past, withou having been found ou.
Perhaps he had often faked evaluations? How much integrity had he brouglt to bea when grading papers?

Fraud in reseach o plagiarism in schoarship are ad&nowledged reasons for dismisdng faalty, bu was faking
evauations omehow less grious? The same isaue of trust was surely central to al those matters. Do we redly believe
that teadiing is as important as <holarship? If so, hav important is the integrity of our means of assessng it? What
would we do to a student who cheaed onan examination? Under the hona code, in pant of fad, that student would be
dismissed from the university and would find it quite difficult to gain admisson to ancther decent coll ege. Was Duffy’s
cheaing somehow less ®rious, or were the presaures on im somehow greaer? And if Duffy was ready to forge better
student evaluations, could we trust him nat to seek such better evaluations through,for example, easy grading?

In the end, we a@ncluded that Duffy ough to go, kecaise we could na rely on hm to be horest abou anything.
Honesty is absolutely necessary in scholarship and in teading, and the presumption o honesty must pervade acaeme.
Duffy had enoughsense to take the oppatunity we gave him to resign, and | foundmyself profoundy grateful to him
that he didn't put us throughall the fussof heaings and lawyers and the rest.

* * * * *

Already before this episode, | had though much about the degreeof my personal resporsihility for my various adions
as dean. | could usually empathize with thase people who were denied tenure, for example, understanding the blow to
self-resped and the well -founcded anxieties abou whether ancther



Resporsihility 27

teading job could be found and | always shuddered at such strain placed ona young prson, wualy with a young
family to suppat, amost inevitably till i n debt, perhaps being forced to look for an entirely different way of eaning a
living.How could I, by denying tenure, place ahuman beingin such a situation?

I’'m not sure, in pant of faad, that | ever coud. But the question is entirely hypaheticd as well as rhetoricd. I, the
person with the anotions, was not cdled uponto say “ Tenure’” or ““No tenure’”; it was the dean who was charged with
asessng the aedentials of the candidates and judgng whether those aedentials matched the fairly well defined
expedations long ago made quite plain and pubic knowledge by the university. Now | happened to be the dean, but that
gave me nowarrant to read dedsions based onmy human emotions rather than onwhat it said in my job description.

If tenure had to be denied, moreover, then the resporsibility lay with the candidate, na with thase who formally
asesed his achievements and certainly nat with me personally. The university’s criteria were dea enough,much the
same & in most good uiversities: puldish o perish bu do a goodjob at teading too. If, for example, a person hed
dedded to make money during the summer months instead o writing for puldicaion, a if a person just wasn't good
enough, well 1 could hardly take the blame or the resporsibility for that. Nevertheless some of the unsuccessul
candidates for tenure would come to tell me what *‘| was doing to them’”; and | had to be perpetually on gward na to fed
asthoughthat was acually a proper description d the drcumstances.

So when Duffy told me that | held his life in my hands, he hadn't quite hooked me. | already knew, from analogows
situations, that the responsibility was his, na mine; | only had the job d dedding what the acaemy’s proper response
was. Admittedly, it did occur to me that this might be the occasion when ore of my nightmares came true: a suicide &
least peripherally induced by something I-the-dean had or had na dore. But | had been rather clea from the outset that
any resporsibility for
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the situation rested pretty squarely on Duffy. He had na been mentally or emotionally or physicdly ill, na had he
claimed to be. The manner of the fraud clealy indicaed premeditation—we have safeguards that prevent professors from
having access to those evaluations before the final grades have been awarded, and it had cdled for some dever
preparation to viti ate those safeguards. Duffy had been in command d himself and thus had to bea the full resporsihility
for being asked to resign.

* * * * *

Of course, I'm not propasing that administrators harden their heats and shut off their emotions; but | am suggesting
that they differentiate dealy between grounds for their official recommendations or adions and gounds for feding
empathy with another human being. I-the-dean bare the resporsibility for taking the most disinterested view posdgble, bu
not for what might happen to an individual if that view led to the loss of a job—always recdling, too, that
recommendations on such serious matters had to run the gauntlet of at least another couge of people or committees. Not
feding personally resporsible for these misfortunes of others, | believe, also helped me to empathize with them more
fredy in human terms. | would listen to the disappanted candidates for as long as they wished and express ympathy and
try to find wseful suggestions to make. | could hardly have managed that if | had felt all the time that | had fredy and on
subjedive grounds chosen to deny these people their jobs.

Note

1. | foundthat there s, after al, such athing asafreelunch, but it is bad for one’ s hedth, in one way or ancther. There ae dso free
breafasts for deans, invariably at an hou when civili zed people ae till i n bed.
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Signsand Styles

| onceserved under adean—Ilet’s cdl him Peter Tripper—whowas, | though, rather a poa dean. He avoided personal
contaa with the faaulty as much as he muld and was obviously uncomfortable whenever he wuldn't. By the department
chairs he was regarded as the alministration’s errand boy, linging davn instructions but never taking their views badk
upstairs. In person he was a most forgettable man. But what | have not forgatten, what struck me & curious when | first
becane aware of his existence, is that the memoranda he sent to the whole faaulty were dways sgned **Pete T.” That
mode of signing struck me & incongruows: Tripper had never met me, yet here he was putting himself on a first-name
basis with me. Since then, | have come to seehow that signature reveded some significant things abou Peter Tripper's
view of himself and d hisrole & dean.

* * * * *

Dean Peter Tripper had the choice of signing his memorandain a number of diff erent ways:
1. " Peter Tripper” or “P. Tripper”

2."Peter T.” or "“Pete T.”

3. " Peter” or “Pete”’

4.“PT”

5P or"T”
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Some of those modes are quite impersonal; others have amore personal flavor. How to chocse anongthem? And dces
it matter?

It does matter, because the signature symbadlizes the nature of the relationship between the sender and the redpient of
the communication, just as does the use of names in conversation. For example, professors do nd usualy exped their
students to address them on a first-name basis: one expeds to hea, *Pro-fessor Tripper, I'd like you to change my
grade,”” nat ““Pete, I'd like you to change my grade.” Use of the first name implies a symmetry in the relationship, an
equality of status and role, that use of the formal style of addressdoes nat.

When | first began to tead and to dred graduate students, | discussed that issue with a friend who was also beginning
his academic caeea. He had made apoint of asking hs graduate students to addresshim by hisfirst name; | though that
to be amistake. And | was proven right when soon enough o of his gudents misinterpreted my friend's attempt to
creae afriendy and informal environment and kegan to tell him how he shoud plan hisreseach, dvide projeds among
the students, give aedit for the students’ work, and much else.

When | was dean, my assstant and associate deans and | were of course on afirst-name basis; but in referring to them,
| always used the forma mode—I would ask my seaetary to phore “ Dean Truly,” not “ Wanda.” My seaetaries always
cdled me “*Dean Martin,” appropriately enough and | could seethem bristle when ore particular assstant to the dean
would address me in their presence & ‘‘Joe’ —that asdstant was nat a member of the acaemic faaulty and hed no
warrant thus to presume amore intimate status with me than that of the seaetaries. Anather asdstant to the dean,
however, understood perfedly: in the outer office or in the presence of others, she would addressme & ““Dean Martin™;
when we were done she cdled me ' Joe,” for we happened to have asocial relationship as friends that anteceded and
was independent of our relationship at work.
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People in an ingtitution shoud interad on the basis of what their jobs or tasks are, na on the basis of what their
personal relationships happen to be: thus | shoud trea my seaetary as a seaetary, and she shoud trea me a adean; our
views abou pdliti cs, religion, a the like ae quiteirrelevant, asit isaso irrelevant whether we find ore ancther attradive
or interesting a goodconversationalists. | shoud judge candidates for promotion ony onthe basis of their professonal
adhievements; | shoud judge teatiers on the basis of their effediveness na by whether | personally happen to like their
styles or their jokes.

In auniversity, asin most institutions, everybodyis not the same; in particular, some people have more authority than
others. A mode of addressthat recogrizes the asymmetry of authority need nd be offensive; but amode of addressthat is
inconsistent with that asymmetry spells troude, soorer or later, in ore way or ancther. When a dean signs his
memoranda *‘ Peter Tripper’” or “P. Tripper” or “PT,” no oreis moved to pondr the significance of it; no ore pays any
attention to the mode of signing, kecause it is appropriately impersonal, as official communications ouglt to be. These
memos, after all, come from the Office of the Dean, nd from whomever happensto be its current occupant. Such memos
expound pdicy, or prescribe procedures, or explain dficial adions, or foreshadow institutional plans, they are not
vehicles for the dean to communicate a& a human being with ather human beings about the weaher or pdliti cs or religion
or some private hobbyhase. Memos are not occasions for the occupant of the dean’'s office to broadcast personal
opinions; when memoranda @nvey opinion, it ough to be the opinion d the Office of the Dean, formed throughthe
impartial interpretation d institutional goals and pdicies and criteria and rocedures.

Amongthe impersonal forms of signing, *‘ PT" rather than the longer modes is an appropriate recogrition o how very
busy adeanis." But why stop there? Why nd just “P” or “T”?

My experience of those who choose to sign with but a single initial leads me to conclude that this dgnifies a more
aggressve
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and yet vulnerable ggo than most of us would care to reved even if we happen to be sadded with it. “PT,” after all, is
likely to apply to few if any ather peoplein the mllege; “P’ or “T"" alone, however, could concevably apply to dazens
of others. Does Peter Tripper redly want thus to emphasizethat he isthe only “P” or *“ T who redly matters? Or does
he seriously exped us to believe that he is © busy that the omisson d a single letter in the signature saves a useful
amourt of time? Still, any of these impersonal modes of signing can serve adean’s purpose; nat so the use of such
personal modes as *‘ Peter”” or “‘Pete” or “‘Peter T.” or “Pete T.”

Graphdogists, semioticians, or psychdogists will nat need meto tell them what the use of such personal signatures on
memoranda reveds about Peter Tripper:” that he thinks of himself as *‘just the same”” as the faaulty, or that he would like
the faaulty to think of him as “just one of them.” In ather words, he is uncomfortable ebou assuming and exercising the
authority that goes with the Office of the Dean; or he has a strident need to be liked by hisfaaulty; or, of course, bah. He
isevidently an ather-direded person’ and therefore has scant convictions about anything—for example, what a university
ough idedly to be. He will ad as he thinks the @mnsensusis, na as the cnsensus ougtt idedly to be. Hence he will not
be dfedivein creaing consensus, and he will always be reading rather than leading.

Or, at best, he will discover—as did my friend with his graduate students—that he made amistake in trying to projed
informality: he will find hmself being taken advantage of by witting a unwitting members of the faaulty. For instance, if
your department chair is an impersonal *“*CN” but your dean is *“ Pete,” isit not more promising to take your complaints
diredly to Pete rather than to CN? And when youare talking to Pete, isit not difficult to kegp in mind that he shoudd na
be freeto ded diredly with youin businessmatters but shoud resped the dhair’s role of authority in relationto you?'
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If Pete wants to remain **one of the boys,” then he has no businessbeaming cean. If he becomes dean, then heisno
longer one of the boys; andif he triesto avoid that conclusion, then he will be dean intitle only.

* * * * *

Just as the style of name usage has implicaions that not every administrator understands, so too are there feaures of
the common language that bureaucrats typicdly overlook; for example, that enumeration d particulars inevitably implies
something abou items left off thelist.

Our affirmative adion people evolved a statement to be incorporated into caaogs, buletins, brochures, and the like:
“The university does not discriminate against employess, students, or applicants on the basis of race sex, handicep, age,
veteran status, national origin, religion, a pdliticd affiliation.” Quitein vain dd | point out the dea implication that we
felt freeto discriminate against, say, alumni, or perhaps relatives of students. And that we even felt freeto discriminate
against employees, students, or applicants, provided we did so on gounds other than the eght qualities edfied in the
Statement.

We were dso exhorted to make nondscrimination and affirmative adion explicit in all advertisements of paositions. |
evolved something that tried to make the point withou resort to the usual hadkneyed phrases: ““ Our aim is to attrad the
best candidates, withou precnceptions as to race national origin, a other irrelevant attributes; high qualificaions for
this particular position will be the sole aiterion.” But that advertisement did na passmuster with the dfirmative adion
officers, whoinsisted that our ads gate & the battom, *“ An AA/EEO Employer.”®

| asked, ‘*Don’'t you think my words convey the same message? And more anvincingly, becaise it’s clea that we've
though abou it instead of merely including a phrase that has come to be just ancther punctuation mark?”’

“No”;and " no.”
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“Well, then,” | ventured, ‘‘how abou a slogan that conveys the same message but is less hackneyed? How abou
‘Here we pradicevirtue' ?”
They thougtt | wasjoking.

TO: Dean Josef Martin
FROM: Vice-President for Administration
SUBJECT: Reassgnment of Room Functions

A classoom has been lost to Central Scheduling, and this natificaion is to apprise you d the need in the future,
commencing immediately, to replacethat previously centrally scheduled fadlity with Room 113, Klutz Hall, which
had hitherto been scheduled for use by the Department of Econamics. Please so advise the department.

TO: Vice-President for Administration
FROM: Josef Martin, Dean of Artsand Sciences
SUBJECT: Lossof Clasgoom

| have recently foundmy own memory to be lessreliable than it used to be, but | have never yet midaid, let alone
lost, anything approaching the magnitude of a dassoom. Is there any way that Central Scheduling might, through
recourse to files or plans of buildings, manage ayain to find the dasgoom it lost? So long as that possbility exists, |
shoud na liketo tell our ecnanmists that they nolonger have aseminar room.

The V-P s memo had struck me & a fine example of the administrative use of the pasdve voice & a style of
communicaing, a mode that serves the sole purpose of disclaiming resporsibility and is much used to that end? It is
useful, indead important, to be dea abou this. First, recognizing the device gives one the oppatunity to attempt, asin
my resporse to the V-P, na to let others get away with dang things withou openly taking resporsibility for them. If in
the future they know that they might be flushed ou of the passve voice their adions might tend to bewmme less
reprehensible. (I canna truthfully claim that it actually worked that way for me, but | still think it’sworth trying.)



Sgnsand Syles 35

Sewnd, and this | know to work, ore can as necessary evade resporsibility oneself by leaning to write of one’'s own
dedsions in the pasdve voice Deans only make troulde for themselves by writing, to chairs or to faaulty, ““I have
dedded... )’ qute irrespedive of what they may have dedded; much better to write, “‘It has been dedded... ,” and
thereby let the anger be direded at the university or at the central administration rather than at the dean individually and
personally.

Notes

1. This is ©mething that faaulty know in principle but do nd redly understand, and which students have not the faintest
glimmering d. (Indedl, not even the V-P seamed to redizethat the dean of arts and sciences is the busiest person oncampus—after
only the president, who is rarely on campus. Having lesstime, incidentally, also ensures that the dean canna plan and initi ate grand
ventures, and therefore he caises much lesstroulle than the V-P.)

Those who might think it fanciful that useful amounts of time can be saved by shortening ore's gtyle of signing shoud consult F.
L. Wells and Helen R. Palwick, ‘“Notes on Usage of Male Personal Names,” Journal of Sacial Psychology, 31 (1950: 291-94. One
reads there that the ** present writer” shortened his gyle of signature in **World War |, when official duties required frequent affixings
of signature.” Please naote that (1) the anournt of paper circulated on campuses is comparable to the anourt circulated in military
organizaions and therefore similar devices for saving time ae gpropriate in bah; (2) the aticle referred to has two authors, but the
guaation from it spe&ks of asingle ““writer” —was this nat afine way of making clea that the c-author’s name was put on the piece
only as an afterthough? What is not so clea is whether the senior author’s attitude toward the m-author stemmed from the fad that
the latter was a graduate student or that she was a woman. Either eventuality is plausible, of course, in the cae of onewhowasamale
adult aslongago as World War I.

| was occasionally embarrassed when a student referred to something | had signed, when the signing had adually been dore by a
macahine trained to reproduce my signature: on dplomas or on letters congratulating those who had made the dean’sligt, for example.
Only
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two students, out of many thousands who gaduated while | was dean, have diplomas beaing my authentic signature: one, afriend
of one of my daughters, has adiplomathat | signed in person above the machine-written version; the other was a stranger to me, who
brough me her diplomawhich had apparently been fed into the wrong machine, from which it emerged with the signature of the dean
of architedure rather than that of the dean of arts and sciences.

2. My interpretations are much kinder than are those of the professonal interpreters, however: “ The cild originaly knows himself
by his first name only. Knowledge of the last name does not develop urtil the age of threg onthe average .... as persons grow older,
they lean to think of themselves primarily in terms of their last name, and this may be an urconscious indicator of maturity’”” (A. A.
Hartman, * Name Stylesin Relation to Personality,” Journal of General Psychdogy, 59[1958: 289-94).

Thuswasit scientificdly confirmed for me that *“Pete T.” had never matured much beyondthe mental age of three But even more
far-reating conclusions than that can be drawn from a person’ s choice of name-style:

JohnJ. Doe—conformity

John Doe—also conformity, but greaer frankness diredness “ or even some individuality”

John James Doe—narcisdsm, exhibitionism, exaggerated view of self; “in wed& or pasdve individuals... an attempt to bdster
oneself by ademonstrative display, particularly if the names are resoundng”

J. J. Doe—restraint, emotional congtriction, reserved, sight paranoid fador, wish to avoid reveding oresdlf; high energy,
impatience, wish to present only esentias, dislike for unrecessary elaboration

J. Doe—self-derogatory, masochistic, negative self-feding; fedings of unimportance, exaggerated modesty, casualness wish to
escgoe natice

J. James Doe—individudistic, narcisgstic, striving for superiority

For further detail s, consult Hartman (abowve) or Wells and Palwick (note 1).
3. See hapter 9, “What It Takes.”
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4. The same paint of course gpliesto the V-P and the P. If they allow faaulty or students to gassp informally with them around
and abou chairs or deans, it soon kecomes widely known that such behavior is acceptable to them; and that knowledge encourages
more and more of the same. No neutrality is possble here. If the V-P does not express ®me degree of disbelief when a professor
makes an all egation abou a chair or adean, the ladk of a disbelieving resporseisinevitably taken asasign o agreement.

A dean of my aquaintance served briefly with aV-P who ddn't understand that. The V-P had an open doa, pradiced first-name
interadion in person as well as in his memos, and would listen to anything withou contradicting; moreover, he occasionally shared
with members of the faaulty some of his reservations abou chairs and deans. To arequest from a professor for funds for some spedal
projed, for instance, he might respond “Why na ask the dean? He's a goodfellow, thoughawfully tight with the purse strings. He's
got a antingency fund d nealy half-a-milli on ddlars that he just refuses to spend.” And thus that V-P eroded the dfediveness of
several chairs and more than ore dean.

5. From the issue dated 15 September 1986 ““ The alvertisement for the position & MATERIALS TECHNICIAN in the Center for
Solid State Science 4 ... which appeaed in the Academic Positions Sedion o the August 18, 1986isaue of Chemicd & Engineeing
News inadvertantly [sic] did nd include the fads that ... is an Affirmative ActionEqual Oppartunity Employer and minorities are
encouraged to apply. Applicaion dealline extended to October 15, 1986 @ urtil fill ed. Submit resume and 3referencesto ...”

6. For afull and ddlightful discusson, seeRichard Mitchell, LessThanWords Can Sg, Boston & Toronto: Little, Brown, 1979
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What the Dean Wants

“You rethe dean,” he said to me with a conspiratoria half-smile. “ You re the dean, and youcan doanything you
want.”

Except, | though to myself, anything that you dont want to see happen, in which case you'd be anongthe first to
raise hell. Too bad | can't tell youthat you ve forfeited you right to an oginion by na standing upfor it openly.

Alfred was a fairly senior full profesor, expresing dsmay that his departmental coll eegues had recommended for
tenure an obviously unquelified person. He cane to tell me that |1 shoud oppae the recommendation. Of course, he
himself had nd openly pressed the cae ajainst tenure: *You knawv how it is,” he wnfided; ““the dhairman is bading
her, and | dor't want to embarrasshim, and anyway how can anybody oppee tenure for awoman?”’

Yes, | adknowledged silently, | know how it is. Youre draid of the chairman, who can’'t seriously damage you and
wouldn't if he could. | shoud be flattered, | suppase, that you dorit regard me & being an *“ anybody’ who can’t oppae

tenure for awoman.
| wished these things didn't happen: tenured full professors afraid to speek their minds; and faaulty telling me that |

shoud
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do something, withou apparently pausing to consider that it might nat be proper for meto doit.

Already as a faaulty member and before my administrative stint, | had been dsmayed by the cowardice anong my
colleaggues. What did they fea? Attempted reprisals by a dair could be gpeded in several ways. Apart from those
safeguards, what would adually have been at risk? Perhaps part of a salary raise or a travel allowance?Not speding
one's mind ona significant acalemic isaue, for fea of those sorts of posshiliti es, is like selling ore’'s oul for a messof
pottage. Roosevelt knew: we have nathing to fea but fea itself. Professors have nathing to fea but themselves. What
sad things does it indicée, that their fea is often so gred?

* * * * *

In asense, of course, any o us can doanything we want. Professors can say in classanything they want;' professors
cantalk in classabou anything they want; professors can assgn gades just as they want.

A coed orce aked me to change her grade from C to B, otherwise her average would be too low to permit her to
remain in her sorority: ““And that's my whale life just now.” Trying to find some common gound onwhich to buld
communicaion, | showed her that many ather grades of C in her classwere based on hgher adua marks than hers. If |
were to change her grade, then | would have to change dl thaose otherstoo.

“But why?’ she asked in pwzzZlement. “* Nobodywould know.”

In oreway, | wished | could dowhat she so desperately wanted. She reminded me of my own children, if only becaise
of her age, and | recgnized the urgency assumed in those yeas by such—to me, nov—irrelevancies as ororities. But
even with my own children | was usually aware of the resporsibility to ad as a proper father: the resporsibility nat to
succumb too readily to my emotions of love and empathy but to consider as codly as | could what might better serve the
best interests of those | loved. And | usually concluded that their interests were best served by leaning principles and
values, and, even more im-
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portant, by learning to abide by those principles and values. I-the-profeswor couldn't possbly change that youngwoman’s
grade. Furthermore, it was my resporsibility to try to make her understand why: becaise there were no roper grounds
for doing so.

* * * * *

We can do anything we want, provided, o course, that it is a proper thing to da That surely understood qualifying
phrase had na, | feared, been in Professor Alfred’s mind. I’ m the dean, yes, bu | can only do anything that it is proper
for a dean to want to do.It is not necessarily proper for I-the-dean to dowhat I1the-man might want to do. For instance,
like most people | have my own persona biases abou which dsciplines sroud thrive and which shoud wither away; but
it would be improper for me to use my pasition as dean to those ends, since there is no consensus in academe or on my
own campus on those matters. | simply have no warrant to use my pasition to such ends. It’s difficult enough, rhaps
impossble, na to let such personal biases influence subconsciously my dedsions; being gute dea that they ough not
to, however, is at least something o a safeguard.

| had olserved since entering academe that profesors are not always good at separating their personal biases from
their proper acalemic roles. When strongideologicd motives enter the picture, nuances important to academic freedom
tend to get overlooked. Doesn’t acalemic freedom mean that profesors can talk in classabou anything they want? No,
indedd, it does not—not withou a sorely neaded qualifying plrase: professors can talk in classabou anything they want
that is relevant to the wurses they are teaching. Many “liberals’ forgot that qualifying plrase during the
Vietnam-protest days, when personal conscience or duty to humankind a something of that sort was suppased to cary
overriding weight. But profesors are simply nat entitled to use the professorial role to express personal convictions of
that sort, nomatter how strongy or sincerely held thase convictions may be. For that sort of expressonthereisthe stred
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corner, the soap box,the letter to the newspaper, the voting bodh. Academic freedom does ensure that professors do nd
risk their employment when they make gpropriate dtizenly use of those avenues of expresgon. In the dassmoom,
however, the proper role of profesors is restricted to that of exporents of their subjeds. Profesors must obey the
dictates of conscience gpropriate to schdars: their duty in the dasgoom is lely to serve the field of history, or
chemistry, or whatever.

Our faaulty senate once @nsidered a motion that **with resped to the proposed nationwide remembrance of events at
Kent State, the university shoud reagnizetire right of every member of the faaulty to foll ow the dictates of her or his
conscience” One of our feistier professors asked whether the motion was intended to protea people who canceded their
classs in observance of the cdl for a national moratorium? Naturally he was not given an answer. ** The motion means
exadly what it says,” was the brave response—reveding, it seemed to me, na only the standard urwilli ngnessto stand
up openly for one’s opinion bu also at least an inkling d an understanding that academic freedom redly could na be
stretched to cover the cancding d classes on such grounds. Needed in the motion, d course, was a modifying phrase: the
right of every member of the faaulty (as well as of everyone dse, incidentally) to foll ow the dictates of conscienceandto
accept the anrscquences—a qudificaion that conscientious objedors understand, a at least did in the good dd days.

It often seaned to me that | was alone in poncaring what it might be proper for a dean to do. Profeswors and students
would come to ask that | do certain things... but only becaise they themselves wanted them dore. All too dten they
didn't seem to uncderstand what | meant when | talked to them about proper procedure and abou what a dean might or
ough to do.That youngcoed certainly didn't understand when she had said, *“No ore would know,”” and | had replied,
“But | would knaow.””?
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Most of the time, na the dean bu the relevant department shoud make the dedsions: abou courses and programs;
about hiring, tenuring, pomoting, a dismissng;, abou how to dvide the department’s budget and the department’s
alotment for salary raises. The dean ough to be there just to ke the departments horest, to make them give good
reasons for what they dedde. Of course, that's not always understood either. “We know our business dorit you trust
us?’ they say. Well, most of the time, yes, but occasionally, no. When to trust and when na to trust is a question that
deans must continually ask themselves.

Deans can only make judgments at one remove. They can lean abou what is usual in the various disciplines: what
work is prized and what is hat, where the best departments in the field are, who the best people ae. And, too, a dean can
sometimes remind a department that it said something dff erent on another occasion. One doesn’t need adean if the dean
is always a rubber stamp. ldedly, a dean shoud always abide by dedsions readed at the departmental level—but
“idedly” includesthat it be anided department initsfield, that the professorsin it be ided profesworsin their field. And
sincethat isn't always the cae, at times the dean must say ““No” and try to make happen what would happen in an ided
department.

Of course, youre damned if you dorit as well as if you do.l once queried strenuowsly a recommendation for tenure
from a reasonably strong department in which some of the best professors oppcsed (not openly, of course) the
recommendation. But the chairman argued pasdonately for the candidate, and most of the faaulty did too, and finally |
concluded that their judgment was horest. | suppated the cae and it went through.Later | head that one professor of
the minority view had told the story to some people & anather university: “wedk dean” was the inevitable kibitzers
conclusion.

No dean, o course, can simply accept departmental judgments about the totals of budggts, salaries, or raises, for there
is not nealy enoughmoney to go around. Shoud the dean spread the available anourts “evenly,” be egdlitarian, o
shoud ex-
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cdlence be souglht in seleded areas? Obviously the latter, everyone agrees, withou (again obvously) agreeng what
those seleded areas roud be. And the dean can’t make openly plain what those aeas are to be because the others would
immediately be in revolt and their faaulty in flight. So the dean must tell white lies.® Not, of course, to the vice-president,
to whom the dean must justify what he does; but complete opennessin that diredion, too, would be amistake. Vice
presidents have long memories for individuals or departments that a dean describes as other than oustanding, and those
can become tempting reasons or rationdli zaions if the vice-president deddes to cut the mllege’s resources. So dedding
among departments must be & least in part alonely endeavor. It is one way deans may adually earn what they are paid.

In any case, what would **egdlitarian” among departments adually look like in pradice?Hire asdstant profesors of
music a the same salary as computer scientists and seewhat happens?... Give the English department the same budget
as the dhemistry department, and then padk youwr briefcase? The nature of the discipline overrides al such puely
quantitative guides as numbers of majors, numbers of students taught, numbers of faalty. What is an equitable
distribution among thirty departments covering the range of arts and sciences? Finding ou how it’s dore dsewhere
might help... if you could find ou. Some useful data on salaries are available,” but not on operating budgts.” So you se
whatever you can get and what you can infer from locd history and events. For instance, Department A is bankrupt by
January whereas most of the others can pay their bill s urtil March: clealy you ddn't give Department A enough—
unless that is, A’s chair is either fiscdly incompetent or very competent indeed, having dedded that this is the best
strategy for getting a larger budget for the department next yea. When you knav your chairs well, youcan try using that
knowledge. Give the unreasonably insatiable ones much lessthan they ask and the mnservative ones a littl e more than
they ask: whil e that could well be the most objedively warranted approad, how-
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ever, it will make them both unkeppy. Or seehow much ead department spent on travel. Sincethat’s the first item they
cut if they're strapped, the least-ddlars-per-faculty-member-for-travel department is obviously the one you short-
changed—unless that is, some dair knows what you'r e doing and spends as littl e & possble ontravel thisyea in order
to get aboranzanext yea.

* * * * *

We've digressed from Professor Alfred’'s myopia dout propriety and aher matters. He believes that deans are paid
(far too much, incidentall y) to make the hard deasions, and thistenure case was one for me to earn my keep on.

Not only Alfred, o course, talks abou ‘“ having the guts”’ to make the **hard”” dedsion. The dedsionis suppased to be
hard, let us be dea, becaise some people will nat likeit, na because it is suppased to be hard in the sense of difficult to
discern what the right course of adionis. Just as with the proprieties, I' m puzzled that so few seen to be dea abou that.
Deans—and pofesrs and ahers too—are paid to dotheir jobs, which surely means to dothem right. If some people
won't like you if you dothe job right, what shoud you d& Do the job wrong so that you'll be liked, which means that
you' Il continue to have the job and continue to doit badly? Isit more important to have thejob a to dothe job?

Of course doing the job right is gresdul; that's why there ae leaves, vacaions, tranquili zers, and psychotherapists.
Perhaps the gredest stress however, or the most difficult to trea, comes from doing something that you knawv you
shoddn't do. If you are horestly of the opinionthat your dedsionisright, andif you are dea abou the reasons, youcan
find ways to ease the stressoccasioned by the unreasonable or excessve hostility of those you ve displeased. But do
what you knaw to be the wrongthing, just to avoid hagtility, and after a while youwon't like yourself at all—and youll
be disappanted to find that you have still aroused hatility, albeit from other diredions.
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Admittedly there is no oljedive or consensual right or wrongin most of these matters. But before you were chosen to
be dean, youwere interviewed and youexpressed oghions abou educaion and administration and what a wllege ought
to be and what a dean shoud doand hav. Presumably you were dhosen at least in part because of thase opinions. So
daing the right thing could minimally mean being faithful to the opinions and ideds you expressed ealier—in a sense,
they form an implicit contrad, just as profeswors are told to view their syllabi as contrads with their students.

* * * * *

As it happened, | though that Professor Alfred had been right to oppee tenure on that occasion. Sufficiently many
others though so too, and the department was overruled and tenure was denied. I' ve sometimes wondered whether
Alfred gave himself much credit for that. Did he believe that | had needed his coursel to evaluate properly the merits of
the cae?Did hethink | had dore what he asked rather than what | deemed right?

Notes

1. A professor's communication with students may also, of course, proceeal via nonverbal channels. One of our chairs needed to see
me on short natice “You may findthisabit hard to believe,” he said, **but Gaither hasjust thrown afull garbage can at a student.”

I’ve had the impulse myself at times, | though. “How grea was the provocaion?’ | asked. “Had the student just barged into
Gaither’'s office and made some imposshble demandin aboarish way?”

“Oh, it wasn't in Gaither’s office, it was during class”

GoodGod, | though, we aeto be spared nahing. “ Well, what had the student done?”

“It seansthat she asked, "What is Zen? "

Gaither later insisted that he had merely inverted the trash can and gaced it on the student’s desk—it was smply an urfortunate
acddent that there happened to he some rubhish in it which soiled the desk and the student’s clothes. ** Everyone knows,” he said,
“that you can't
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explain in words what Zen is.”” The student’s father, as it happened, didn't know that and was nat prepared to concede that
acalemic freedom could cover such instances of nonverbal communicaion. | agreed with him, | must say, and would have dore so
even if he had na happened to be one of the university’s most consistent and generous benefadors.

* * * * *

| must add that, no matter the particular subjed, what everyone knows is much more likely to be wrongthan to be right. That is,
when someone tells me athing and | ask for proof and all | get is ““everyone knows ... ,”” then | fed comfortably able to shrugiit off;
if that assertionis the best evidence avail able, then | nead na apdogizefor remaining urconvinced. *“ Everyone knows,” after all, that
Richard Il murdered his nephews to gain the throne; **everyone knows” that the Loch NessMonster is but a myth; not so longago,
“everyone knew” that the hedthiest state was to be alittl e underweight, but nowadays ** everyone knows” that it is better to be just
dightly overweight.

Thus, too, “everyone knows’ that universities harbor incompetent profesors proteded by tenure. As dean, | foundthat not only
outsiders knew that but some students did too—espedally those who were chosen to sit on student aff airs committees and gowerning
boards—and also some faaulty and some vice-presidents. To all and sundry who said it in my presence, | responded quite impatiently:
give me the names of the individuals of whom you spe&k, and gve me the primafade evidence and| will i nvestigate; and if you turn
out to beright, | asaure you that | will ad, by gvinglow salary raises or nore & all; and I’ m quite prepared to goas far asinstituting
procedalings for dismissl for cause if that seems warranted.

Not once was my challenge taken up Rather, and invariably, | would be told—perhaps together with a good-humored dg to the
ribs—" Come on, now! You can level with me. You knav as well as | do that it’s true. But the students are draid to say anything
abou any instructor, and the faaulty proted one another, and the aministrators wouldn't do anything anyway. Everyone knows
that....”

Asit happens, | don't know that; in fad, | happen to know the oppdsite. I' ve known a number of people who were unpopuar with
students for various reasons—bitchy personality, or tentative and shy and retiring, or somewhat disorganized—but only when the
moonwas blue did | come acossan instructor who was demonstrably incompetent—
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that is, so unknavledgeale @dou a subjed as to have been urable to help ahers lean it. The most unpopuar instructors, abou
whom we got complaints yea after year, always had some very strong suppaters amongthe students and the faaulty.

| venture to say that the propartion d incompetents among pofessors is lower than the propartion d incompetents in other
professons. The fad isthat no dher occupation subjeds its members to as long and rigorous an apprenticeship as does acaleme; and
no aher occupation rejeds as large apropation d its neophytes. One's first faaulty appantment offers a maximum of seven yeas
employment unlessone performs © well that tenure is offered before then. | have found noreliable national statistics, but my own
experienceindicates that only about one-third or one-half of the people who get atenure-tradk appantment eventually attain tenure in
the same institution. In what other professon do oty ore-third or one-half of thase who ae initially well qudified for a pasition
attain permanence in it? Do we rejed as many as a half of those who kegin careasin law or in medicine? What everyone shoud
know isthat profesors are outstandingly educated, rigorously seleded, and urcommonly conscientious.

2. Two of my senior coll eagues have several times taught a popuar course @ou the Arthurian legends. They find that the students
have grea difficulty in understanding the knights' code. In particular, the students do nd understand why the loser of a joust, after
having gven his word to the victor, adually does travel—though umcmmpanied—to Arthur’s court to swea alegiance | find it
genuinely harifying that our culture gparently now fail s to transmit the tradition a the ehic that one’sword isone's bond

3. That asped of deaning, together with the university’s traditional misson d seeking scholarly truth, led ore of my colleagues to
suggest that the dean’s motto ough to be *“ Truth is our professon” (by analogy with the Strategic Air Command, which proclaims
“Peaceis our professon”). Ancther of my colleagues addressed the same isaue by reminding everyone frequently that a dean must
always dand realy to rise ove principle.

4. The Office of Institutional Research at Oklahoma State University puldishes annually a summary of average salaries for eadt
rank in eadh dscipline. Sadly ladking, however, are data on the relationship between salary and time in rank or age or professonal
seniority. For chemistry and for statistics, information o that sort is avail able from
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the professonal societies; but it is not safe to assume that the same trends apply to al disciplines. Thus the pedking ader of starting
salaries changes dramaticdly over the murse of but afew yeas, and that of upper-level salaries only dightly lessquickly.

5. 1 had redly detailed information abou two colleges only and somewhat lessreliable and lessdetailed data from annual surveys
of another dozen. Those data, however, suppat the following generdliti es:

No more than 85 percent of the total budget shoud be neaded for salaries and wages. Of that payroll, at least 20 percent shoud be
for seaetarial, technicd, and pofessond staff to provide suppat to the faaulty. Of the operating part of the budget, at least 25
percent shoud be avail able to maintain and replacemajor equipment.

In pradice, however, the payroll is often 90 percent or more of the mllege's total budget (I heard from deans who suffered at 95
percent and more), there ae rarely enoughsuppating staff, and major equipment is often purchased ory in boranzayeas.

Those figures are for the mllege & a whale, of course, and must be varied somewhat acording to the mix of arts and sciences
(expensive in bah equipment and oferations) to letters and social sciences (relatively inexpensive). For the university as awhale, the
payroll isamuch smaller part of the total budggt, largely becaise of all the nonracalemic thingsthat are paid for centrally.
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TheLaw

“I think we shoud dve them whatever they ask for,” said ou university attorney. ‘‘We cetainly dorit want the EEO
people to think we're not being cooperative.”

Oh my God, | though, here we go again. Doesn’t anyore redi ze that the requests will become ever more irrelevant,
time-consuming, intolerable, unesswe insist that arational case be made for them? Does even ou own attorney believe
that we have somethingto fea even where we have dore nowrongd?

“Please,” | said, “two pdnts. First, if we hand owr the stuff we ae implicitly agreeng that it’'s relevant, and we
shoddn't, we mustn’t do that. Seaond, to get all the material together will be a ©nsiderable burden onall of our chairs
and | won't permit that if it isn’'t absolutely necessary.”

Naturally | was overruled.

The plaintiff had held a one-yea visiting appantment, clealy described as sich in the letter of appantment. During
that yea, the department had advertised atenure-tradk vacaicy, bu it was nat in the plaintiff’ s subspedalty, her teading
was not very impressve, and so she had nd been short-listed for a formal interview. She had then charged sex
discrimination, hed recaved no satisfadion throughthe university’s procedures for handliing such complaints, and hed
goreto the Feds. They
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wanted from the university the following: for the last six yeas, alist of every person—identified by sex and ethnic
clasdficaion as well as name—who hed held a temporary appantment, na merely in the plaintiff’ s department but in
every department in the university; a list of al the tenure-tradk vacancies advertised duing those six yeas; alist of al
the temporary employees who hed been interviewed for thase pasitions and, if they had na been appanted, the reasons
for that; alist of reasons why the others had nd been interviewed, together with their vitae and the vitae of the people
who had been interviewed; and no doubsome other items as well, which | have mercifully forgotten in the meantime.

Everyone seamed to take for granted that the denial of tenure or even the denia of an initial appantment to afemale
candidate was likely to result in legal adion. During my time a dean, several men took recourse to legal procedures, but
that was rarely talked abou; the conventional wisdom was that only women were doing this, and that all rejeded women
did so. Now it is true that more women took ws to court than dd men; and certainly a much higher propation d the
unsuccesSul women than o the unsuccesgul men took that route. Never obvious to the cnventional wisdom, howvever,
was the significant number of cgpable women who rever made any fussor threa and who were quietly appanted and
tenured and promoted solely onacmurt of their abiliti es and achievements.

It is also true, though,that as dean | saw few furies like some of the women scorned for tenure. | came to believe that
these women—very small in number but oh, so visible—had long ago aayuired the @solute mnviction that women
would never and could never get afair shake. When tenure was then adually denied them, the longand partly suppressed
fury of many yeas founda definite focus for expresson, and the explosion was much more violent than in the cae of the
denied males, for whom it was a personal set-badk but not in addition an ideologicd one.
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Some such explanation as thisis nealed, it seansto me, for the extremity of passon and lad of logic, indeed of plain
common sense, evinced by these complainants. They simply could na grasp that, to ahers, the denial of tenure to them
was not obvious proof that sex discrimination was being routinely pradiced. Apparently they gave no moment’s though
to the other women, the successul ones who were being tenured and promoted all the time: why hadn’t we discriminated
against them? If the answer was that those had been obvously clea-cut cases, then it would of course be admitted that
the ones denied had na been clea-cut. Since our university had long said explicitly that douliful cases were to be
resolved against the candidate, gender unspedfied, it was difficult to see @ evidence of sex discrimination that women
withou clea-cut credentials were denied tenured appantments.

Fads and logic notwithstanding, havever, our faaulty and chairs and administration and attorney were dl convinced
that, in the dimate of the times, thoughthe onus might well be on male candidates to prove their worth, with female
candidates the onus was on the university to prove that they did na have the necessary credentials—not even the
necessry ‘“‘minimum” credentials, whatever sense ““minimum’” might make in the context of our stated misgon o
pursuing excdlence Our attorney routinely recommended that we read whatever settlement we culd ou of court, the
merits of the adual case quite natwithstanding. That led in ore instance to a conclusion that | offer as quite passbly
unique.

“Please wait urtil I've finished saying what I'm abou to say,” the vicepresident pleaded, projeding charm and
sincerity as only he could. *“Please don't jump to conclusions or get upset before I ve given youthe whade picture, and
I'msureyou'll findit, onrefledion, qute accetable.”

With that preamble, | though, he’s surely gang to come out with something that | very definitely ough to refuse to go
aong
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with. Surely they can’t seriously be mnsidering gving her tenure?

The plaintiff had na been recommended for tenure by her department. She had appeded to me, then to the vice-presi-
dent, then to the several avail able mmmittees; obtaining nosatisfadion, she had hired alawyer to pressthe dharge of sex
discrimination.

“I' Il try to bereasonable,” | said to the V-P, meaning predsely that. “ Go ahead.”

“Well,” he mntinued, ““her lawyer has written to the president that they will sue for damages unlesshe writes a letter
awarding her tenure. Of course, the president is not questioning the corrednessof the dedsion nd to tenure, andin no
way would he want to imply lack of trust in the department’s recommendation a in the mllege’s or in yous; but the
university attorney is ¢rondy reaommending that we settle out of court if wefed at al able to, to save untold amourts of
time for many people and also sizable wsts even thoughwe would win the cae. Now, you knav that Ms. Brown has
arealy taken ajob at ancther university, sheisn’'t here ay longer, and so it’s hard to seewhat damage would be dore if
the president did write aletter awarding her tenure here.”

| courted to fifteen, as | remember, to be quite onthe safe side, and tried to simul ate the behavior of aloyal member of
the administrative team.

“| dofed for the president, onmany aher things as well as on this; and | think | understand that he neeads to rely on
the avice of the dtorney abou legal matters. But how could such a letter from him nat imply a ladk of trust in ou
recommendations? More important, perhaps, and dease excuse my growing paranoia, but I'm nat redly inclined to trust
Ms. Brown's motives. How do we know that she will not come badk here if she gets aletter awarding her tenure?Is e
so happyin her new job? If so, why hasn’t she dropped the suit?’

The V-P nodded, cdm and businesdike, evidently relieved that my voicehad na been raised to an undwe degree “ Very
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good pants, and they had also occurred to us. In pant of fad, if the president gives Ms Brown a letter awarding her
tenure then she will give him aletter pledging nd to return here and rever to apply for apaosition terein the future.”

At last, | though, | can quite safely say that now I’ ve heard everything and will not ever again be surprised at what life
bringsto adean.

“Youredly mean,” | asked, ‘‘that she will say in writing that she will naot return, that she will drop her suit, and will
never apply for ajob here, if the president awards her tenure? Then what goodis that bit of paper to her? What does a
letter of tenure mean without the substance of tenure?’

“Well,” the V-P said, lessemphaticdly and with more uncertainty than was hiswont, ““| can’t of course pretendto un
derstandit myself. She says e just wants the vindication for her own satisfadion.”

“I dofindit hard to imagine what satisfadion that could be,”” 1 mused. *‘ Could we be overlooking something? What
about her promise naot to return—could she be held to that? Isn’'t there something in the Constitution that citi zens canna
sign away their rights, willi ngly or not? Perhaps even her written pledge would na be legally binding?’

“Excdlent paint,” responced the V-P. “ Youre & darp and logicd and thougliful as ever.” (Oh dea, | told myself,
al those compliments mean that he redly is quite determined to get my agreament.) ** Yes, we did quiz our attorney quite
caefully on that one, and he is quite sure that an agreamnent can be drafted that will he quite legally binding onall
parties.”

“Oh,” | asked in some surprise, “‘you mean there wouldn't just be an exchange of letters, there would first be awritten
agreement to make such an exchange?’

“Why of course,” said the V-P, who was now clealy less sire of the sharpnessof my wits. “ Oh, naturally, we would
have to know that we were cmpletely covered before having the president write aletter of tenure.”
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“So we would have in writing,” | reiterated, ‘‘signed by Ms. Brown and by Fer lawyer, an implicit acknowledgment
that we were bladkmailed into granting her tenure, onthe understanding hovever—to which she willi ngly would agree—
that she would never take up the tenured appantment?’

““ Some people might view it like that,” the V-P smiled, trying ursuccessully na to look smug. “ We think it would be
an excdlent ded for us, to avoid the expense invaved in court adion, nd to mention the waste of time for all the people
who would have to appea, na only the president but of course you and me and so on.But the president does want me to
asare youthat we dorit want to doanything that you couldn’t live with.”

Again a bind that | had experienced before. Somehow | foundmyself in a situation where doing the principled thing
would seem like being unpincipled, dsloyal, and dowvnright unreasonable; in short, behaving more like afaaulty
member than like amember of the alministrative team.

“There has to be aflaw somewhere,” | mused. *“Who would be dlowed accessto that agreament? | assume it would
be wnfidential to the signatories. Now suppase Ms. Brown wants to get ealy tenure in her new job and she shows them
the letter from our president granting her tenure here, as a way of making them hurry up; then they likely have the sense
to cdl meto ask abou her—do | haveto lie? What would | say?’

“No,” asared the V-P, “ you would be freeto tell the truth; we dl would be. There is to be no pgrovision for the
agreement to be held seaet or even confidential. Ms. Brown says dhe just wants the satisfadion d an dficial letter
vindicating her own beli ef that she shoud have been granted tenure here.”

“I redly dorit want to seem slow or stupid,” | said, “but let me just seewhether | understand properly. There will be
an agreament, signed by people from here and by Ms. Brown, saying she will drop all legal adions against us and write
us a letter pledging nd to take up her tenure here, now or ever in the future; in return, the president gives her what is
patently an entirely worthlessletter saying she has tenure here, totally
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meaningless sncetenure has no significanceif one doesn’'t have apasition into which to be tenured; and | am freeto tell
the world abou this?”

“That’s abou it,”” nodded the V-P, exuding his usual self-asuurance and confidence, now that he sensed | was hooked.
“Of course, you gobably shoud na go around trumpeting urasked that Ms. Brown bladkmailed us—if only becaise
that is an interpretation rather than a demonstrable fad. But there is no confidentiality asked for with resped to the fads,
and the greement will state spedficdly that we can respondtruthfully to inquiries direded to us abou the awvard of
tenureto Ms. Brown.”

“I redly dorit want to be difficult,” | said, ““and obvously | must go along onthe basis you ve outlined, if the
president redly believes that’s best. | just wish that sometime or other we would cdl one of these bluffs, and goto court,
and make mincemea of them, and theredter remind future nuisances that we can and dowin and won't be pushed
aroundwhen we haven't set a foot wrong. And | must admit that I' m still a littl e bothered by the implicdion that the
president overrules al the internal recommendations against tenure. Do you think he might perhaps write yet ancther
letter, perhaps to rne, expressng full trust in the procedures by which the @ll ege makes these recommendations and in
the integrity of the people involved?’

“Oh, absolutely, goodideg I'm sure he will want to do that, he'll be grateful for the reminder.” The V-P smiled
broadly as he stood up.l got uptoo, and he shookmy hand and petted me on the shouder. *‘| knew we could rely on you
to bereasonable andto cooperate.”

You krew no such thing, | though, as your ample relief and profuse wmpliments to me demonstrate. Have | redly
now compromised something that | shoudn't have? What posgble harm can this do so longas the truth can be told?

So the agreement was consummated, and several weeks later the exchange of letters was effeded. | joked abou that
with the V-P: | pictured the impending event as resembling ore of those
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movie scenes in which a kidnap victim is ransomed, a East and West exchange catured spies. The two sides, eah
unable to trust the other even for a moment, are separated by a stretch of neutral ground.Slowly, ore person from eadh
side steps forward, hdding ore of the qucia letters; the two advance further, stoppng when they are apace part, ead
holding upthe letter so that the other can read it. When bah are satisfied, they extend their hands and gasp the two
letters sSmultaneously; then they release their grasp onthe ones to be released and slowly step badkward out of range,
finally turning and scurrying badk to their companions.

| dorit know whether the adual scene was like that because | wasn't there. And | still canna understand what
satisfadion it could have brought Ms. Brown, thoughit evidently did: our attorney claims that she brought alonga battle
of champagne to cdebrate the exchange of |etters.
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A Personal Question

“Can | ask youa personal question?’ he ventured after awhile.

“Of course,” | replied automaticdly.

Clasper had been denied tenure the previous yea. In acord with namal pradice he had been gven a wntrad for the
current yea onthe dea understanding that it would be hislast term of employment on ou faculty. Now he wanted again
to be mnsidered for posgble tenure, becaise several more aticles under his name had been published in the meantime. |
had been explaining to hm—or trying to—that we didn't do things that way. Everyone was asessd for tenure & the
latest during the sixth yea of service esentially onthe record o five full yeas of teading and scholarship. Evaluating
Clasper during hs sventh yea would hardly be eyuitable to all the others who had been evaluated during their sixth;
most everyone, after all, could produce afew more aticles in ancther yea. Besides, | told hm, we hadn't just courted
how many papers he had pubished: we had solicited ognions abou the significance of his work from qualified senior
people & other universities. Ancther few articles of the same sort as his ealier ones would hardly make the needed
difference No, | said, therules dor't permit reconsideration nav, and there ae soundreasons for the rules.
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So then he said he wanted to ask a personal question, and | automaticdly told him to goahead. Automaticaly because
| had dedded long tefore that | shoud always do what | could to ease the strain that denial of tenure brings; and what
little I could doincluded listening, and letting the disappdnted ores work off their anger and talk throughtheir anxieties,
and respondng to what they said, and even letting them ask personal questions.

| tried always to be firm abou the dedsion ontenure but sympathetic to personal circumstances. | was usually met by
surprise when, in the course of these cnwersations, | would say, ‘‘Don't confuse matters by guestioning the justice or
equity of the dedsion. Look at it redisticdly, as a dedsion readed after severa independent recommendations by
committees and individuals. Like dl human judgments, it’s falible. But we have so elaborated the procedures and
avenues for apped that everything that could be said, has been said. It is proper procedure that determines whether there
has been justice or equity; people will often, perhaps always, disagree dou whether a given dedsionwas right or wrong,
but it has to be made somehow, and it is the procedures that make for equity or inequity. It's just the same with judicial
or palitica processs: we take pride in our democratic way of doing things as being the fair way, withou claiming that
every result is therefore the right, just, or equitable one. You are quite freeto believe that the dedsion is wrong, and
perhaps you can make asuccesful carea elsewhere and thereby prove us wrong Don't take our dedsion as a judgment
of your inherent ahiliti es, let alone & a judgment of you as a person. It is Smply that, at this time, you achievements
donit fit with what this university believes appropriate for making the offer of atenured appantment.”

| hardly ever knew whether such comments helped o whether it would have been better just to let the anger be vented
onme. | susped that most of thase who were ready to come to terms with the dedsion ddn't bother to come to talk with
me, and that most of those who came in were in no mood to hea what | said. Certainly on this occasion | saw no
lesening d the anger.
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Clasper wasin any case a angry youngman—though no quite & youngas he was angry, and nd quite & youngas he
looked, dresd, and kehaved. He had been in college during the Student Revolt Against Redity, and Hs views had
hardly changed since then. He wore work clothes and hking bods (which, | though, must have been qute
uncomfortable during the warmer weaher); when the temperatures were redly high, he sometimes gorted shorts and
sandals, naturally withou socks (which | though must have been equally uncomfortable in the ar-condtioned
buildings). He was quite aygressvely informal: | recdl a seminar by a visiting eminence, during which Clasper sat—or
rather sprawled—on the floor, and nd for want of chairs, since there were anumber not occupied. He took art in the
discusson withou bathering to rise, and | remember hoping that our visitor had taken him for a student rather than for a
member of the faaulty.

Well, he wanted to ask a personal question, and that’swhat | get paid for, among dher things.

“AreyouaEuropean Jew?’ was Clasper’s personal question. Personal indeed, and a new one on me.

“Yes, | replied, and wondered whether it was just curiosity on hs part, and if so what that might mean. What on
eath could bethe paint, the relevanceto his stuation?

“Well,” hesaid, and Hs manner now indicated that he had atelling pant to make. He had begunto spe&k again just as
soon as | had answered; evidently he had known the answer and had planned exadly what he was going to say next.
“Well, considering the Holocaust and all that happened in Naz Germany because people foll owed arders, how can you
be such a stickler for the rules?’

Ah, | though, now, orce ajain, I' ve head everything and will never be surprised by anything heredter. Where can |
begin, what cen | hope to acamplish when such a total reeducdion is apparently needed? Shoud | addressfirst the pre-
sumption that following rules must always be bad? Was he redly an anarchist, or was it only the rules of others that he
beli eved
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one shoud na follow? Didn't he exped his gudents or his family to abide by some rules? Or shoud ore have rules but
make apoint of bre&king them, cepriciousdy and dten, to demonstrate one's freedom or individuality or norfascist
charader? At any rate, | had to grant that such misguided naions would be consistent with the general impresson he
gave, that he had nad moved beyondthe incoherent views of the student revolutionaries.

Withou rules, or without consistent application d rules, how did he imagine that there could be fairness or equity, or
law, or civili zation? Could we redly ““cut throughall the junk’ and instinctively know what is right and fair in every
circumstance? Where would such instincts gem from, and hav would they have been formed? From his own example,
how would we have been morally equipped to ded with such asthe Nazs, in the absence of our commitment to a society
of orderliness of rules based on pinciples and values?

What, | wondered (and nd for the first time), gives these brash young uptarts the confident belief that they have
something worth saying, and a right to be listened to, and a right to influence dedsions? They have not yet dore
anything: they haven't produced schdarship foundinteresting by dhers; in the dasgoom, they voice uncriticdly the
slogans of others, the fads of their student days; they haven't even experienced much of everyday life. They seam to have
retained the narcisssm of infancy, the anviction that the world owes them gratificaion. Shoud every angry youngman
be his own judge for tenure?

Could Clasper, | wondered, allow himself to discriminate on intellecdual grounds among any colledion d ideas in
general, and in particular between different sorts of rules? The following d ordersin Naz Germany had been abharrent
predsely becaise those orders were not based on general rules informed by civili zed principles and values. The Leader’s
word had been the Law; and all the Sub-Lealers could lay down Sub-Laws to their underlings. The orders were personal
and thus capricious; andin the asence of governing grinciples there was also no
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acounability. Those officials could indeed—paceProfessor Alfred—do what they wanted, whether or nat it might be
proper for them to doso. No such ndion d propriety existed for them; they were freeto doas they wanted, to use their
power of officeto dowhat, for purely personal reasons, they wanted to do.

In pdnt of fad, | believe that in significant part my experience and undrstanding o the Naz phenomenonled me to
value orderly authority uncer rules that recognize & germane only criteriathat are diredly relevant to the particular issue
at hand. As a Jewish child, | was geded from the publlic schods; yet what relevance does ancestry have to pubic,
seallar educdion? And it is my understanding o the Naz phenomenonthat led me to redize that individuals can enjoy
rights only when they are not regarded as members of groups or classes. There, ultimately, is the flaw in *“affirmative
adion’: that the state deaees that bladks and women and ahers dal be treded na as individuals but as members of
classs.’

What concelvable analogy could Clasper see between the totalitarian and corrupt anarchy of Naz Germany and ou
system of rules governed by principles and evolved after lengthy and open discusson lealing to consensus? Shoud
I-the-dean have had the warrant to cut acossall the rules and pocedural safeguards whenever it seamed goodto me for
personal reasons? Or only when | was asked to doso by a self-interested and angry youngman? On what basis could |
then be acourtable, and to whom? To atown meding d students and angry youngfaaulty, perhaps?

| did my best to hdd in chedk my anger and incredulity and depth of feding, bu | doult that Clasper understood
anything | said. I'm still not sure whether he had adually hoped that his line of argument could sway me, or whether he
had just wanted to lash ou and hut me. Probably the latter; and perhaps his question reveded hov deely he himself
hurt, even withou knowing it. Not for the first time | grieved for the Claspers who made it through pimary schod and
secndary schod and coll ege and graduate schod without learning much about the world,
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abou history, abou themselves, abou logic or hard thinking, abou the satisfadions that can come from schoarly work.
All we mould do nav was nat to tenure them. What a waste and what a pity.

Note

1. Activist groups also damage their own causes when they take up the audgels for someone only becaise that person heppens to
belong to a particular group. When the women's groups fight for tenure for a mediocre woman, for instance, they make it easy for
their opporents ever theredter to discredit them quite plausibly. For words of uncommon sense &ou these and related matters, see
Arnold Beichman, Nine Lies abou America, New York: Pocket Books, 1973 Midge Deder, The New Chastity and Other Arguments
against Women's Liberation, New York: Coward, McCann & Geoghegan, 1972 Nathan Glaze, Affirmative Discrimination: Ethnic
Inequdlity and Public Poalicy, New York: Basic Books, 1975 Thomas Sowell, Affirmative Action Reconsidered: Was It Necessary in
Academia?, Washington, D.C.: American Enterprise Institute, 1975 Professor X, The Saciology of the Absurd, New York: Simon &
Schuster, 1970
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What It Takes

“What exadly dol neead to doto get tenure?’ | used to be asked with appalli ng frequency. And | foundit equally ap-
palling that so many aready tenured faaulty thougtt it a good question for the untenured to ask. We had acamulated a
half-inch stadk of material that was given to newly appanted faaulty to explain and ill ustrate the procedures, criteria, and
standards; we held panel discussons abou those things, the locd AAU P held more discussons, and the various women's
groups held yet more. And still it was a rare meding for me with a departmental faaulty when the question dd na come
up.

To the untenured, individually or en masse, | would explicate truthfully and as best | could: tead conscientiously with
due consideration for your students, establi shing rappart with them and making them lean; pulish a norma amourt for
your field, things that people of recogrized distinction will j udge worth doing and well dore; and ke areliable wlleague
and do you share of the mmmitteework.

“What is the normal amount of pulished work?’ the questions would continue. ** Does it matter whether it’s a book
or aseries of articles? Does the stature of the journal matter very much? Isit good @ bad to have m-authors? What abou
papers
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read at conferences? How abou invited seminars? How much do gants court?’ Therewasnoendto it.

Thoughl always tried to answer acarately and truthfully, to the untenured | never reveded the whaetruth as | saw it,
namely, that the surest path to tenure is trod by those who dorit ask the question, those who fed no reed to ask the
guestion, those to whom the question simply does not occur.

* * * * *

| canna comprehend what attradion uriversity life gopeasto hdd for those who dorit, for their own sake, need alife
of productive adivity in afield that has fatall y fascinated them. How can ore bea to tead if one doesn’t find the subjed
infinitely interesting? How can ore kegp courses and ledures up to date if oneis not immersed in the happenings of the
field? How can ore doreseach urlessone has noinner choicebut to doit?

Leaning and thinking reed to be largely their own reward—the very considerable reward in acaleme being the
oppatunity to communicae one’s learning and thinking to athers who share one’s own interests. If, in fad, one caand
do aher than learn and think, then it is surely natural also to want to share one’s thougtt with athers. One must want to
tead; one must want to pulish.

| never could understand the talk or complaint abou the presaure and the burden onfaaulty to pubish. It seamsto me a
privilege to be in an environment where oneis nat just permitted to pubdish bu isadually encouraged to doso, and dten
helped materialy with seaetaries, phaocopying fadliti es, library services, costs of pastage, and even the subventions
often requested by many acalemic pullishers. | just can’t imagine what it would be like nat to want to write, not to want
to share ideas with athers. What possble dtradion can academe have for people who dorit want to do those things?
None of the tangible gppurtenances of acalemic life ae so attradive, surely: the pay is not high,andin some fieldsit can
be miserably low; the prestige is nat particularly grea; andit can’'t be the long vacaions,
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because you use them either for the writing that you must do a to earn the extramoney that you think you reed.

Surely most of the people who asked me dl those questions abou tenure did somehow share my own love for
scholarship and for teading. That they had been seleded for appantment to ou faaulty meant that they had dore
exceptionally well in their studies, that they had shown every indicaion d high ability and aptitude for their subjeds.
Why, then, were they so very unsure of that ability and aptitude?

My guessis that David Riesman was all too haribly corred in describing the ** other-direded” person and in seeng
our society as increasingly prodwcing such persons—or, more crredly, such nongersons. To recdl Riesman's
descriptions briefly:* The inner-direded person has incorporated into ego and conscience aset of principles and values
that serve & yardsticks of some stability, against which to measure whether what he contemplates or does is good,right,
or valuable. The other-direded person, bycontrast, ladks inner standards and looks cortinually to ahers, to the societal
environment, to define what is good,right, or valuable—and so he is at the mercy of fads and fashions and can never be
sure beforehand whether a thing will seem, even to himself, to be worthwhile. The other-direded person daesn’'t know
whether he has dore anything, a what, urtil he recaeves the opinions of others. To such people, of course, the gauntlet
run toward tenure must seem Kafkaesgque: they themselves don't have any stable aiteria or standards or principles or
values, and so of course they assume that no ore dse does either, that dedsions abou tenure ae cagriciously based on
grounds that change from instant to instant.

| used to imagine, before | was dean, that the disciplines themselves must aff ord some stable aiteria; but | came to
lean that | had been naive dou that also, o at least that the generalization daes nat hald acossthe board. In the natural
sciences and in mathematics and in statistics, the acemulated corpus of knowledge, that is, the products of ealier
reseach, do afinerather clealy what is ound o useful; and,in padnt of fad, the
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untenured faaulty in those departments rarely asked what it took to get tenure.? In most of the hurnaniti es and in some of
the social sciences, however, little is consensually agreed abou what makes work good @ vauable. That is true, of
course, in the atstoo, bu it is also well understood bythase faaulty—they know what is involved in reading aesthetic
judgments and why there ae differences of opinion owr thase, and | wasn’t quizzed much by them about how to get
tenure. The endlessquestioning and evident inseaurity | encourtered chiefly in the humaniti es and in the social sciences.

“Why do youask me these questions?’ | wanted to say but rarely did. * You ought to knav how a bookis recaved in
your field by contrast with a series of articles. You ouglt to knowv how the quality of what you write will be judged by
your peas, and hav they measure the status of journals, and hav much prestige mmeswith grants. . .

* * * * *

| was educaed in the good dd days, when people were elucated to be inner-direded. It is only quite recently that |
have come to redize how much | owe to that mode of education: the aility to be done with myself withou discomfort;
the adility to think difficult things throughfor myself; the wnfidence that—within the obvious limits—I can manage and
plan my life.

Not that | want to claim a high degreeof self-confidence or self-esteem. The wnfidenceis merely that | know what the
score is, what the important fadors are that determine events; that | have agoodsense of how other people view various
matters; that | understand well enoughwhat is happening aroundme, so that | can rather easily work out what | need to
dotofit in (if that’s what | want to dg. My persona self-confidenceis nat particularly high. That I’ ve puldished much
has never seemed to me grounds for self-congratulation; it’s part of the job, and I’ m perennially surprised when | redize
that the volume of my work is sgnificantly greaer than that of most of my coll eagues. That some of my work has been
judged good las aso na seamed to me grounds for self-congratulation, because there is littl e of
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it that might be nominated as grea and nore that would be avarded that appell ation if nominated. Not that | am claiming
grea modesty either. It isjust that | have leaned to look with the gye of the discipline & my own work as well as that of
others, which means making comparisons with the greaest names in the history and the present of my field. Anything
short of their acoungdi shments remains unquestionably short of their acaompli shments.

The point, however, isthat | have aquired afairly stable and redi stic sense of what courts and what does nat, so that |
can also be somewhat redistic ebout my own part and dacein things. That does provide asense of seaurity, thoughit’s
not the same & a sense of personal self-confidence I’ ve seen my adivities as being the natural adivities of someone
working in my field, and so I’ ve hardly been inclined to take personal credit for things that went well. | maintained that
habit of mind after becoming dean, and so was always aurprised when | was complimented onsomething that seemed to
me natural, for instance expressng myself well in writing a in speed. Occasionaly, when so complimented, I've
dreamed of making a speed, to faaulty and to administrators and to students:

“If youre sincere in you compliments, why dorit you dolikewise, or at least offer more oppatunity for othersto do
likewise?

“Let me reved a seaet: | wasn't born this way, with the skill s for which you compliment me. If | express myself
better than domany o you, it is nat because | was born dang that but because I ve read a grea ded, much o it worth
reading, and kecause I’ ve had a lot of pradicein writing—and kecause | know | could write better and keep trying to
lean to do so. | have adecent amourt of general knowledge again because I've read a gred ded, some of it not
necessarily worth reading, and because | was taught to pay attention. | argue fairly well because | learned haw to express
myself and kecaise I've dore alot of thinking and because | came to enjoy thinking; | know to look for ways of
discriminating, and | know to relate particul arities
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with generalities. | appea to be mnsistent because | hold some general principles and because | see relationships and
patterns, and kecause it is more important to me to dothe right thing than the popuar thing—and gdease dori't tell me |
have the guts to dothe right thing, a the *hard’ thing; it isadually that | don't have the guts not to dowhat appeasto be
right, I'm too afraid of what | would think of myself otherwise.

“If you'resincerein you compliments, why dorit you pu your money where your words are?| wasn't born this way,
and| can't even take aedit for becoming thisway. | was taught by parents and byteaders that it is goodand proper and
useful, indeed valuable, to pay attention, to study, to write, and to lean abou solid stuff. In high schod | had several
yeas ead o English, French, German, and Latin; of general science, chemistry, and physics; of various mathematics, of
geography, d history. | was dhort-changed in art and music, which I’ ve regretted; and | was not exposed to business
consumer relations, hame e@namics, locd government, socia studies, or other such things, which I’ ve never regretted
for amoment—indedl, I’ m glad to have missd the distradions.

“I would be very different now if | had been educated in some other way. Surely I'd be much the poarer a person.
Your compliments indicate that you approve of the results of my educaion. So why dorit you dowhat is necessary to
again produce such results?

“If youre sincere @ou civil rights and abou equal oppatunity, give dl kids a chanceto be educaed as we were.
Surroundthem with people who think that educaionis a marvelous thing; expaose them to people who find thinking to be
fun. Maybe they won't all grow up to be university administrators, bu why shoud they all want to? Don't you think the
same skill s are helpful no matter how one eans one'sliving a how one spends one' s time?1 enjoy thinking and reading
and dscussng and writing, and those ae things that anyore can do,and that anyore can get fun ou of —if they’ve been
taught right ealy enough.I’m nat suggesting that we shoud educae everyone well so that
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everyone can get ceartain jobs. I' m suggesting we educate eserybodywell so that they can live enjoyably.

“Aswith so many o the things | want to say, | find here that Jaaques Barzun expressd it better longago: ‘ The reason
teading hes to go onis that children are not born human; they are made so.” And | believe we shoud never say, ‘Now
I”’m human enoughand can stop leaning. We can ead of us benefit from more educaion than we now have.

“One of thethings | like &ou being cean of arts and sciencesisthat it is quite gopropriate for me to pread like this.
We stand for education, in contrast to vocaional training. Why, I'm asked, get a general degree rather than ore in
businessor in engineaing? Because elucation shoud be for life and to make living enjoyable, na to quckly get ready
for ajob, to ean as much money as possble withou having any ideahow to enjoy what money makes perhaps more
possble. The ats, the humanities, and the sciences ded with matters of permanent value, and if you dorit begin to lean
about them ealy, then youmay never do so; the gphemera stuff you might require for a spedfic job, youcan aways
pick upif and when you reel to. Mgjor in English and lean to expressyourself, major in phlosophyand lean haow to
think, and | wager you can get most any job for which a bachelor’s degreeis a standard quelificaion—you'll bea out
most businessand aher ‘professonal’ graduates by amile.

“A friend d mine recently visited a former professor who, at age ninety-six, was not very adive physicdly. ‘1 imagine
you et bored at times? my friend asked. ‘Nonsense!’ carne the reply. ‘I can never be bored. Don't forget that | had a
liberal-arts educdion.”

On occasion, | adually took the oppatunity to say some of these things, espedally abou the value of a*liberal” (that
is, proper) educaionin contrast to *‘professona’ (that is, vocaional) undergraduate work. | would padnt out that, while
we often pay lip service to the nation that **money isn’'t everything,” we still encourage youngsters to think about the
jobs
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they can get with a @llege degree rather than abou becoming educated so that they can begin to uncerstand life and
increasingly choose how they most wish to ean a living. To underscore that, during an interview | once threw in a
favorite quaation: **What shall it profit aman, if he shall gain the whole world, and lose his own soul?’ My interviewer
on that occasion had recently had the benefit of a modern professonal education. *“Oooh’ she exclaimed, ““I do like
that! Who said it?’

Note

1. David Riesman with Nathan Glaze and Reuel Denney, The Lonely Crowd: A Sudy of the Changng American Character, New
Haven & London Yae University Press 1950

2. In newer subdsciplines, however, even in the sciences, that is not always ©: computer scienceis a ntemporaneous instance, a
field that doesn't know whether it is ience or engineaing (or how much o ead), whether pulication shoud be science-style in
journals or engineging-style in conference procealings. But so far as tenure is concerned, the question is purely acalemic—a
computer scientist denied tenure can find ancther university pasition qute eaily or can choose to settle for a much higher salary
outside acaeme.
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Toilet Training

“Women reed mentors,” she cmntinued, **and they must have accesto the unwritten rules, the tips and advice that
men exchange & a matter of coursein their private get-togethers, likein men’srooms. . .’

There were gasps and jocular exclamations aroundthe room, gufaws, and the comment, ** Anyone who tries to talk
businesswith me in the john gets afist in the nose.” Of course, the gathered deans and chairs were dmost all males, so |
suppaeit isonly natural that their resporses were like my own (which | had leaned to kegp to myself).

Thisincessant talk abou mentors gruck me just as did the endiessquestioning on hev to get tenure. How longagois
it, | wondered, since it was just assumed that one did ore’'s job to the best of one's ahility, and if that was goodenough
then ore got a chance d a more resporsible job? Surely it’s gill true. Do well enoughas an assstant professor and youll
be promoted to aswciate with tenure; do well enoughat that and youll be promoted to full professor. Any full professor
with a respedable record and passable personality can get to be adepartment chair; and that job dore reasonably well
makes one aprime candidate for dean or vice-president or even president. At every stage, ore has ample oppatunity to
learn things relevant to the next
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job; andif onedoesn’'t so lean, then it’snat agoodsign d one's aptitude for that job.

If one doesn’t understand what it takes, ore shoudn't get there. Under the American Dream, anyore can beame pres-
ident, but not everyone does. Shoud we set up a mentoring system so that everyone somehow gets an ““equal’” crad at
it? Or isit perhaps better just as it is, where thase most suited to the job at any given time anerge throughmany stages
and facds of competition? Can we in fad know what we shall most need or want in a president, even a few yeas from
now? Do we nat in fad want presidents who surprise us a littl e, who lead, in ather words? Are not Franklin Roosevelt
and John Kennedy, for example, remembered most for what they brough personally and unquely to the office, things
that perhaps we didn't even knowv beforehand were needed? Is it not much the same with pasitions of resporsibility in
any field, that one doesn’t want technacrats, trained by biusinessadministrators and teaders of teaders, but individuals
of ability with the desire to add something to the way the job has previously been seen, the desire to mold the position so
that things can go letter than they ever did in the past?

In acaleme, devotion to ore's discipline aad devotion to the life of the intelled ougit to be the touchstones for
advancement, and no om leans those things througha coupe of yeas of “mentoring.” One doesn’t need to have had
much experience interviewing candidates to knowv what is generally sought in acalemic administrators: a record of
succesdul teading and schoarship, a reasonable variety of experience or some other sign d flexibility, understanding
gained duing those yeas by observing and bythinking, and a personality that promises fairnessand integrity. Wanting
an administrative job bedly is usualy the kissof deah as far as getting the job is concerned, and | fea that thase who
sped of the nead for mentors usually dowant quite badly whatever job they are ter.

There is a sound lasis for the prejudice that wanting the job too ladly is the kiss of deah: one doesn't want
administrators
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who ¢t their kicks out of being chair or dean or whatever; one wants those who gt their kicks out of doing the job, and
daing it in the manner that faaulty would approve of. That is most likely to happen when professors get tired o the
unsatisfadory administrators they have suffered and dedde to doit themselves, properly. No ore has mentored them,
except in the trivial sense that we ae dl mentored by ou experiences, if we have the wit to lean from them. Professors
lean, wsually through yeas of a cetain amourt of frustration, hav universities ought not to be aministered, and they
can lring something rew and valuable to the job by trying pdentialy better approaches that they have mnceved for
themselves. No advice, tips, or generalizaions can substitute for the experience of courtlessill uminating, instructive
incidents involving a variety of people, with subtleties and nuances that one can hardly instruct others about, and which
are significant preasely because of their interplay with ore’s own sense of values and ideds abou the a@demic
enterprise.

One heas of the need for mentoring nd only in relation to administrative positions, of course, but also for women who
want to get afaaulty pasition in the first placeor who, having gdten ore, want to get tenure or promotion. I’ ve tried to
recdl what mentoring for that I might have had, and | couldn't. | leaned from the people under whom | studied, bu it
was by olservation and nd from anything they said to me in the dtempt to be instructive. Nor were they the “role
models’ that are talked of as frequently as are mentors. | studied with people whom | admired and respeded and whose
memory | cherish and dten recdl; but | had noparticular wish to be exadly or even approximately like them, to emulate
any o them in any particularities. They were quite human, and from ead o them | leaned—by olservation and by
though—not only abou strengths for the work at hand bu also abou the weaknesses and ineptitudes and folli es that
beset even the nicest and most capable and successul people. | didn't want to be like ay o those “‘role models'—I
wanted to be abetter teader anda
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better reseacher than even they were. What | learned from them that was of most value to me, | believe, was the faith
that if one did ore's present job well enough,then goodthings would happen to ore. | also learned from them contempt
for academic and aher pdliti cking, for attempts to finagle the outward appeaances of successwithou the substance

| certainly had nomentor who prepared me for an administrative paosition. Quite the wrtrary, | was trained to an ethos
in which administration is en as an inferior pursuit to the teading and schoarship that it exists to suppat. My most
cherished and devoted *“mentors” could na understand it when | took up éaning; they wished me well, of course, but it
was clea that they were ayhast and hoped soonto seeme recover my senses.

I’m not entirely alone in believing that mentoring is what learners do for themselves by olserving and bythinking, nd
what anyore dse can dofor someone who wants to learn. Among the most surprising and cherished compliments | have
ever recaved were afew from people | have liked and admired and who thanked me for what they had learned from me
abou administration. Beyond any douli, however, they leaned whatever it was entirely by themselves. I’ ve never had
the presumption to attempt to gve alviceto ahers about such matters (except, of course, when I’ m occasionall y asked to
discuss ®me spedfic and interesting a knotty problem; or when | write my memoirs). I'm clea abou a few of the
things | wanted to doas dean: to maintain a perspedive gpropriate to a member of the faaulty, to ad out of principle and
not expediency or for popuarity’s sske, to keep personal biases as much ou of my dedsions as possble, to pu doingthe
job ahead o keeping the job. But surely those ae dl obvious things, are they nat? And I'm much more aware of the
times when | failed to behave like that than | am of having exemplified those ideds. If others leaned from me ay
particularities abou the *“nuts and bdts’ of administration, | can’t imagine what they might be. Thase who benefited
from havingme & a‘“mentor” did so because
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they didn't need a mentor—they leaned for themselves, in an environment that happened to include me.

| like to think of myself as an individual, identifiably different from others, including aherswho hdd similar jobs; and
if I can find satisfadion from things I’ ve dore, it is when | believe that there ae things I’ ve dore that others might not
have. Of course, | did aayuire from outside of myself certain ideds against which to measure my performance, bu |
aquired those ideds for myself and nd from conscious or deliberate instruction by dhers. | learned contempt for sham
from some of my teaders, na because they preaded that, but because they exemplified it; and | learned it probably less
from any of my teaders than from the grea people &bou whom | read and head.

| like to think of women also as individuals, and | like to think of them as being as cgpable & anyore dse of learning
from everything to which they are exposed, throughreading as well as throughliving.| like to think that women are &
cgpable & men o devotionto intelledual adivity and what that entail s—all things to which gender is entirely irrelevant.
Those things to which gender isrelevant are dso periphera to the acaemic life and must be resolved by ead individual
woman for herself, just as they must be resolved by ead individual man for himself: to marry or nat; to have dildren o
not, and if so, when; how to arganize housework, vacdions, socia life, and so forth. One who can be afirst-rate
philosopher, say, can surely take those sorts of isaues in stride. Quite avalid saying, | think, is, ‘' If you want something
to get dore, ask a busy man to doit.” That gender is irrelevant to that aphaism is ill ustrated by the finding’ that in
acaleme the married women with children are & least as productive & the dildless married women o the unmarried
women.

Women are individuals; and the qualiti es desired in acalemics and administrators are in any case so rare that it is
individually striking qualiti es that court most, or shoud court most. There ae many men, after al, abou whom one
might say, ““If’ only they’d had the right mentor . . .”; but would it even or ever
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be true?Do we redly want in resporsible pasiti ons people who dorit have what it takesto learn for themselves? Some of
the worst administrators I’ ve known suffered from inseaurity and ladk of self-confidence,’ and thereby made wurtless
others suffer mal-administration. If someone doesn’t fed realy for a particular job, indeed, feds the need for a mentor,
shoud that person ever be gpanted to that job?

That’'s what | dislike most about this myth of mentoring, that it discourts what one can oy do for oneself and what
one ough to do for oneself. Making a caee means making oreself cgpable of doing the jobs one dms to seaure.
Beoming so cgoable, like dl leaning, is the result of one's own adivity and nd of instruction by dhers; it is 9 with
students in formal classes, and it is aurely so in ather matters of leaning. Administrators can benefit from a haost of
things: from understanding what moves people, from knowing what has been though abou education, from knowing
themselves, from having information abou the widest range of topics and dsciplines... there can hardly be apieceof
knowledge, or an insight, or a person encourtered, a an event experienced that canna be drawn onfor useful help when
one tries to do an administrative job. No mentor can substitute for such yeas of adive leaning. Perhaps a mentor can
give afinishing dossof some sort, but not to a product that doesn’t yet exist. Sadly, the talk of mentoring seamsto come
mainly from or abou those who have hardly yet gat their fee wet.

* * * * *

“lsn’t it wonderful,” she said to me, ‘‘that there ae mnferences like this to help people get ready from the very
beginning for an administrative caea?”

For once, | was absolutely and urcompromisingly urtruthful: “Yes,” | said, “itis.”

| was newly adean, at aworkshopfor new deans; and there was being held at the same time and dace a onferencefor
“future aministrators’; and some of the sessons were jointly for participants in bah conferences. She was an assstant
tothe
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dean, threeyeas out of graduate schod andtwo yeas into afaaulty position. She had no grticular interest in teading o
in dang reseach; she wanted to administer people who were doing those things. | though it would be ectraordinary if
she could ever lean, from the outside so to spedk, what universities ought to be a&ou. | doult that she—or anyore
else—could aayuire aproper empathy with good pofessors withou having keen ore herself, and | further believe that
such empathy stands administrators in goodstead. Things being as they are, however, she will undoultedly get the jobs
she think she wants, and perhaps dhe will do them nat much more badly than some who have had a more gpropriate
preparation for them.

* * * * *

Beaoming cegpable of doingajobisonly onething, d course; making ahers take note is another. But the two are dosely
linked, as they ought to be. Successin teading and research, dus sme common sense and interest in athers, make one
patentially a cgable aministrator; and success in reseach automaticdly brings one to the dtention d others.
Admittedly, mentors can be diredly helpful here, but again orly if youthe-product already exist. It can be helpful to be
nominated for a pasition bywell-known people, but nat if you dort measure up to the terms of the nomination. If you do
measure up, then youwill i n any case have met people who can make the desired namination.

It is just the same with women as with men, it seams to me: the cgable ones get on with the job and the others
complain that they are being hindered or discriminated againgt, if only through na being helped with their *“ professonal
development.”” | think also that the women’s movement isin some respeds like the ealier student revolt against redity:
a few articulate middie-classliberas, ideologicaly crippled, converted their individual frustrations into a bill of goods
that academe bouglt for a while. But individud qualities and merit still court, and always will. (I'rn broadminded
enoughto admit, howvever, that the disasters wrough have had some beneficial side dfeds:
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the caable women, who rever complained in the first place ad who rarely joined the movement, are being recognized
more readily nowadays.)

Mentors can’'t do all the things you hea they can do for you. Moreover, as Kenneth Mellanby hes remarked, in
retrosped we mme to redizethat our mentors had tongues of clay.

Notes

1. | dways foundit inconguous when lesbians on ou faallty caried onabou the need for more women faaulty to serve arole
models for the students.

2. Tessa Bladkstone, *‘ The Scarce Academics,” Times Higher Education Suppement, 16 March 1973 p. 13; Jonathan R. Cole and
Harriet Zuckerman, “ Marriage, Motherhoodand Reseach Performancein Science” Scientific American, February 1987 pp. 119-25.

3. They had na an inferiority complex but an inferiority simplex: they felt inferior to athers and indeed they were.
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Public Forum

One day, qute ealy in my tenure & dean, my seaetary came into the room: “ There's a student on the phore, and |
chedked, sheredly does nedl to talk to you personaly for a minute. She's saetary of some student group, | didn't catch
the name, and they want to put on a pubdic forum and cdled to ask whether you' d be willi ng to be moderator for them.”

Clealy this was smething a dean ougti to be ready to do.l picked upthe recaver and said: *‘Hell o, yes, my seaetary
told me what it’s abou. I' Il be happyto doit aslongas the time you're planning onis posdble for me.”

“Oh, wonderful, thank you;” | head. **We thougt we'd gve you denty of natice it’s dill some time avay, and we
want to set the atual date so that it will definitely be convenient for you.” So we settled ona spedfic date and arranged
that she would drop bythe office soonto gve me further detail s.

A few days later, Irene cane to seeme. She was aetary of the Gay Students Alli ance, and they were planning a Gay
AwarenessFestival; the pulic forum was to be apanel of several homosexuals, male and female, some of whom had na
previously ““come out of the doset” and who would explain and dscussthe subtle @& well as overt discrimination to
which gayswere exposed. There would be comments and qgestions from
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the audience, and so they had particularly wanted someone with dfficial standing, like the dean, to be moderator in case
any rowdies showed up.

“And d course,” she asaured me, “when | introducethe panel and you,I’ Il make dea that you youself are not gay.”

After she left, | made myself a promise that in future | would get all details abou whatever | was being asked to do
before agreangto doit.

| have rather old-fashioned views: | regard hamosexudlity as an aberration a illness na as an “‘equaly valid
life-style” or whatever the aurrent euphemism may be. As with many aberrations and ill nesses, | do nd necessarily hadd
the individual resporsible for being ill, and | do nd believe that illnessis criminal. Again as with many ill nesses, |
beli eve that some mixture of genetic or hereditary predisposition combines with environmental expaosure to produce the
adua condtion: | susped that some people ae fated esentially from birth (or even before) to have homosexual
inclinations, that others are molded strongdy in that diredion throughealy up-bringing, and that some others pradice
homosexuality almost purely as a matter of choice (in prison a in the amed services, for example). | also believe that
life offers to hamosexuals certain dfficulties in addition to those life off ers the rest of us, and therefore—if for no aher
reason—any gven individua is better off being heterosexua than hamosexual; | believe, too, that anyone who hes a
choicein the matter had better opt for heterosexuality. | worry that the oppasite dhoice may be made by a larger number
than atherwise, if they are exposed at a aucial time or age to articulate, well-meaning, rice gays who push the view that
theirs is a ommpletely viable and legitimate and truly “alternative” life-style. Thus | am nat entirely in sympathy with
gay student alliances, gay awareness festivals, or pulic forums to explain the validity of the gay life-style. | don't
approve of proselytizing by gys; and | think it’s very difficult to draw a line between free speed abou civil rights for
gays and the tendency for the life-style to
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be presented as osmething that it would be perfedly all right for anyore to chocse.

But those sentiments belongto me & an individual, na to mein the role of dean. I-the-dean ough to trea in the same
way all official student organizations, na influenced by the prejudices that I-the-man happen to pesssss Just as my
personally jaundced view of fraternities gives me no right to dscriminate ayainst them through dficial decana adion,
so too, if the dean is prepared to be moderator for a student group,the dean must be ready to be moderator for any and all
student groups. Actually, even had | known beforehand predsely what occasion | was being asked to attend, | would
have agredd.

* * * * *

At the panel discusson, Irene gave agoodintroduction. She told the audience that the GSA had planned the forum to
show the pubic that gays were just like other people: the stereotypes of effeminate men and masculine women were
quite misleading, applicable if at all to oy a very small sample; most homosexuals could na be identified throughtheir
appeaance or pubic behavior. And then, goodto her word, Irene said that she had promised to make dea that | was
serving as moderator only onacmurt of my decanal position,andthat | was nat myself a homosexual.

In my subsequent brief remarks | commented that prejudice ajainst gays ran deegoer than perhaps even Irene herself
redized; that despite their protestations, gays themselves do gve some aedenceto the ammmon stereotypes.

“For instance, Irene has just told youthat no ore, including cays themselves, can by appeaance or puldic behavior
identify another person as gay. And Irene was also goodenoughto tell you that | am not myself homosexual. How, |
wonder, can she know?”’

It was one of my better lines, and poduced a gratifying resporse. When the gplause had ded down, | risked ancther
purch line: **And, no,I’m nat goingto tell you.”

* * * * *
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I’ve said that I-the-dean redly had no option bu to accet the invitation to moderate that panel. Would I-the-man have
accepted such an invitation? I’ m nat all that sure that | know myself, but in any case I' m not going to tell you. The point
of this dory is intended to be not only that personal biases fhoud na influence official adions, but also that I-the-dean
could na afford to reved what prejudices I-the-man happened to pessess—for no ore would then believe that | could
control them in my official adivities. So as dean | found myself able to confide least in ahers predsely on those
occasions when | most wanted to get personal coursel, to talk things throughwith some disinterested human being.

A dean qua dean has no friends, and a dean qua dean encourters no dsinterested people. A dean cannd be apersonal
friend to any of the department chairs, lest the others susped favoritism toward that department. A dean canna, of
course, pradice personal friendship with any members of the faaulty, because that would make the dairs of those
departments nervous. A dean canna fully confide in the vice-president lest the latter second-guessthe dean’ s judgments.
And adean canna confide fully in the deans of the other coll eges in the same university, since they must always be in
some part competitors for budget, space and aher things. So it is indeed a lonely job, lonelier in pradice than | had
anticipated even thoughthese generaliti es had been fairly clea to me from the outset. And | think now that it must also
be a much more difficult job for some one who is other-direded than for someone who was educaed to be
tradition-direded or inner-direded.

At any rate, | knew that | had to pradice self-restraint with my purely personal opinions, espedally abou the touchier
sub jeds. For example, ou various women’'s groups knew | was a male and therefore knew already, withou any help
from me, that | was prejudiced against their cause and against their spedfic cases. | didn't need to exacebate matters by,
for instance flaunting ore of my favorite quades, from the late senator Sam Ervin regarding the Equal Rights
Amendment: one shoud vate
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for the latter, Ervin orcesaid, orly if one believed that God made amistake in that he aeaed two sexes.

Even when | though | was pasitively helping the women’s causes | found my adions liable to be misunderstood.
Typicdly the groups on ou campus were founded by the younger and more radicad women: instructors and gaduate
students and urtenured asgstant professors were much more adive than the tenured and senior women. In consequence,
some of the cdls for adion tended to the naively extreme, as for instance the pulicly offered suggestion that half the
deans be asked to resign within the next few yeas  that women could be gopanted in their stead.

It seemed to me that such ill -considered propasals puldicly made by groups profesang to spea for all the women on
the staff and faaulty could oy damage the adual women's cause. So | took to suggesting, to some of our senior women
when | encountered them, that perhaps if they took a more adive part in these organizations it would be of benefit all
around. After some time, ore of them told me that the game was up: word had gdten aroundthat the dean was trying to
get his croniesto infilt rate the women'’s groups.

Note

1. What would Ervin have said, | can orly wonder, abou the feminists who claim that *‘the rules of the acaemic game have been
defined by men, and... women therefore fed profoundy outside (and we are not using the terms ‘women’ and ‘men’ as biological
categories, but assume that we all agreethat these are primarily social constructs)” (emphasis added) (Steven Rose, ed., Towards a
Liberatory Biology, London Allison and Busby, 1982 p. 15; quaed in Gisela T. Kaplan, ** Coming Up with Bright Ideas: Women in
Academia,” Vestes (The Australian Universities' Review), 28, no. 2 [1985: 19-22). Such ndions are dso discussed, for example, in
reviews by Alison M. Jaggar and Carol Sternhell, New York Times Book Review, 3 May 1987, p. 3. To be horest, though | must admit
that my friends and | had harbored
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similar sentiments when we first started ou carees in acaleme: we though it was run by a bunch of old women, and quite
obviously we were using that term as a social construct and nd asabiologicd caegory.
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Conflicts of I nterest

“Professor Brien continues to perform superbly in all ways,” it was my pleasure to read. *‘ Her reseach is extremely
productive and is attrading favorable national attention. She is equall y effedive in the dassoom, and her serviceto the
department sets high standards of enthusiastic profesgonalism.”

| was perusing the faaulty evaluations that our chairs ®nt me eat yea, and | had come to ore of the most
enthusiastic. Professor Brien had been just as outspoken in her praise of her chair (al faaulty were periodicdly invited to
tell me of their satisfadion a otherwise with the departmental |eadership): ** Profeswor Derek is an oustanding chairman.
His shdarly productivity sets a marvelous example for al of us, yet he is also urstinting in his devotion to the
department’ s colledive welfare. Heisfair and suppative.” Andso on.

This was al very gratifying, d course, bu it struck me & a little odd, a little disingenuows—for in private life
Profesoors Brien and Derek were wife and husband. How, | wondered, could they imagine that they were equipped to
render impartial judgments onead ather?

There were other coupes, | hasten to add, who hended with much more insight and sophistication the separation that
would sean to be cdl ed for when two people who are enctionally
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committed to ore another interad also in professonal adivities. On occasion, people who were simply personal and
platonic friends had asked to be relieved of assgnments that would have required them to make judgments abou one
ancther, for tenure or in disputes between a professor and a student, for example. But in a few cases | was confronted
with people who seemed na to understand the delicagy of these situations: first, no human being can be sure that
personal fedings for a friend a lover will not get in the way of being impartial abou that person’s abiliti es and
achievements; seand,even if oneis cgpable of exercising such superhuman oljedivity, the rest of the community is not
likely to believe it, and the appearance of impartial deasion-making is quite & important as the fad that the dedsions
are readied impartially.

More and more frequently, we had to talk abou these matters and related ores. We might want to hire someone who
would nd join us unlessthe spouse dso foundemployment: would it be proper to pul some strings to make that happen?
On the one hand, AA/EEO procedures made it mandatory to advertise openly every position: would it be in the proper
spirit to draw up an advertisement uniquely shaped for the spouse of someone we wanted to hire? Would it be in the
proper spirit when the spouse was a man, and this was the only way in which we could hire an able woman, particularly
in afield where women are scarce?But if we did it in that case, could we refuse to doit when the spouse happened to be
awoman? What if the mupde were not married bu were living together? If we did hire a ougde in this way, what could
or shoud we do if the coupe separated after we had hired them? Would we begin to seemarriages of convenience used
not for the traditional purpases but to oltain academic positions? If we were agreed that we shoud dothis ort of hiring,
what if the coupe were of the same biologicd sex?

Quite evidently, no written pdicies can be evolved to cover situations of this srt, if only because the relationship
between two people caana be guaranteal to remain the same over any
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period d time and because the dosenessof such relationships ranges over a mntinuum and canna be cdegorized into a
few nea classes quch as ““married” and ‘“not married.” So everything depends ultimately on the sensitivity and sense of
propriety of the individuals concerned. On a number of occasions | wished that everyone shared the understanding o
how to ke personal and professonal adivities separate that was exemplified, for instance, by President Harry Truman:
As the story goes, someone who was visiting Truman in the Oval Office was ushered in just as Truman was taking a
postage stamp ou of his wallet and affixing it to an envelope. The visitor expressed surprise, having kelieved that the
White House enjoyed franking privileges. **Ah, yes,” responded Truman, *‘but this is a letter to my daughter, and the
franking privil eges belongto the president of the United States.”

* * * * *

Corflicts exist not only between personal and professona adivities but between dfferent sorts of professonal
resporsibiliti es. The principle of academic freedom reaognizes that the devotion and loyalty of acalemics go first to the
seach for truth and undrstanding in their subjeds. If a @nflict shoud arise between that and someone dse's view of
what the department or the university require, the rights of professors to follow their disciplinary conscience is
safeguarded under the rubric of acalemic freedom. A profesor's loyalty to department or university is smewhat
condtional, therefore, and can be demanded orly where there is no corflict between that loyalty and what the professor
judges to be acaemicdly sound. To take abana example, no matter how important to the university the president
happens to think it is that some football player remain eligible to play, the president must not ask that a grade be recorded
that does nat properly refled the ahlete’ s acalemic performance

Professors who take up administering also leave the aenain which ore enjoys acalemic freedom. Every administrator
must ad within the bounds of institutional pdlicy; andthe chain of
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administrative command also requires that administrators pradice personal loyalty to those to whom they are acourtable
as well as toward those who are acourtable to them. A dean must be loya to the vice-president (and thereby to the
president) and also to the department chairs and assciates and assstants and dher staff. If ever thereis an irreconcilable
conflict between thaose loyalties, orly one honaable option presents itself. Thus, disloyalty may be proper grounds for
removing an administrator," whereasit is not proper grounds for removing a professor.

* * * * *

At times, there might seem to be cnflicts between a professor’s individual professonal adivities and the well-being
of the department. Thus it was quite fashionable, na so long ago when grants were to be had for the asking (or were
suppased to be available for the asking), to deplore the behavior of acalemic entrepreneurs who were said to be on
campus barely long enoughto med the occasional class in between their junkets to Washington and their various
conferences. How many living examples of this could have been found, o does not of course know; that there were
ever whole departments compased of such people, | seriously doult. In the main, most every department shoud count
itself fortunate to have afew such adive and dstinguished people, andit ough to be happy to arrange its work to read a
ressonable acommodation with them.

At any rate, the suppased disloyalty of such entrepreneurs to department and to uriversity used to be astandard source
of tut-tutting in departmental corridors and in the media. | am not aware, however, that anything hes been said about the
deplorable situation that obtains when the very oppaite isthe cae, situations that do at times adually exist: departments
whose members are dl so concerned (suppasedly) with the welfare of the department that they have no time or energy
left to doany individual work of their own. | came to regard it as a red flag when a professor would say to me, “All |
want isto dowhat’s goodfor the department...... " One or two departments semed to be in a mnstant state of revising
their curriculum, changing
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requirements for undergraduate and graduate degrees, altering committee resporsibiliti es and compaosition, and the like,
while schdarly adivity was nat much in evidence.

Asin al things, the path of moderation would sean to be the soundest here. But if it had to come to a choice between
two extremes, | would prefer a department of selfish entrepreneurs to ore consisting entirely of self-proclaimedly selfless
and pubdi c-spirited mediocriti es.

Note

1. | recdl an associate department chair, named Arrow, let us say, who dsagreed with me aou that. He and his boss the dair,
held oppaite views abou a number of things: how permisdve to be with the office staff, how often faaulty medings soud be held,
what subspedalties the department shoud emphasize The chair was realy to fire Arrow because the latter was making Hs views
pubic and was openly critizing those held by the chair. | talked with Arrow, pointing ou the different role an administrator played
than a professor, and | urged him to mend his ways or to resign. | was abashed, a week later, when | recaved a written resporse:
Arrow thanked me for having made these mmplexities clea to him; ** paradoxicdly,” he went on, *‘it has made my resolve firmer to
keep the position and to fight for what | believe to beright.”

So he wasfired.
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“l Don't Wantto Leave, But . . ”

“l redly dorit want to leave,” hesaid, “but...”

And | prepared myself to be insufferably bored. Not that this ort of conversationtook dace 8 that often, bu when it
did it was always © predsely the same. Most other occasions had at least dight individual variations, bu these
invitations to match off ers from other universiti es were always the same: | head the same non sequiturs, the same bluster
and reively shamelessdisplay of vanity, and, keneah that, the same self-doult.

We dways talked past one ancther since we began with fundamentally oppasite &titudes toward the situation. | had
long tried to make plain, to faaulty and to department chairs, that | disliked as well as disapproved of attempts to get
more here by arranging for an dfer from over there, and that | was not prepared to enter into such haggling. However, as
with many ather words from deans, these fell on ced eas. The old myth des hard, that the way to get ahead isto get
offers and wse them as bargaining chips. Social scientists in particular seam to accet this mythology as fad, perhaps
because they regard everything as entirely pditicd. Yet it was two o their number who exposed this particular myth
longago.

In asense, of course, it istrue that one way to get ahead isto get offers; but only if getting ahead means to youlittle
more
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than higher salaries, and if you are prepared to accept the off ers as they come andto pu up with the disruption d moving
every few yeas, andif you dorit mind the reputation youll aayuire, that of someone who tries to make everything count
for a bit more than it’s redly worth, d someone whose work is of ephemeral rather than lasting value. If, however, you
think that offers from other places can easily be cashed in for more dall ars at home, youare likely to be disappadnted ?

* * * * *

By the time this conversation would take place Professor John Doe’ had evolved such a fixed pasition that he could
not give an inch onanything. He was  sure that he had only to bring me the offer in arder to get it matched; indeed, he
had already dedded what he was going to dowith thase alditional ddlars, and in fad had likely made promises about
that to hisfamily. Too, he had longtried to convince himself that we had been short-changing im, as was now proven by
the other offer, so that clealy he was worth what was being dfered nav from SomeplaceElse. Since he knew we were
bound, bythe rules of the game, to ‘“match the offer,” he dso knew that he could chocse to enjoy the higher salary
withou experiencing the csts of a move. When he then found that we would na match the offer, he was deely
shocked; and ou failure to do so further hardened his belief that here he was smply na appredated ““at his market
value.”

In effed, it seems to me, the dedsion to leare had aready been made, albeit implicitly and subconsciously only.
Professor Doe had though much abou al the ways he was being shown and promised appredation at SomeplaceElse, in
contrast to being taken for granted and treaed at less than true value here; and so he presented his demands in such
truculent detail and so self-righteously that he auld na badk off if any of the demands were refused. More than ore John
Doe left, to my certain knowvledge being sorry to leave but having no opion, having painted hmself into the proverbial
corner.
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And orce gain, it seems to me, other-dirededness is close to the root of the matter. These bargaining profeswors
appeaed to be other-direded in the extreme: they displayed no dher sense of what their work might be worth than the
overtly expressed opnions of others; they seaned to have no aher sense of their own worth than the opinions of others;
and it made me no happier for or abou them that they seemed so ready to have their worth measured in ddlars per yea.
Despite their bluster, their projedion d what some might take & inordinate self-confidence they didn't redly know
whether they were dl that good their harping on nunbers of pubicaions, excdlence of journals, invitations to ledure
and to chair sessons—all that was as much to convince themselves as it was to convince me.* So when an doffer acually
came their way, it was proof for themselves, and served to make their attitude intransigent in the subsequent
conversation. And here is also the roat of the genuine desire not to have to accept the offer: the underlying fea that if
they moved they would be expeded to live upto avaluation d themselves which they suspeded to exceal the redity.

This diagnasis fits with my nation that the degree of other-diredednesstends to vary by dscipline. Many more social
scientists and somewhat more humanists behaved and sought to bargain thus than dd artists, mathematicians, or
scientists. And onthe few occasions that some of the latter brought up the isaue, it went rather differently. **Look,” one
of them said to me once “I' d just like to talk with you,to help me think it throughas much as anything, and perhaps to
get your advice or guess abou longterm prospeds here. My work has gore very well lately, better than most of my
colleagues or my chair seem to redize Some friends of mine in ather places have started to hint that they’re goingto try
to get me there. But I’ m happy here, | can domy work, | like the environment, my family likesthe aea | just don't want
to get into a situation where | can’'t explain to my wife why | refuse to move to a placewith a higher reputation that also
isofferingamuch higher salary.”
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Or, ona muge of occasions, we were derted to impending dfers not by the people cmncerned bu by their coll eagues.
Such approaches | genuinely welcomed, because some of the best people do develop so rapidly that one can scarcdy
remain acarately aware of it: there can be alag of yeas before anational reputation gained in some subspedalty by an
asgstant or youngassociate professor becomes common knavledge & home, particularly if the personis more concerned
with the work than with blowing a trumpet abou it. So these forewarnings were valuable, and several times we were &le
to bring ou locd vauationinto line with the disciplinary one quickly enough.

But in the mnversations with the blustering ores who krandished their offers as they entered the office, | hardly ever
managed to read any acaommodation. With a wave of the hand they would dismissal the significant advantages of
staying, all the reasons that adually made them wish nd to have to move: better library resources, perhaps, or better
computing services, or advantageous arrangements abou *‘ overhead” on gants, or the high degreeof flexibility we had
achieved ower yeas of effort regarding travel, leaves, teading assgnments—all the things that made it an attradive
placeto work and live were waved aside; that our fringe benefits were often more than competiti ve was also waved aside.
Profesor Doe regarded it as his right to have matched the salary ddlars that were being dfered at SomeplaceElse, to
have his cake andto ed it too.

| used to pant out that offers are never, as they pu it, “at market value’: offers are dways sgnificantly above
“market value.”® When Someplace Else wants a quantitatively oriented computer-using whiz who can also work in
spedalties A and B, it has no ged number of possble candidates anong whom to chocse. If one of them is our John
Doe, then SomeplaceElse will pull out al stops to get him: offer a big salary increase and whatever perks they can,
considerably more than they do for John Dour who is just as good bu who is already onthe faaulty at SomeplaceElse.
(We, of course, dothe same thing ouselves.) Naturally that creaes an inequity so far as bhnDour is con
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ceaned, bu one handes that as one can, perhaps by gving Dour substantially larger raises than Doe for afew yeas once
Doe is safely on bard. All potential employers know that a move sts a person even more than expeded beforehand,
sometimes many thousands of ddll ars, at times an urfavorable change in mortgage rates, and as much as ayea or two of
disruption d one' sreseach. Consequently, the off er hasto ouweigh thase manifest disadvantages.

Sometimes | was able to get Professor Doe to recogrize the general validity of these points, bu he would never go so
far asto apply those generaliti esto his own case; he still believed that we shoud * match the offer.”

“If we matched the offer,” | would say, ‘“we would be aeaing here the same inequities that I’ ve just been talking
about, ddng something extraordinary for you bu not for the best of your other coll eagues just becaise they happen na to
have a arrent offer. Then they would seeno aher way to corred the inequiti es than to arrange for off ers themselves and
bring them to me for matching.”

The typicd reply to that, of course, would be, ** Perhaps 9, bu that’s your problem, na mine. Mineisto get paid what
I’m worth.”

Which was approximately where we had come in.

At times, Professor Doe muld be more demonstrably irrational even than that: for instance waving an off er from some
“rapidly developing’ NoplaceElse that included a named chair and a halved teading load to someone we had berely
dedded to tenure and might not tenure again, gven the chance from a “rapidly developing’ NoplaceElse that might,
with grea good luck, make it in a few decales into the lesgue just below ours. Whereas on many cther occasions
Profesor Doe could be very clea abou the high status of our university, when it came to dffers he muld seeonly the
ddlar signs.

A few times | was even told that | shoud match, onan acalemic-yea basis (that is, for nine months of service), what
was being dfered by SomeplaceElse for a cdendar-yea appant-



“| Don't Want to Leave But . . .** 95

ment (that is, for eleven months of service, the full yea lessa month’'s hdiday). *“But,” | would pdnt out, ““you can
make dmost that much here right now, with summer salary from grants or teading; and rext yea with oy a normal
raise you can make more than that here in that wav.”

Oh, bu “it’s guaranteed for me there. | don't redly want to tead summers, and you knaev what’s happened to federal
grants, even the best people in ou field can’'t aways get summer suppat nowadays.”

And | would think to myself, So much for how good youredly are. Can you, | wonder, hea what you are saying?
Aloud, havever, | say, **What abou your duties there during the summer? You wouldn't have it free & you do lere, to
choose for yourself eadh yea whether to doresearch o to tead or just to reauperate and recharge.”

But that hardly ever worked either.

Knowing hav these conwversations tended to go, a few times | tried a shortcut. After the standard opening, ‘1 don't
want to leave,” | interrupted immediately: “I' m redly glad to hea that, we dorit want you to lease ather, and I'm glad
that you ve redized the longterm advantages of nat moving do otweigh these one-shat deds that other places tend to
offer. Tell me, how are things goingin ather ways?’

But | never did get away with that; we dways had to gothroughessentiall y the same boring rigmarole.

* * * * *

Professor Doe would, o course, complain about his salary or his raise even withou having an offer to wave.’ That
salaries were pulic information, a at least could al be obtained if one tried hard enough, @turally helped enormously.
The followingis the unvarnished truth:

“Last yea,” Professor Doe said to me, ‘1 was © pleased with my raise that | made apoint of thanking the dhairman;
and you knav | don't often dothat.”” (No, indeed you dont, | though, for this particular John Doe had a well -deserved
reputation for
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curmudgeonly behavior.) “But now I’ ve just seen what others got, and I’ m madder than hell .”

Not much that I'd be &leto do tere, | recognized, bu temporizing rever hurt, so | asked, *“How did you happen to
come acossthose mmparisons?”

“Oh,” hereplied, “‘1 foundthem in my mailbox. Someone had typed ou alist of people and salaries and last yea's
raises, and | was nea the bottom. Of course, na everyone was listed, it seemed like @ou half of the faaulty only, bu
even if the other raises were dl | ower than mine, it would still only be average & best.”

How charming! One of his pulic-spirited colleagues, | leaned later, had prepared a caefully drawn list and hed
distributed it also seledively, with the predictable result and apparently sole purpose that a few individuals would fed
denigrated. Unfortunately, we totally lad mechanisms or sanctions for deding with people who dothat sort of thing.

I’'m so dd-fashioned that some regard me & positively quaint where money is concerned. | fed goodso longas my
family doesn’t want for necessties and a few comforts and seems reasonably content, and so long as that results from
spending less than my income, even ore penny less | buy a new car (adually a new one for me, bu used by ahers
beforehand) when the old ore begins to spend so much time in the repair shopthat it gets frustrating. Every time | was
reminded abou my salary while | was dill dean, | would fed embarrassed and guilty. | fed sorry for anyone who daesn’t
work in a university. And so on. Quaint, | admit: apparently the normal thing is to be other-direded, na to know you
have blessngs unlessothers paint them out; nat to knav indeed whether you are well or badly off except by comparing
yourself and what you have with athers and what they have.

“Here | am,” Assciate Professor Turk Youngwould expostulate, * one of the most visible people in the department”
(and nd only in the way youmean it, would flit acossmy mind),
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“and I’'m making thousands lessthan dd Fuddy Duddy,who hasn’'t done anything for yeas and ddn't do al that much
then.”

Turk Youngmight often be ahumanist but he was rarely humane. Appredation for old-timers| foundto be sadly rare;
few seaned to be avare (as | often made myself aware) that those old-timers had prepared the way for us. No matter how
much ** better”” we might be now than they were then, we wouldn't be quite @ good nav if their efforts had na been as
good as they were. The old-timers were now getting lower salary raises, they had heavier teading loads, and they did
much of the scut work for us. Did they have to be overtly denigrated too? Can boys redly only cometo fed like men by
killi ng their fathers?

“You nav make $2,500lessthan Fuddy Duddy,’ | would say, after cheding what the figures adually were. *“ That's
not even ayea’ sraise for you. He gets lower raises nowadays, so in just afew yeasyou Il have caight up.” (In saary, |
would think to myself, na in maturity let alone in generosity.) **He's twenty-five yeas your senior, so that differencein
your current salariesis like average raises of $100 fr yea separating you.Obviously that means that we ae paying you
very much more than we ae him, mutatis mutands.”

It was like water off aduck’sbad; the $2,500 nev was all that courted.

“Well look,” | would keep trying, “‘ just when in you opinion shoud you salary have become equal to his? Obviously
when youwere first hired it had to be & a starting salary, and as you knawv our salaries have been guite competitive. And
you have to admit that your annual raises have been substantial. Why even compare yourself to Fuddy Duddy? And if
you do,surely you |l agreethat decales of horest serviceto the university have to court for something.”

Of course Young krew that, which ddn't stop hm from replying, *‘But we're aresearch university, aren't we?’ And
SO on.

Other-diredednessonce gain, it seems to me. It canna be the adual monetary value of the salary differential that
courts, for the Professors Doe and Y oung kecome outraged over dif-
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ferences of afew hunded ddlars, over salaries that differ by afradion d asinge yea’sraise, and espedally that some
of their colleagues “clealy’” get more than they ‘‘deserve.” By how much is not the point, and sometimes it even
seamed to me that a Turk Youngwould have been quite happy if | had somehow lowered Fuddy Duddy s slary rather
than raising Hs own. What can that mean except that Doe and Y oung measure their own worth by hav much they are
paid? And, that being so, it beaomes sadly clea that they could never be paid qute enoughto make them fed properly
seaure and self-confident.

On a wude of occasions, though, Professor Doe would spes to me in absolute terms and nd on the basis of
comparisons with his colleagues. ‘I’ ve gat four children,” he would say, “‘and I'll never be ale to pu them through
college, I' Il haveto leave the professonif you can’t help me.”

Then | would show the flexihility that a dean must have, by invoking comparisons myself. *‘1 do sympathize” | would
asare Doe, “but adually your salary looks pretty good bynational averages for your discipline and rank. Of course |
agreethat it ouglht to be different in academe, starting salaries have lagged miserably behind inflation; we' ve managed to
stay competitive with ather universities, bu that’'s abou it. | know it’s lessthan would be desirable, bu we're dl ina
market econamy,” and so on. Thus | tried to bring them gently to some semblance of fadng redity; only rarely did |
confront them with it bluntly—though | was srely tempted when ore Turk Young even showed me a detailed
itemization d his monthly househad budget. Intended to demonstrate that he redly neaded more, its effed on me was
the oppasite when | saw that his mortgage payments excealed mine by a fador of two. He explained that he needed such
a seamingly extravagant property because his children needed to have horses. Anather large item in his budget was the
monthly ched to aformer wife.

It was the dean’s job, it seemed to me, to try to mollify the better faaulty at least, to try to comfort and even inspire
them when they felt down. It was nat the dean’ sjob to tell them that
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they were immature, irresporsible, and urredistic, which was, however, what | though on many such occasions. | had
been brough upin the knowledge that debt meant ruin; it was a cat-iron rule to spend lessthan ore’ sincome. | have not
outgrown that ingrained bias, and find that | canna understand the Turk Youngs who lring children into the world
withou knowing hawv to suppat them, or who must have more expensive homes and cars than they can afford. And |
grieve that life provides these examples of what | had though far-fetched when | read Ayn Rand.’

* * * * *

After some experience of complaints abou salaries and raises, | coined the saying, ‘“ Rewarding everything becomes
rewarding nahing.” But Professor Doe never appredated it.

“Look,” | would explain, ““we agreethat your schoarly productivity is just fine, and you reputation and visibility;
that’ swhy you ga such ahandsome raise.”

Ah, handsome perhaps by some measures, but nonpulhi shing Peters had gdten nealy as big araise & had pubishing
Doe.

“Well,” | would courter, “*he's been remgrized for yeas, even ouside the department, as a simply outstanding
teader, ore of the best in the wllege or the whole university, and we surely al agreethat teading ough to be rewarded
too.”

Oh, d course, ‘*but after all, thisis suppcsed to be aresearch university...”

If one measures one's raise only against everybody else's, it is all too easy to conclude that reseach o teading o
serviceis not adequately rewarded: whatever one’s own best or favorite aeaof performance happens to be, it somehow
turns out to be the one that is never adequately rewarded. If' we measure ourselves against others, a merely **average”
raise is taken as tantamount to an insult; anyone who daesn’t get appredably more than ““ average’” clealy isn't very well
thought of.

“Please don't think about it in that way,” | would try; ** ‘average’ is just a mathematicd term, it is not avauation o
your performance. For every raise we avard that is above the ar-
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erage, we have to gve some that are below. Don't think of it as an ‘average’ raise but as the normal raise for people who
are doing atruly commendable job.”

Once | though of a brilli ant analogy: **Please dorit confuse dollar amourts with ou adua appredation d you and
your efforts. It's sort of like with my daughter, who asked me, ‘If you love me, why can’'t | have a cain college? |
explained to her that my love for her is unshakeable, bu that it doesn’t provide the dallars to buy her a ca and help her
runit. So if you'll forgive the analogy, we do very sincerely appredate your efforts, we're proudto have you onthe
faaulty, bu that doesn't mean that we have & much money to distribute in raises as we would redly like to. The two
things are determined by dfferent fadors, and we just never have enoughmoney to dowhat we would redly like with
salaries.”

Try it yourself and seewhether it works better for youthan it ever did for me.

* * * * *

Complaints abou salaries and raises were usually argued on the basis that services rendered ough to be properly
rewarded. Disagreedle & | foundthose @mnversations, unhappy as | was with the dtitudes reveded, till 1 foundit less
distressng than the people who wanted to be rewarded before they had dore something—an approach customarily
expresed under the nation d “incentives.” “If the university wants...” was the formula: if it wants me to pubish, then
it must give me aseaetary and a reseach asgstant and released time from teading and perhaps a summer salary and
travel money too; if it wants me to develop a new course.... Or there were generalizaions: ** The university offers its
faaulty noincentivesto spendtime alvising students.” And so on.

I never succumbed—until now—to the temptation to respond buntly: “ Do we have to provide ‘incentives also to
professors that they will grade honestly; or so that they will kegp au courant with their subjeas? Will professors only do
their jobsif they are given identifiable and extraincentives or rewards for
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every asped of their duties? How abou some incentives from the university for deans to listen to weaisome, na to say
unfouncded, complaints?’

Notes

1. Theodare Caplow and Reecel. McGee The Academic Marketplace, New York: Basic Books, 1958 Garden City, N.Y.: Anchor
Books, 1965

2. Particularly when the offer seans noteworthy orly to the wishfully thinking redpient. One of our faaulty, having keen atenured
asciate for as much as threeyeas, felt amply ready to be promoted to full professor. To help persuade us, he put himself on the
market and then came brandishing what he cdled ““an impressve offer’’ —from a university inferior to ous, to become an urtenured
asciate professor ““with asaurance of ealy consideration for tenure and promotion,” but, as he enphasized, at a much increased
salary (by a few thousand ddlars). He expressed himself as incredulous when neither his chair nor | was siitably impressed. Ancther
youngassciate wanted me to knov how well known he had become nationally, having just been off ered a pasition as an ** advanced
asgstant professor.” ... One persistent complainer adually turned down an offer at a higher rank and at a much higher salary but then
foundit off ensive when we drew the conclusion that he enjoyed clealy compensating condtions with usand ddn't need an “ equity”
raise.

3. | never had a Jane Doe behave thus. Perhaps it is not too simplistic to see & typicdly mado the gggressve behavior of the
offer-brandishers, and ore can only hope that the assertivenesstraining being wged onwomen will stop short of advising them to
behave similarly. As Dame Edith Evans once remarked, **When a woman behaves like aman, why dcesn’t she behave like anice
man?’

4. 1 am reminded of my perpetual surprise that candidates for al sorts of positions sam not to redize how disagreedle an
impresson they produce by offering lengthy anndations intended to demonstrate just how significant their credentials are and hav
well they fit the alvertised pasition. Time and again, for positions ranging from chair to vice-president, | saw applicaions rejeded on
sight by the screening committees because the lengthy covering letters attempted to make
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for us the judgment that could orly be ours to make. An uncerstated applicaion is © much more eiticing: a brief resume, with a
few indications of high quality that no ore awuld miss—for example, the listing o very prestigious people & references. For a senior
faaulty pasition, the most impressve gplicaion | ever saw did nd even include a omplete listing d the candidate’s pubicaions:
instead, there was anicelittl e list of pulications by athers about the candidate’ s notable contributions to the discipline.

5. One Professor Doe began his conversation with me & thoughseeking advice “What shoud ore doif one's market value isten
or twenty thousand ddlars higher than ore’'s slary?’ | fea the numbers had a diff erent impad on me than he intended.

6. It is worth beaing in mind that complaints gem from the complainer’s view of a situation: they do nd necessarily—or even
usualy—indicate that anything reeds fixing. Thus al psychdogists know (in principle, thoughin pradice they apply it as little &
others) that some people seetheir cups to be half full whereas others ethem to be half empty. The experts of administration have
just rediscovered that scientificdly: satisfadion a disstisfadion hes lessto dowith the work environment than with the personality
of the worker. See'' Reseach News—Personality Traits May Predict Worker’s bb Satisfadion,” Chronicle of Higher Education, 10
Deceanber 1986 p. 7.

7. Particularly Atlas Shrugged (New York: Randam House, 1957 and the atempt to establish a utopia by providing ead person
with somebody s perceptions of that person’s nedd, instead of paying people what they can ean as fredy established throughsuppy
and demand.  From ead acording to his abiliti es, to ead acwording to hisneeds,” | had thought to be along-discredited ndion. But
not for everyone, it seems. One of our distinguished professors once brought me, in genuine distress a letter written to him by a
younginstructor in the same department. Had he though, the letter asked, of giving some of his $-high salary to the younger people
in the department who were raising children and couldn’t make ends mee?
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Democracy

“That,” | used to hea quite often from one of my mentors, ‘‘is what puts the mock in democracy.” He would be
referring to imperfedions associated with the workings of committees. Perhaps his favorite ill ustration d that was the
foll owing mennarandum, which he had carefully preserved: *‘ A speda meding d the faaulty... will be held....Business
Discusson d the First Report of the Committee gpanted by the Faaulty to Consider the Seaond Report of the Faaulty’s
Committeeon First Yea Courses (enclosed).”

One notable but lesshumorous occasion had to dowith a Ph.D. candidate. The setting was ancther courtry, where the
custom was for the whale of the graduate faaulty to deliberate over the avard of the degree basing its judgment on
reports from threeor more examiners who hed real the dissertation. This candidate—let’s cal him Brake—was well past
seventy yeas of age. A born gadgetee and inventor, he had made agoodcaee in medicd techndogy and hed also, in
his gare time and as a hobby, aveloped a novel technique in analyticad chemistry; he had published papers on that, and
abook,and hs work was quaed in articles and monogaphs and texts. But Brake had never had a university educaion,
and after hisretirement he dedded to make up for that. So he set to work and was after areasonable
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time avarded a bachelor’s degree Next he set his sghts on adoctorate. He wrote adisertation that was based onseveral
papers he had ealier puldished abou that analyticd technique, and ore of the examiners foundtwo pdnts of difficulty
which he felt compelled to draw to the atention d the faaulty: first, the work was nat new, since Brake had pubi shed
those aticles a number of yeas ago; seoond, the dissertation was written in an dd-fashioned style—in the first person
rather than the third person, which had been customary in scientific aticles and dssertations for severa decales.

My mentor suppated the avard o the degree Brake, he pointed ou, alrealy enjoyed an international reputationin the
field and had dore so for a long time; indeed, the cdibre of his work excealed that of many succesdul recent
dissertations. The matter of written style was surely nat important, as the work was described clealy and fully. Brake, he
suggested, might well be regarded as smilar to the famous Michad Faraday, who also had nd been unversity-educated
but whose name lives in the textbooks andin the designation d one of the unitsin which eledricd charge is measured.

But Faraday, panted ou another member of the faaulty, had never held a Ph.D., so why shoud ore be avarded to
Brake?

Perhaps, suggested my mentor, because it would hona our university to have Brake halding ore of its degrees. We
would be alding prestige @ much to the degree & to Brake asredpient of it.

But the faaulty could na bring itself to concur with the majority of the examiners and to make an exception in this
veritably unique case, and so Brake was never awarded a doctorate.

* * * * *

The onventional wisdom alrealy knaws, of course, that committee deli berations are weaisome and that committee
dedsions can sometimes be painfully inappropriate—* a canel is ahorse designed by a ammmittee” That recognizes the
compromising that takes place anongthe members of most committees, compromising nd only along pditi cd lines but
also among hon
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estly differing ethicd or intell edual viewpaints. Such compromises can produce results that make littl e sense.

Because mmmittees are never of one mind, they need clea guidelines if they are to function appropriately; and clea
guidelines mean written gudelines; and so gowernance by committees, which acaleme seams to think desirable or
necessry, breeds bureaucracy and inflexibility: committees have neither the experience nor the will that occasionally
permits individual administrators to make gpropriate exceptionsto pdicies or procedures.

No matter how | tried, | could na always foreseethe interpretations that might be placed onthe written charges that |
put to committees. | recdl in particular one occasion onwhich my wording turned ou to have been particularly inept and
ambiguots.®

Dr. Spray had na been recommended for tenure, after a series of split votes and confli cting recommendations that led
an appeds committee to suggest that an ad hac committee be enpaneled. | charged that committee & follows: *‘ The
dedsion nd to dfer tenure was crucialy influenced by the belief that Dr. Spray’s interadions with some students have
been unpofessonal; spedficdly, that he used in the dasgoom language (‘f our-letter words’) deaned dff ensive by more
than a negligible numher of students.... The ammmitteeis asked to determine the acairacy of this belief... with aview to
determining whether these dharges constitute ressonable and acairrate grounds for the dedsion nat to recommend
tenure.”” That, | though, was afairly clea charge: had Spray routinely used profanity, as alleged by some complaining
students?

But the committee s findings made me redize that | had na expressed myself clealy enough **Languege that was
both profane and vdgar was used in the dasgoom and wag/is regarded by Dr. Spray as an integral part of his teading
style.... several students made negative comments abou this. Most of those commenting regatively abou his language
went onto be quite positive dou histeating, havever .... Althoughthe lan-
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guage may have been regrettable and unrecessary, only a negligible number of students indicated that they were deeply
offende .... The committee wishes to expressthe difficulty it has had in establishing a de fado code of condict in the
absence of written gudelines....”

* * * * *

Since that occasion, | have never been able to use the word “negligible” with any degree of comfort. Part of my
mistake had been to assume that the committee and | shared certain urspoken, axiomatic presumptions: that it is
unaccetable for a profesor gratuitously to offend even a single student; that the use of profanity in the dassoom is not
necessry for goodteading and is therefore gratuitous. But it is with committees just as it is with computers: ** garbage
in, garbage out.” If the instructions are not unmistakably clea—if the literal meaning is not the same & the intended
meaning—then a wmputer or a mmmittee will deliver an answer to the literal question, nd to the substantively
meaningful one.

Not only the charge to a mmmittee ca influence or determine the outcome, the very ad of establishing a committee
can produwce predictable mnsequences. For instance no committee will find that it serves no function and shoud
therefore be disestablished. Thus, setting upa mwmmittee on affirmative adion ensures that, at least once ayea, there
will be broadcast pious platitudes that we ae not doing enough—entirely irrespedive of what may adually have been
dore (let aone what may be mncevably possble). Further, the news that a particular committee has been establi shed
encourages people to dscover work for it to da the establishing d a grievance mmmitteg for example, ensures not only
that grievances will be lodged bu, more fundamentally, that grievances will be felt. And, al too dten, a committeewill
deliver judgments that flow predictably from its composition: if a grievance @mmitteeis compaosed solely of profesors,
for instance, then it will amost invariably find that malfeasance stems from administrators.
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One of my sadder discoveries as dean was the degreeto which administrators are not seen to be human. For instance, |
found that ouwr standing University Grievance Committee understood ery well that anxieties beset professors but
understood nd at all that administrators too have their anxieties. Several of my department chairs had complained to me
that they were summoned to appea before the committeewithou being told what it was al abou, na even the name of
the individual who hed lodged a complaint; and returally they had buiterflies in the stomadh duing the days or weeks
before the meding eventuated. | met with the committee members and padnted this out to them; and | told them how
caeful | myself tried to be, to let anyore with whom | arranged to med know exadly what the meding was to be eou.’
The committee members were quite anazed: they were acaistomed to sedng themselves as powerlessbecause they had
purely an advisory role, and they saw department chairs and ceans by contrast as powerful. It was revolutionary for them
to contemplate this alleged redity that the dhairs and deans felt themselves threaened by the committeewhich was able,
throughits ““advice” to make big troude for them.

That grievance @mmitteemore than any ather, perhaps, taught me that a committeehas no memory. After | had talked
with its members on that occasion, the ammmitteewas srupuous to let administrators know why they were to appea be-
fore it—until the next acalemic yea began and the mwmmittee aquired a new chair who hed to lean the job from
scratch.

Perhaps because that committee saw professors as powerlessand administrators as powerful, it was very protedive of
profeswors and qute unprotedive of administrators. Thus a professor could lodge a @mplaint, make dlegations and—
presumably—offer suppating evidence, al in total confidence To proted that confidentiality, when we aministrators
were cdl ed onto respond,we were often nd told what evidence had been proff ered—we were expeded to respondto the
charge athoughit had been establi shed. We were, in ather words, guilty until
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proven innccent. Now if that were to happen to a professor or a student or an ousider, most acalemics would quckly
draw the aalogy o McCarthyism or the Star Chamber; but where aministrators are concerned it is different.
Administrators tend to be seen more & cogs of the madine than as individual human beings, by committees even more
so than byindividua members of the faculty.

For me, the goitome of frustration was reatied when | was found bythe University Grievance Committeeto have been
guilty of some sort of bias, withou that committee &en having talked with me @ou the matter. Was it entirely
inconcevable to them that | might have ancther side of the story; that what-ever “ fads’ they had been gven might
suppat some dternative explanation? Ah, Rashomon....

What recourse did | have, | asked our university attorney, when a committeeput into writing words that impugred my
integrity? None, was the answer; these committees are only advisory and their recommendations are legally proteded.
But evenif | haven't been pullicly libeled, | pointed ou, I’ ve been painted a vill ain and the portrait has been delivered to
my immediate boss Can't | even insist that | be given a chance to knav what the darges are based on and what
suppased suppating evidencethereis? No, | can't, it seems.

Ah, well. Failing any way of obtaining substantive redress ore has no ogion bu to take awider perspedive on these
matters. As one of my coll esgues used to pu it, being a dean means being criticized, because no matter what goes wrong,
there is always someone who krew it would; and if you ever find everyone going you way, then youmay be sure that
youreinthewronglane.

As for the faallty, let the dean remember that those who are most moral are farthest from the problem. And
committees are usually very moral, being compased of the most upstanding as well as the most outstanding profes<ors.
Inevitably they find it very hard to believe that any professor could passbly dowhat
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administrators occasionally charge aprofessor with ddng (or with na doing). And so committees can beaome part of the
problern.

Academics do well always to recdl that virtue has to be its own reward. Deans, however, neal to be aware that, for
them, virtue can be its own purishment.

Notes

1. Thus one of our departments was resolved to eled its chair in the fairest possble way, throughrecognzing that ead member of
the faaulty might have not only a favorite candidate but also favored second a third aternates. Every professor would cast votes for
three people, in ranked order of preference All first-ranked vates would be given a weighting o “3,” semndranked vates a
weighting o “2,” and third-ranked votes a weighting o “ 1”. The cadidate with the highest score would be dedared eleded,
provided he had also attained a majority of the total posshle score. Shortly after that procedure had been agreed to, the following
memorandum was circulated by ore of the more mathematicalv minded professors. ** Suppose there ae n nominees on the mth rundf
eledion. If k professors eat cast a ballot with Ist, 2nd, and 3d chaices indicated, then by the weighting scde aurrently adopted, the
maximum score adievable by any ore candidate is 3k. However, the total score receved by all candidates will be (3k + 2k + k) = 6k.
Therefore, no majority will ever be posshle.”

2. 1 do na claim, however, to have adieved the standard set by the alministrator who clarified the university’s rules for renting
automobiles. His memorandum rea, in part: “‘Rental cars are to be used orly after reading the destination d travel, not for the
means of travel to the destination.”

3. Inadvertently | caused a few people much anxiety by forgetting to let them know what the topic of discusson was going to be.
That made me redize that a dean could, failing the availability of other sanctions, enad punishment or retribution in the form of
stress The dean’s ®aetary sets up a meding with the intended victim, a wupe of weeks in the future (everyone knows how busy a
deanis), withou



110 To Rise above Principle

disclosing what the subjed isto be. Just before the scheduled date, the seaetary arranges a postporement; and that is repeaed severa
times. Finally, the medingis cancded without explanation.
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Evaluations

“Don't you trust me?’ he had asked, and | had though to myself, Do we dl become blithering idiots as son as we
bemme aministrators? Or dowe just lean that nobodyshoud trust us anymore?

He, Hollins, had just beaome chair of the department in which | was a professor, long kefore | too becane an
administrator. Some of us had been exercised abou the recently introduced evaluation d teaders by students: we were
al rated, ona scde of 1 to 6, by al students in al classes, and d course the students were dlowed to do that
anonymously. Then a departmental ranking d ability in instruction was drawn ip. My ranking onthe first occasion was
12th ou of 30, kesed ona score of 5.17 ou of 6; and | had swung among incredulity, amusement, and ourage when |
discovered that my colleague with a score of 5.18was rated 11th, that 5.20made two of my friends equal 9th, and so on.

It shoud be obvious that thase scores are not sufficiently different as to warrant the ascription d different ranks.
Indeed, some serious scial-scientific studies have shown by groper methoddogy that even much larger diff erences do
not provide avalid basis for comparing teaders, under some drcumstances, at least, a teader's sore is much more
significantly influenced
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by fadors over which he has no control: the level of the dass(freshman, upper-level, graduate), the size of the dass the
hour of the day at which the dassmeds, whether the murseisrequired or chaosen as an eledive, what grade eab student
in the dass expeds to recave. In fad, in studies where crredions were gplied for these fadors,' there remained
relatively littl e variation amongthe scores of diff erent instructors—which ore might also regard as fairly obviously to be
expeded, gven that rotten instructors are not appanted in the first place ad dorit remain longif they have been, and
that a‘‘good’ teader for one student may nat seamn so goodto anacther.

At any rate, we were gpalled to find ouselves ranked by instructional ability on the basis of doultfully valid and
insignificantly different scores. The only way, it seamed to me, to avoid significance being ascribed to such dfferences
as between 5.18and 5.20was smply nat to record or report numbers in that fashion: let the computer be programmed to
cdculate the scores to orly two significant figures, so that in this case 5.2 and 5.2would be dl that anyore knew. (I was
resigned to the fad that such dfferences as between 5.2 and 5.3,thoughclealy insignificant aso, would be taken as
significant; even as a profesor | had been prepared to make some compromises with redity and to accet partia
improvements with gratitude.)

And so Holli ns had been moved to ask, ““ Don't you trust me?’

He didn't seam to uncerstand that | trusted him fine, and as appropriate, but that | couldn't trust any human being,
myself included, nd to ndicethat 5.18and 5.20are diff erent numbers. | had been taught that one shoud round numbers
off so that only the significant digits are shared with ahers; that’s what “significant figures’ means. That one can
generate numbers that look more predse is quite beside the paint: “adually” my rating hed na been 5.17 bt15.1749,
and my colleague’ s had been na 5.18 bu 5.175% if the computer could be told to eschew meaninglessthird and fourth
dedmal places, could it not be told to eschew the equally meaningless £oond?
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Hollins was far gore, howvever. He understood all that, he asaured me, and he himself would never discriminate on
such meaninglessgrounds. But he had to ded also with athers, and if he wanted, say, to make the best posshble cae for
someone for araise or a promotion, it might be helpful if he could show the dean that Blank was not a mere 5.7 teader
but redly a5.74 ore.

I knew when | was licked and gave up, having learned, havever, that some dhairs think that they can snow their dean
with meaninglessnumbers, a pieceof information that had some dired utility for me later; and that some dhairs will try
to conced their own faili ngs from their faculty by dadng dame onthe dean.

I'm also proud that after abou five yeas of unceaing effort and geading as dean, | was instrumental in causing
student evaluations to be rounded off by the computer to orly two significant figures—which may quite possbly turn ou
to have been ore of my most significant and lasting achievements as dean; one, however, that few will know abou or
appredate properly. It reminds me of afriend whowas briefly dean of a graduate schod and who confessed orcethat his
proudest achievement had been to have dtered the form completed by al candidates for admisgon, by doppng from the
old form the requests for information abou the candidate’s height and weight. | think that truly was sgnificant, because
some prospedive students and their mentors would be lessinclined theredter to confuse my friend's university with
PodunkU.

* * * * *

When thouglt is given to how evaluations of any sort ouglt to be handed, there is generally agreanent in principle
that one shoud first be dea abou the purpose’ of the evaluation and then gather only information that serves the
purpose. But in pradice such thougtt is rarely given, and most evaluations are miserably flawed in consequence Not
only are the scores from student evaluations reported with more digits than is warranted, bu the students typicdly are
asked questions that they
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have no qudifications to answer, for instance “‘I nstructor’s knowledge of subjed matter.” Similarly, when chairs are
evaluated, their faaulty are often asked to comment abou such matters as the handiing d the budgget, abou which the
faaulty usually know nothing and understand less Information in evaluations ougltt to be solicited orly from thase who
have some reasonable source for that information and some reasonable grounds for halding an opinion. As onas a
guestion is put, even if there is a spacefor “Don’'t know” or the like, most responcents fed that they shoud gve an
answer if at all possble, and doso even onthe basis of secondhand information a plain hearsay.

Evaluations can cause difficulties nat only because the wrong information is obtained, a because significance is
attached to comments or differences that are not significant, bu also becaise some of those who have provided
information for the evaluation tend to believe that they have some stake in the outcome of the evaluation and shoud be
apprised o the detail s of that outcome. Thus dudents periodicdly ask that their ratings of instructors be made pubic, so
that other students can known which classes to take and which to avoid; and faaulty want to know, after commenting abou
their chairs, whether the chairs have been told to mend their ways. It islittl e redized that many fadors are wnsidered in
most evaluations, and that there dso exists a narrow range of possble adions after an evaluation. Where a dair is
concerned, for example, there is not that much room to maneuver between regppanting and repladng. Many complaints
or disstisfadions arise esentially from differences over persona styles of interadion, and few of us can change such
habits. Again, it is quite rare that there is anything approaching uranimity even onsuch questions as that of appantment
or regopantment; and it is usually a goodidea if appanting a regpanting, to make the person chosen fed truly
wanted, by soft-pedaling a eschewing suggestions that might soundlike aiticisms.
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On occasion, | tried to reason with professors who had expressed some diff erence or other with their chair. One had
once pased onto me the rumor of what would have been gute aserious infradion by his chair, and | looked into that
very thorougHy indeed. Delighted with the outcome, | phored my informant to asaure him that there was no truth at all
to the dlegation. He responded, ** Thank youfor letting me know, but | prefer to believe the rumor.”

We can all be remarkably insensitive in such matters, we eaily ad as though ow chair or dean o vice-president or
president has no anxieties or inseauriti es, never wonders whether he is doing a goodjob, reeds noressaurances. A cougde
of our departments, for example, carried ontheir own annual evaluations of their chairs, separate from and in addition to
the university-mandated ores, which were not guite so frequent. A departmental evaluation committee would solicit
anonymous comments from all the faaulty, compil e them, and gve @pies of the compil ations to the chair and to me—no
effort being made to cull out possbly or obviously erroneous or invalid o venomous datements. | can still not
understand why those faaulties could nd comprehend my pleas that they cease committing these enormities upontheir
chairs”’ In ore instance, the volume of strongy negative comments grealy exceeled that of the positive ones, and bdh
the dhair and | were & first quite ancerned; yet from the last university-mandated review | knew that a very handsome
magjority of the faaulty were very pleased with the chair. It turned ou that the departmental committee had compiled the
comments by caegory (professonal development, budget, etc.) in amanner that could nd reved how many individuals
had made particular sorts of comments—and in pant of fad the massof negatives had all come from only two o three
people. Thase who hed praiseto gve had dore so concisely; thase who hed criticisms had gore on at grea length.

The very occasional praise | receved from chairs or faaulty meant a grea ded to me, and it always reminded meto do
like-
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wise to my vice-president and president, who appredated compliments as much as | did (while dso believing that it
shoddn't matter to them). But | know | did it too rarely, for | have the same human tendency as others: to asaume that
my superiors know that they are doing afine job and that my complaints to and abou them are only to the spedfic isales
and nd abou their performance overall; to assume that they have no anxieties and rever wonder—as | used to—whether
or when they shoud resign to make way for someone who could do letter.

* * * * *

Candidates for promotion a tenure ae evaluated in part on the basis of opinions abou their work from
well -established people in the same discipline & other universities. | kept urging ou chairs to make plain, when these
opinions were solicited, that we wanted to hea only abou the merits of the candidate’s sholarly work—the overall
asesgnent and the adual dedsion were ours to make and would be based on teading and service & well as on
scholarship. Nevertheless a cetain propation d those who gave us their views could na resist going keyond what we
asked, and they caused amusement if nat adual difficulty at times when they wrote something like, ** Bladkston certainly
deserves to be tenured at your ingtitution.” Did that mean (our nitpickers on the committees would ask) that Bladkston
wouldn't deserve tenure & the revewer’s university? Or did it mean that Bladkston deserved the purishment of lifetime
servitude with us? Or was thisredly suppased to be athoroughgangy positi ve recommendation?

| leaned of many pitfalls in the interpreting as well as the soliciting o these “outside letters.”” Some departments
occasionally asked the opinions of eminencesin aher lands, and thereby invited troulde when na all the members of the
various committees were sufficiently sophisticaed o cosmopditan: to know, for instance that from Cambridge,
Engand, ‘“His work is quite solid,” means rougHy the same & from Cambridge, Massachusetts, **His work sets the
standards for which the rest of usaim.”
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One of the most interesting aspeds of these letters was how their tone varied acording to the discipline. | can best
describe those diff erences by off ering examples.

The Mathematical Sciences

“Gowland hes dore arespedable amourt of work, some of which | had known about before your enquiry....

“Paper 1 tadkles a problem that is not negligible, and the paper is nicdy dore even though no prticularly credive -
proach was cdled for....

“Paper 5 is a little gem. The expaosition is beautifully concise, the cre of the prodf is elegant, and the hints of
extended applications are gpropriate....

“Gowland is one of a rather small group working in circularly discursive operators functioning ringwise in fradal
dimensions, and re is recgnized as a significant contributor. While he has not shown the brilli ance of Daytoni or the
massve technicd skill s of P. Q. D. Smith, heis at least the equal of Matilda Rowson, JohnTrybes, or Peter Dzugga, who
have been tenured recently in very good paces....”

The Natural Sciences

“Cook hes pulished at guite areasonable rate, in decent places. He has helped make the gplicaion d partition
theory to odong kinetics useful for analyticd purposes, and in showing that he has aso pubished some straight
analyticd papers. Whil e thase might be regarded just as turning the aank, it has adually been beneficial to demonstrate
how well the theoreticd possbiliti eswork out in pradice

“The anourt of grant suppat is OK for this field, bu of course one would exped it to increase in the future. That he
has alrealy suppated some graduate students is gratifying.
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“I know from chats at Gordon Conferences that he is generally thougtt of as a potential leader, and | don't believe you
can gowrong bytenuring Hm.”

The Arts
(Typed o handwritten on aper that has no letterhead)
Dea Professor Brown:

I’'m glad to hea you are ansidering Marrow for promotion to tenure. I’ ve known him on and df for more than half a
dozen yeas and am always glad to seehim. He's a goodfellow, a aedit to the professon, and I’ m happy to recommend
him withou reservations. Do remember me to him.

Sincerdly,
[ill egible]

The Humaniti es

“Charryn measures up about as well as one can exped to the unredistic standards we seem to be setting navadays.
Your letter asks whether her work has dhown signs of significance or distinction, which we redly shoddn't exped to
discern urtil someone has been in the professonfor a cude of decales....

“Thereisred promisein the edited material, signs of meticulous regard for the original documents yet a willi ngnessto
make the judgments that are the possble source of genuine distinctionin such endeavors....

“Of course youwill be more interested in the aticles devoted to literary criticism....

‘... sometimes picayune, or far-fetched... bu what can find rew onthis well-covered ground....

‘“...occasiona insight that struck me a promising.... nd yet aswise & e gpeasto believe....

‘... qute well written, though...some signs of the unseanly haste that our present-day rush to judgment fosters... a
decent copy-editor (arethere ay left?) could probably...
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“I trust your University isnat unduy tardy abou paying the honaarium for these evaluations....”

The Sacial Sciences

“Brown has pulished 15articles, 3 d them sole authored, 8with ore wauthor whois not always the same person and
4 with multi ple aauthorship.

“It is goodto see some sole aithored pieces to show that Brown is able to set up her own hypdheses, establish
protocols for testing them, and lringing the results to pubicaion. Moreover, these ae in pretty good paces with
rejedion rates of around 8@%. Of course, she has yet to cradk the very topflite outlets, like Journa of Distinguished
Interdisciplinary and Internationd Sacial Science, whose rejedion rate is now at 98%, bu that can come, and anyway
nat everyone has to get something pubdi shed there, even some of their own reviewers never make it.

“It is goodto see @-authored papers showing that Brown can get on with her colleagues professonally and combine
her expertise with theirs. The indicaions are that her contributions to the work were significant, since her name comes
first on abou athird or afourth of the cauthored articles. The journals here ae perhaps a littl e better than with the sole
authored pieces, the rejedion rates are dou 85%; but I'm not always sure that we ougltt to pay as much attention as we
doto those numbers....

“It isgoodto seethat Brown has taught... different courses... student evaluations... graduate-level....

“It isgoodto see.. invitations... chairing sessons... officer....

“Itisgoodto see.. departmental committees... university service....

“I hopethisisthe ass®sanent youwere akingfor....”



120 To Rise above Principle

Notes

1. Richard D. Shingles, “ Faalty Ratings: Procedures for Interpreting Student Evaluations,” American Educationd Research Jour-
nal, 14 (Fal 1977, 45970; Philip C. Abrami, Les Leventhal, and Raymond P. Perry, “ Educaional Seduction,” Review of
Educationd Research, 52 (Fall 1982, 446-64.

2. In a department that was nat, I'm happy to say, in my college there occurred the following. Professor Roe, who hed served as
chair for half-a-dozen yeas, gave ayea’s natice of his intention to step dowvn, and duing that yea a national search was condcted
to find a successor. In the event, nore of the candidates was particularly attradive, Roe was off ered tangible incentives to reconsider
his dedsion to resign, and eventually he acceted the offer of ancther term in office Now becaise Roe had given ndicethat he was
resigning, there had na been condicted the regular triennial evaluation o the chair that would have been due during the yea the
search was condicted. But because Roe had now been regopainted, that logic was no longer persuasive. Therefore, a few weeks after
Roe had been doffered and had accepted a new term of office & chair—but before that term had even started—a committeebegan the
work of evaluating h's performance & chair.

3. One of the guilty profesrs (of not too mature an age) expostulated, * Oh, our chairman’s tough—it wouldn't fazehim, he takes
criticism well’; whereas | knew that the chairman had hardly slept for two nights, wondering whether he shoud or neaded to resign.
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Tribal Stereotypes

What | enjoyed perhaps most as dean was the oppatunity to come to know people from many dsciplines andto lean
something abou their subjeds. | came to discern what seaned to me dharaderistic atitudes particular to diff erent disci-
plines—ill ustrated, for instance, by the letters of evaluation at the end d the previous chapter—and so | was led also to
reagnize the extent to which some of my own views had been shaped by the discipline to which | was trained. | like to
think that this recogntion helped me to ameliorate some of my biases and to become somewhat less dogmatic ebou
catain preconceptions, and | offer that as justification for setting dovn here some stereotypes of praditioners of the
various disciplines. If the grains of truth in these stereotypes do arise from the disciplinary training to which we ae dl
exposed, it is as well to be avare of that; then, if we dhocse, we may be ale to dosomething abou it, individualy or
colledively.

The oft-cited dchatomy of humanists and scientists has ome truth to it, though navhere nea as much asisthough by
thase who dscussit. Its greaest merit may be that it ignares atogether the so-cdled socia sciences. At any rate, a dean
soonleans that the acaemic tribes" are much small er and more nu-
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merous than the asserted dchotomy of humanists and scientists implies: while dl acalemics have afew traits in
common,” and scientist-acalemics share some that humanist-academics do nd, so also are dhemists distinguishable from,
for example, geologists; and there ae diff erences to be found ketween physicists who are theoreticians and those who are
experimentalists; and so on.So far as | am aware, the only serious attempt to study such dff erences was made by Anne
Roe.’

The Arts

In some respeds, the painters and sculptors and musicians and theaer folk fit best my old-fashioned ided of the
acalemic: they were captivated by their art longago, and it is their very life and nd just ameans to earn aliving. They
are dmost unique in acaleme because they would ean even lessmoney in a nonacalemic job. And they are aitirely
unique in thinking that teating loads of abou twenty contad hous per week are aninently reasonable sincethat leases
them some time for their own individua artistic endeavors and even for their families. Y es, families: the days are long
past when the atists led urstable persondl lives; the rest of us have caight up with and surpassed them in what used to be
regarded as peccalill oes, and artists now expresstheir unconventionality by leading family lives of some stahility.

Given all those virtues, the more exasperating charaderistics of the atists sioud be realily tolerable by a dean. The
artists share with the humanists a high degree of innumeragy’ and an inordinate pride in being innumerate. Their
paperwork beggars description. And their emotions are cdharmingly sportaneous, with ore aaother even more than with
outsiders. Their chairs canna grasp the point that salary raises and tenure and promotion ough not to hinge on hov well
the person happens to be liked by colleagues and by the dhair. “What do youmean by ‘objedive evaluation'?’ they
would challenge me. Asamin- imum, | used to suggest, that a given individual could hardly be
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the most valuable member of the department in ore yea and the least desirable the next yea. *Can’'t we @rred our
mistakes oncewe recogrizethem?”’ | would then be asked.

The atists are, onthe whale, still a bit surprised to have been gven a home in academe. The other academics regard
the atists as not redly genuine acaemics, at the same time & they enjoy and take for granted the visual, dramatic, and
musicd treds that the atists provide, usualy free or at bargain-basement rates and withou any spedal or extra
recompense to the performers. In that sense dl the atists are shamelesdy exploited by the rest of the canpus, bu the
degreeof exploitation is unquestionably greaest of the musicians at the hands of the &hletics department, which gets the
benefit of a marching band for much lessthan its adual cost.

The many simil ariti es among the musicians, theaer folk, painters, and sculptors gem from the fad that their fields cdl
for aesthetic sensibility rather than the intell edual approadc that necessarily has primacy in the letters and sciences. Thus
reseach o schdarship in the sense of articles or books hardly exists, is of ho concern, is nat particularly valued. The
college and uriversity must lean haw to asessthe atists for tenure or promotion byreagrizing the diff erences among
shows (locd or regional or national, juried, invitational, etc.) and the significance of works bough into colledions,
invitations to perform elsewhere, reviews of performances or shows, improvement shown by pupls in voice or on
instruments, and so on. Notably, there is no dchotomy of “pure” and *“applied” in these fields. (In music, * applied”
means lesons, usualy individudly given, for vocd or instrumental performers; if anything it is regarded as more
important than ledures.)

Two subtribes, however, are different in most of these respeds:. the musicologists and the at historians. Their style of
work is very much that of the historicd or philosophicd or literary scholar. They do nd always fed a home in
departments of music or art respedively; andit isnaot uncommon to find separate departments of art and o art history.
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The Mathematical Sciences

Thereis sid to be some dose kinship of mind-set between mathematicians and musicians. But the only sign d it that |
ever saw was in the temperamental behavior of some mathematicians, naably perhaps sme of the ** purists.”

The *'pure-versus-applied” dichotomy, found also in the natural sciences, is perhaps most marked in mathematics,
where one even heas occasionally abou the desirability of separate departments for these different subtribes. The
“applieds’ are much like some physicists, computer scientists, or maverick firstrate engineas (as in departments of
engineaing science and the like). The *'pures’ | foundas charming, lovable even, as | do most youngchil dren most of
the time (and equally insufferable & other times). As with the atists, the work of the **pures’ is also their life; however,
through keingin constant contad with the ““ applieds,” they occasionally redizewhat salaries and perquisites are enjoyed
by ahers, and then they have temper tantrums. But there is no red malice in them; their chief charaderistic is to be
captivated bythe beauty and elegancethat their endeasors occasionally achieve, and ore must simply remember that they
know absolutely nathing abou anything aher than mathematics, and could care even less When they dresslike students
of the late 196Gs, for instance, it is no sign d rebelli ousness—they just haven't naticed that most people aoundthem
donit dressthat way anymore.

The statisticians have their *pures’ and “‘applieds’ too, and the former don't give the latter due aedit for their
yeoman efforts to kring a littl e rigor to the stuff that the aygies, the psychologists, and many ahers do. More and more
questions of deg concan cannd be asssed withou statisticd expertise: environmental effeds, clamed
parapsychaogicd phenomena, risks from drugs and food additives, and so forth. Yet, | was surprised to discover, the
statisticians are still grappling with quite fundamental isaues; for example, they dorit even agreeover what ‘“ probabilit y”’
redly means. Unfortunately they have
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not developed much fadlity in pubic relations, in letting the rest of us know how exciting and significant are their
“pure”’ endeavors, and so they have to suppat that habit by dang much applied stuff.

Almost all disciplines and many other groups produce surveys (usually annuelly) of academic salaries by rank;
however, the statisticians appea to be donein recognizing that average salaries and ranges of salarieslisted ony by rank
can cover (up) a multitude of other fadors. So the statisticians' groups provide eminently useful compil ations that show
also quartiles and correlations with age or yeasin the professon a timein rank.

The computer scientists don't know what they are: theorists or madhine buil ders or what. They do know that they’'rein
demand, and that computers will i n the broadest sense asolutely revolutionize human existence, and that consequently
computer literacy is much more important for everyone to possess than is ordinary literagy or ordinary numeracy.
Unfortunately they do nd themselves know what computer literacy adually is or how it might be brough about.

The mmputer scientists acceot outrageously high salaries as a matter of course, and emphasize that their needs for
capital equipment (to be updated at least annuwally) are a least as gred as in the natural sciences. Unfortunately they do
not recognizethat the natural scientists med those needs themselves with funds from extra-university sources.

Computer scientists who work in industry are totally incagpable of writing a cmprehensible manual or guide for all the
people who shoud use their madhines to derive from them all the potential benefits. Computer scientists in acaleme ae
no ketter at explaining their enterprise andits needs to the rest of us.

The Sciences
According to the scientists, all useful and reliable knowledge is sientific knowledge, and all scientific knowledge—
which
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seams to be defined as the knowledge @dou anything at all that happens to be posseessd by ore who is a scientist—is
true and wseful; what is not scientific is by definition reither reliable nor useful. ** Science’ of course, here means natural
science, hard science

Scientists claim that they have fun ddng science, bu at the same time they insist that it is fundamentally a serious
business after all, there is nothing more ultimately serious than finding ou exadly how and why everything ticks: the
universe, living creaures, the whole cdoode. In fad, scientists find it a littl e difficult to understand what makes sme
people do aher things than science and even be misled into imagining that those other things can be equally worth dang.

Scientists are dea that you must do sciencein order to urderstand it, that you canna get an appredation d science by
leaning abou it: you have to have adually experienced dang reseach. So science ®urses withou labs are said to make
no sense; interdisciplinary introductions to physics with chemistry with bhiology with geology are scorned as inevitably
too superficia to be worthwhile. History of science may be OK if taught by scientists, as a small part of regular science
courses. it’s nicefor students to knaw that Lavoisier made chemistry scientific, for example, andit’s certainly useful to
be le to label organic readions by the discoverer’s name. Philosophy d science is bunk, kecause the phil osophers
dorit redly understand what scienceis, never adually having dore any themselves.

Only scientists, it seems, truly understand what research involves. They find it ludicrous to be expeded to do goode-
seach, to be competitive, if they have to tead as much as a wurse every term. It's quite diff erent, they will explain to a
dean, for people who can dotheir “‘reseach” just by sitting in libraries or colleding data by surveys; you ve simply gat
to have dore lab o field reseach youself to appredate what it takes.

Scientists never have timeto leave their labs for such occasions as coffeg lunch, a getting together with their families.
They goaway only to scientific conferences, where they spend
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no time & all li stening to talks, a cetain amourt of time lobbying people from NSF and aher moneybags, and a grea
ded of time in topless bars and aher tourist traps. In those places, one may overhea such snippets as the following,
abou humanists and aher norscientists:

“I tead after a history class and youwouldn't believe it: there’s never anything written onthe chalkboard! The guy
just talks or reads from abook,and wsually he's stting davn, even.”

“Our neighba’s a philosophy gof, and my wife tells me he's aways at home, usually just sitting in the sunreading a
book....Call that ‘work’! ™

“We've gat a dean who's from English, and youwouldn't believe the troudes we have. He says we exploit our
graduate students because we put our names on ‘their’ puldications!”

“At our place the humanists kegy wanting to tinker with the aurriculum. They think all students ough to take alot of
upper-level courses. You knav what we found ou? Their upper-level classes dorit have any prerequisites! Can you
imagine? And it’s the same in the so-cdled social sciences! And they want us to make the students write essays al the
time....when would we ever findtime for reseach?”

But the sciences are nat mondithic. The physicists know that their subjed is the key to the universe and that all other
pursuits than physics—particle or high-energy physics, that is—are thereby inferior. Not that they are arogant abou it
exadly—their certainty goes much deeper than mere arogance It is sSmply the natural order of things, which makes it
also natural and obvous that Washington—the Congressand the president—shoud cdl onthe alvice of physicists onall
important isaues. For those who have grappled with quarks and tachyors and relativity, it is quite eay to think through
such lessdifficult matters as defense pdlicy.

The other sciences can be quite useful, of course, sincethey are dl ultimately the gplicaion d physics; and some
peoplein ather departments may be virtually honaary physicists, for
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instance, some gplied mathematicians and some physicd chemists. Physicists are typicdly people of cosmopditan and
deep culture, who find it easy to read nowels and even paems (whereas the humanists are quite incapable of realing
science); and physicists have anatural aptitude for phil osophy, reeding nospedal training to spe&k or write o it.

Thoughchemistry is nat the most mathematica of the sciences, in matters apart from the subjed itself the dhemists are
the most quantitatively oriented of the scientists. They have a orred numericd answer to everything: how many
graduate students there shoud be per faaulty member, how many pastdocs, hov many papers everyone shoud pubish
per yea. Whereas many other scientists have to travel to do their work—to national labs, geologicd formations,
radio-telescopes, and so on—amost al chemists can do their work in their home labs. This makes possble arealy
means of measuring the quality of a diemistry department: one @urts how many people ae in their labs on weekends
and onsuch “hdidays’ as Thanksgiving a Christmas, and the highest court wins. An even easier measure, which
doesn’t require that one wander throughthe building, isto drive past at night and court the number of windows that are
lit up.

The demists are indefatigable dou comparing themselves with aher chemistry departments, through rankings of
national visibility and the like. They pulish compendia listing faaulty members and their pulications (research articles
only are included, nd books and espedally nat textbooks), so that the quality of the departments can be cmpared easily
by courting column-inches. They send ore ancther lists of their faaulty and ask for help in assessng their national
visibility: Are eat of these people (a) known to you lecause of their national reputation; (b) known to youfrom reading
their papers; (c) known to youfrom meeing them at conferences or heaing ahers ek abou them; (d) known to you
as authors of textbooks or innowators in pedagogy (that is, would they at least be useful as a diredor of freshman
chemistry)?
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All acalemics have the patential for being insatiable, and the insatiability of the scientistsis by far the most expensive
(leaving aside the mmputer scientists, who are in a dassof their own; and the atists, who are phenomenally expensive
per student or per faaulty member but not in total because there ae so few of them); but the demists are the most
expensive and insatiable anong the expensive and insatiable. Moreover, their organizaions can always produce d an
instant’s notice aset of national comparisons to suppat their case: no soorer, for instance, do youraise the stipends for
their graduate students than they come up with a new survey that shows it wasn’t enough. Chemists are particularly
insatiable over the matter of journal subscriptions: they can’t be competiti ve unlessthe library subscribes to every journal
and has a complete bad run d every journal; moreover, the library must bein the chemistry department, or next to it and
open 24 hous a day, 365 (or 366) days per yea, or if that is not the case then every member of the demistry staff (in-
cluding gaduate students) must have akey to the library for instant accessto the journals.

Chemists canna be competitive withou graduate students to work in their labs. In some departments, the rivalry
amongthe faaulty to attrad graduate students to their own projedsis D fiercethat various regulations have been tried to
keep dssension within some sort of bounds: for example, that no professor may have more than ten graduate students
unlessevery other professor has at least two; or, that every entering graduate student must talk with every prospedive
thesis supervisor before adually choosing ore. The situation is nicdy ill ustrated by a tale that is suppased na to be
apocryphal:

Profesor Smith had a very able graduate student, Jones, who—like dl good gaduate students—spent all his waking
time and some of his deguing time in the lab. But at the annual departmental picnic, he was espied and coveted and
seduced by Professor Smith’s wife (whase husband also was wont to spend all his waking and much of his deguingtime
in the lab). Poor Joneslost his ense of values and left town with Mrs. Smith, hisre-
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seach and his dissertation urcompleted. Some months later, arumor ran aroundthe department that Jones had appli ed
for readmisgon, that Professor Smith was gonsoring his appli cation and was willi ng again to supervise Jones's work.
One of Smith’s coll eagues told him of the rumor and asked whether it could be true. ** Yes, of course,”” responaded Smith,
“you knawv how it is. It's easy to find awife, bu good gad students are hard to come by.”

* * * * *

The biologists don't quite know how to hande their suppaosed transition from descriptive natural historians to
moleaular-biologicd physicists and enginee's who are &ou to dsplacethe nuclea physicistsin the paliticd corridors of
power. They're not even sure that “‘biology”’ exists, for that matter, or what kinship there is exadly among hochemists,
batanists, ealogists, geneticists, microbiologists, moleaular biologists, and zodogists, to name only a few of the
subtribes. They have mixed fedings abou and mixed relations with the faaulties in agriculture, dentistry, medicine,
veterinary science. Some people in those other coll eges admittedly do goodwork, but they all enjoy urfair advantages.
The aygies get a lot of reseach money from federal and state governments; they dorit have to write research propcsals
and wouldn't be cmpetitive if they did; they tead almost nat at all and dort puldish nealy as much as they ough to,
considering the alvantages they have. The medicdly related people ae grosdy overpaid and are nat redly scientists.

The geologists too dorit quite know how to hande the transition d their subjed from theoryless description to
powerful physicd and mathematicd modeling. They're still a bit embarrassed that Wegener’s theory of cortinental drift
was rejeded for so long. Some geologists are “redly” chemists, and ahers are “‘redly” physicists, bu internedne
warfare in geology departments is relatively (N.B. relativey) slight—perhaps because the departments tend to be rather
small, fed somewhat threaened by the other, larger science departments, and therefore pradice putting ona united front
to the outside.
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The B.S. in geology is beaoming lessguaranteeof ajob,the M.S. likewise for those with aspirations for reseach. The
market for graduates behaves like ayo-yo, diven by the vagaries of chance—that is, federal energy pdicy and the
padlicies of oil companies and Midd e Eastern governments.

In the sciences, bu espedaly in chemistry and in physics, “pure” is very different indeed from “applied.” (In
biology, the “applieds’ are largely in agriculture or medicine, so the division tes little pradicd consequence within
biology departments.) The particle physicists rule the roost, being entirely ““pure”; uniquely among puists, they get
amost all the federal and aher funds to which they beli eve themselves entitl ed. The physicd chemists regard themselves
as of equal stature, bu nobody else does: they get no gants, no ore wants to hire them, consequently they get few
graduate students and even fewer good ores. In retali ation, the physicd chemists ®ek to ensure that no ore can pesstheir
courses who is nat already an accompli shed mathematician or mathematica physicist. In thase unfortunate departments
where the physicd chemists achieved pawer, analyticd chemistry was son dspensed with, and inorganic and aganic
chemistry were next on the hit li st; and the freshman courses were upgraded and modernized so that no students could
passthem unlessthey were drealy acampli shed mathematicians or mathematica physicists.

The “applieds’ rant and rave éou this upside-down sense of status. Apart from the particle physicists, it is they who
get aimost al the grants, who suppat most of the graduate students and past-docs, and whose “ overhead” keeps their
departments going, Vet their opinions are not wanted in matters of’ curriculum or promotion a departmental palicy. But
dee inside, the **applieds’ adually share the same sense of values and knaw their enterprise to be truly inferior to that
of the “pures.” That is e perhaps most clealy when people from industrial labs visit a university: the “applied”
visitors are dways intensely embarrassed about their natty clothes, salaries, lab fadliti es, and so on, and wse every
oppatunity to indicate in subtle and nd-
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so-subtle ways that their heats are redly in the right (pure) place that at the ealiest oppatunity they will get badk into
acalemic work.

The Sacial Sciences

Historians are not quite sure whether they belong Fere or amongthe humanists. To me, it is evident that they belongin
humanities because—already by \irtue of the name—sociology is the paradigmatic® social science and | have never
encourtered a historian who would for a moment be mistaken for a sociologist, or viceversa. Politi cd science has guite a
few simil arities with sociology, bu there ae fewer points of similarity with some of the oddments that are occasionally
also lumped, for convenience’ in the social science caegory: anthropdogy, communicaions, geography, journalism, and
so forth.

Don't ever ask sociologists what the latest exciting results in their field are, what problems have been solved, o what
questions have been answered. The subjea doesn’'t ded in answers or results, it deds only in approadies, bah
methoddogicd and theoreticd. The dosest to excitement that you will see in social scientists comes when their
computers’ speed and memory are increased: more variables can then be handed, more data bases acoommodated, and
people in ather places will be green with envy. To most natural scientists, *“ number-crunching’ is a pegjorative term; to
many socia scientists, it isthe gitome of their endeavors.

Socia scientists believe that everything is determined by totally pdlitica processes. Therefore they will gladly swell
their ranks by accepting as coll eagues anyone who promises to make common cause in the never-ending strugde to have
social science recognized as legitimate, prestigious, valuable, and fully equal in every way to real science.” Perhaps that
is why the large philosophy department in ore of the large state universities is classed, for locd purpases, anong the
socia sciences.
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Or perhaps those phil osophers were welcomed na only for the votes they could bring bu because of the penchant for
theory and the theoreticd that phil osophers display: for in the true social sciences, theories abound,indeed they swamp
everything else. In the humanities, everyone is sippased at some tine to generate abook, bu in the social sciences
everyone is expeded to generate a new theory—the broader-gauge and more dl-encompassng the better. That is
consistent, of’ course, with the fad that the field daes not ded in answers or results. Every neophyte feds cdled uponto
produce opuses that improve on Durkheim or Marx (which in ore sense is admittedly na such a difficult task); | once
head such a theory described as *‘transcendental pragmatism’” and have tried ursuccesSully ever sinceto pu the term
out of my mind. Not only dothe social scientistsindugein barbarous jargonand reologisms, they also canna spell: their
articles are not refereed bu “‘referred”’ ; and when they have atenure trad, it has apparently two dmensions and nd just
one, sincethey cdl it atenure “‘trad.”

Sociologists avoid like the plague expressng anything resembling a definite opinion a conclusion; and that may partly
explain why they never use asinge word where ahunded will serve. So dso nahing else is ever reduncant for them: a
serious gudy d what happens to articles rejeded for puldicaion in journals of socia science reveded that most
commonly they were expanded and pullished as books. Be warned, by the way, that in the social sciences *“booK’ and
“monogaph” do nd mean the same & in dher fields, often the products are more like in-house alult-education
pamphlets or final reports to fundng agencies.

A deanis suppcsed orceto have confided that, because funds were so short, he had chosen mathematics asthe field in
which his college shoud truly seek excdlence “It's 9 cheg,” he said. “* Apart from the salaries you orly have to buy
the faaulty desks and chairs, chalkboards and chalk, paper and wastebaskets.”” Ancther dean went him one better:
“We've chasen sociology,
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which is even cheger because they dorit need the wastebaskets.”

* * * * *

In some respeds psychology fits the stereotype of socia science, in aher respeds nat; perhaps it is to mark that
difference that the terms ‘“behavioral’ science and *‘cogritive’” science have been introduced. Psychoogy too hes a
multitude of competing paradigms; but—by contrast with the sociologists—this does not temper the dogmatism of any
given psychdogist abou the mrreanessof his particular paradigmatic view. Thase views range from the most extreme
sort of mechanistic materiali st determinism (Skinnerian behaviorism) to the rankest mysticism; latterly, the phil osophers
of sciencehave even dedared psychoanalysisto be apseudascience

No acalemic discipline is particularly nated for being insightful abou itself; and there ae the notorious oddities, for
instance how frequently mathematicians are nat very goodat cdculating. But psychology may be the most extreme
example, in that psychdogists tend to be uncommonly bad judges of human nature. Perhaps it was not always like that,
before psychdogy took the behaviorist stance which rules out of consideration all the fadors that might differentiate
human beings from other creaures.

The Humaniti es

It has often been remarked that professors in the humanities may nat exemplify the virtues that are suppcsed to acaue
from study d their subjeds. Perhaps the undoultedly red and long regled of those disciplines and d their praditioners
has gimulated the atitude of cynicd bitternessthat | encountered here so much more often than in ather fields. | guess
the humanists are &ou as other-direded as are the social scientists, and may therefore and withou quite knowing it have
come themselves to accept the low value that society appeas to paceon their enterprise. But many humanists can still
expressthem-
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selves beautifull y; and since my own sense of humor also tends to the sardoric and sarcastic, | derived much (albeit quite
private) enjoyment from the salli es that our humanists ventured at nonhumanists, at ead aher, at their students, at their
chairs, and at me.

Historians impressed me most often with their comprehensive and erudite knowledge and undrstanding o people and
society and circumstance, of conredions and relationships; unfortunately, any dgven historian dsplays sich
understanding with resped to circumstances only in ore ourry (or part of a wurtry) during a period d rarely more than
a few decales. Thus our history department had more aurses by far in its caalog listing than any aher department—
some 150 suppasedly distinct and dfferent “offerings,” as | recdl. And prestige attached to teading tiny groups of
seniors or graduate students, na the huge numbers who enroll ed in the introductory and survey courses.

In ore resped, many historians resemble sociologists. they dorit like to be vulnerable to the charge of having made an
unquelified assertion abou a spedfic topic within their field. With the sociologists, the reluctance stems no doul from
their penchant for off ering sweeping theoreticd generali zaions, whereas with the historians, it refleds a recogrition that
their work is always incompl ete, that the discovery tomorrow of an artifad or document could prove them wrong.

Historians, as al the rest of us, adknowledge that science and techndogy have aucialy influenced ou culture,
espedaly over the last few centuries. Yet historians have not incorporated those influences into their teading o
intelledual or social history; and they cortinue to trea history of science and history of techndogy as disciplines
separate from ‘““history” itself. In many paces, the historians of medicine, science and techndogy are in separate
departments or institutes; where one or two o three of them find themselves in history departments, they all too rarely
fed genuinely at home. Part of the difficulty stems from the typicaly different educaion d the historian of science an
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undergraduate degreein a sciencefoll owed by gaduate work in a separate department of history of science Over the last
decale or two, a strikingly large number of women have become interested in these fields, and programs in the history of
medicine, science, or techindogy have hired many intellecually firstrate women.

| was saddened by the ladk of generosity that humanists often display toward coll eagues, espedally in English and the
various language departments. Almost all of their undergraduate students are taught by graduate students or by
instructors not onthe tenure tradk; the “‘red’” professors take the suppasedly more interesting and prestigious upper-level
undergraduate dasses and al the graduate murses. In return, the nontenure-tradked are given no thanks; rather the
oppaite: every oppatunity seems to be taken to make dea that they belong to the lowest caste, for instance by nd
inviting them to participate in departmental faaulty medings. The supposedly substantive root of some of this
differentiation lies in the fad that much of the undergraduate course-work is intended to produce skill i n written or ora
use of alanguage, whereas the ‘red’” work of those disciplineslies, again suppasedly, in literary criticism.

Some of the downtrodden have redized that the rest of society thinks the aility to write to be more important than a
dee appredation d the use of metapha in James Jbyce, say, and a band d entrepreneurs has been forming to gain
separate and professonal status for “‘teading d composition.” And that band hes aso laid claim to the future by
embradng the use of cornpuers—or at least by talking abou using computers. But once aain, the very stridency of
these entrepreneurs may indicae that, other-direded as they also are, they too accept as adually valid the traditional
hierarchy in which they are a the bottom, below the alitors who are perhaps below, perhaps abowve, or perhaps on a par
with the bibliographers, al of whom are well below the literary critics. The people who acually write the stuff upon
which all these troops feed, bythe way, have no status at all. Poets and noeli sts may be given brief visiting appant-
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ments, so that they can be studied *in the wild,” so to spe&k; but let a member of the faaulty adually write poems or
novels or short stories, and he is looked uponaskance It is bad form for acalemics to write literature rather than about
literature.’

The rest of acaleme seems to lump together al professors of al foreign langueges as being somehow essentialy the
same; that is anything bu the view taken from the inside, however. There ae more subtribes here than there ae separate
languages (for eath language has its language teaders and its literature profesors; and then there ae the comparative
]inguists); and the mutual estrangements can be & deg and hattile & they are anong the nations that spe& thaose
languages. Where there exist departments encompassng more than ore language, typicadly there is aformal organization
into dvisions, eat with its own chair or coordinator and its committees on curriculum and personrel in particular.
Everywhere eab groupwants to have its own department, and some of the small est departments in most universities are
those representing the lesspopuar Janguages.

The pedking ader among language departments has long keen in flux. In Europe the dasscs ruled the roast at one
time, but in the United States languages em to have been established primarily in deferenceto their possble vocaional
functions. So departmental fortunes wax and wane with international affairs and econamics; German is in very bad
shape; French is nothing like what it used to be; Rusdan has dedined drasticaly from its brief but glorious heyday;
Spanish fedsitself to be the wave of’ the future, and it isindeeal the tidal wave of the present.

Profesors of the lesscommon languages periodicdly turn ogtimistic when someone in Washington a at afoundhtion
cdls for attention to the many languages of courtries with which we must ded; very infrequently, however, are such
cdlsaconnpanied by wherewithal. That deding with China or Japan is important to us does not bring students flocking
to lean thase languages; and few universities will | ongsuppat schdarsin fields that attrad no students.
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The phil osophers surprised me by cougding the most subtle and rigorous logic within their discipline to extraordinary
illogicdity onall other matters. | often wondered abou the origin of **philosophicd’ as applied to temperament, sincel
rarely met a philosopher who exemplified that; rather, the philosophers san to riva the atists and the pure
mathematicians in propensity to explode even withou overt provocaion. While the other humanists deplore the
ignarance of the mases who do né recognize the lasting value of the content of the humanistic disciplines, the
phil osophers are uncomfortable because they have themselves discovered, throughwork within their discipline, that large
parts of philosophy nolonger exist, for example, moral philosophy a pdliti cd phil osophy. So they are trying to recature
the good dd days of natural philosophy by turning more and more to philosophy d science So far, the scientists
themselves have shown nosigns of appredating this move.

My educaion had prepared me to admire humanists as those who keep aive the flame of culture esen throughages of
darkness and | often felt badly about the doldrums in which the humanities san to find themselves. But | also think that
the humanists themselves are partly resporsible, as| oncetried to explain:

“I" ve grown tired of heaing abou the ladk of suppat for the humanities. I'm tired nd because | am against suppat
for the humanities but because the complaints are so clealy self-serving;, and kecause the aguments are so wedk; but
chiefly because | deted alad of true cnviction and alad of self-resped in the complaining vaces. We daim that the
humaniti es are cantral, esential, even utimately useful to human beings. But what have our own adions sid?

“During the 1963—and we haven’t changed much since—our adions sid that students could judge no lesswell than
could mature schaars what is fundamental and what shoud be in a arriculum. Our adions sid that yeas and decales
spent in scholarship and teading gave us noright to determine what
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students $houd study. What can we now convincingly claim to be valuable éou studying and writing and leaning to
share our knowledge, when we didn't claim to have gained understanding a a measure of wisdom from our life in
acaleme?

“Our adions sid that the study d aforeignlanguage is not particularly meaningful.

“Our adions sid that we would take students into coll ege no matter how ill prepared they were.

“Our adions sid that it was all right in auniversity to tead remedial English and remedial mathematics.

“And ou adions continue to say that money is most predous to us. The life of the mind is OK just so long as the
salaries are high; we will spend the summer on ou schadarly work just so longas we get a stipendfor it.

“It isagainst those adions that the present complaints undso weak to me. The voters and the people in Congessare
increasingly those who were our students in the yeas when we told them that they were dready aswise s we! | simply
dorit believe that our complaints will now carry much weight with them. We must first recgture our convictions and we
must ad out of those mnvictions. And when we dothat, the respea and the suppat will come:

“We express dissatisfadion at the difficulty of getting gants, compared to the suppcsed ease of doing so in the
sciences; at the disparities in salaries, graduate fell owships, travel money, and so on.Well, the sciences have that suppat
because scientists redly believe that knowledge, understanding, and wisdom belongto them, and they projed that beli ef
so ureshamedly, whoeheatedly, arrogantly even, that the wider society simply has to agree Scientists tell their
students—and dd so throughou the sixties and seventies—exadly what to study, in considerable detail —no norsense
abou chocsing any ore of a cupe of dozen avail able options. And scientists projed the image of Martin Arrowsmith
and Albert Einstein, to whom nothing was more important than their work which benefited all humankind.
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“ S0, | suggest, the humanities will be respeded, valued, and held in awe only when schdars do likewise. When they
take strong stands on their knowledge and undbrstanding, when they trea students as gudents and apprentices, when they
put their work first. And when they are prepared to dothat, the task may turn ou to be eaier than they ever dreamed.
Think of the awve in which Robert Oppenheimer was held, and then remember how frequently we were reminded of his
knowledge of Sanskrit, his reading d poetry, his norscientific understanding. Try to imagine what could happen if, with
full conviction, youwere to show your students that psycho ogy and sociology and pditi cd science and much else can be
leaned best from Chaucer and Shakespeae and Dickens and Shaw. Imagine what could happen if you insisted that
writing canna be good utessthe thinkingis clea, and that whole bureaucrades can be swept aside if only their jargonis
purctured and rejeded firmly and consistently.

“I happen to believe that the humanities are cantral, esential, and even useful to human beings. And | eagerly await
the time when humanists join mein that belief and ad onit.”

* * * * *

Tribal attitudes on some matters can be treaed bytopic more mnwveniently than by dscipline:

Textbodks

Academics are unanimous aaossall disciplines that people who author textbooks shoud get no credit for it. If those
authors happen nd to get particularly high evaluations from the students in their classes, for example, then those
evaluations take precadence and the authors are ranked low on *“ contributions to instruction” no matter how widely or
well adopted their texts may be. And d course textbooks dorit court as ““pulicaions,” because the latter means only
research puHications. The national visibility that acaues to the authors of widely adopted texts (everybodyin the field
knows their names and where they
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work) does nat court as national visibility for purpases of tenure or promotion, and wouldn't court for the purpose of
salary raisesif the faaulty had any say in that.

These dtitudes are sometimes suppated by panting ou that authors of texts get their reward in royalties,” and it
would be inequitable—sort of “ doulle dipping’ —to gve them raises and tenure @& well. But fundamentally the
reasoning runs that textbooks are not reseach (my faalty would na even agreeto cdl them works of *““schdarship”),
and orly research courts.

| learned quite quickly as dean that **puldish or perish”” is not mandated by administrators but by the @mmunity of the
faaulty themselves, who simply will not count (dare | say countenance?) pedagogcd effort or achievement as
worthwhile."

Graduae Students

In the sciences, graduate students are gprentices whoidedly have becme full-fledged partners of' their professors by
the time they graduate. The work is dhared always; at first and inevitably, however, the professor provides aimost all the
judgment and the student contributes only the physicd work. Joint puldicaion is normal as well as justified, and
individual attitudes determine in which order the aithors' names are listed: some profesors always use dphabeticd
order, others try to list by degree of cortribution to the work (with the main contributor first), some dways pu their
names first, and some pradicethe reverse snoblery of always pladng their names last.

Humanists and mathematicians do nd usually work jointly with their graduate students. Most commonly their students
choacse topics independently and work at them with orly occasional and dten orly general advice from their ““ mgjor pro-
fesoor.” Sincethework isnat joint, the student usually pulishes alone.

The social sciences are, in this resped at least, more &in to the sciences, bu they make amuch more daborate fuss
abou the order of the authors' names on the pulicaions.
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In the sciences, some graduate students get financial suppat from grants, usually grants obtained by their major
professors. There ae fewer such oppatunities in the social sciences or in the mathematicd sciences, and they are
virtually unknowvn in the humanities or the ats.

Most graduate students are suppated by teading assstantships; in the sciences, they supervise undergraduate labs.
Scientists are incredulous that in the other fields graduate students are adually allowed to tead ledure @urses.
Scientists are dso incredulous that in the other fields graduate students suppated onteading asgstantships are often
asdgned to help professors with grading and even with oddjobs useful to the professor’s own reseach.

Goinginto Administration
All academics are haostil e toward administrators, but the degreeof hostility varies amongthe disciplines:

MOST HOSTILE English
Politi cd Science
Sociology
Other humaniti es and social sciences
Mathematicd sciences
Natural sciences
LEAST HOSTILE Fine, dramatic, and musicd arts

The least hostile, of course, are those who are most engaged in their credive or schaarly pursuits, and viceversa. The
artists display hastility toward no ore, by the way (except toward their immediate @lleagues, that is). The most hostile
are contemptuows not only of administrators but also of acaleme & awhadle, their own dsciplinary professon, and even
themselves.”

It is also worth remarking that those who are the most haostil e toward administrators are & the same time those who
them-
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selves most want to become alministrators. Thus in English, pditicad science or sociology, ore who beames an
administrator is regarded by colleagues as leaving crowned a caea with success whereas in the sciences, a turning to
administration is ®en as the mark of failure, or at least as the end d one's carea. For the atists, administration is an
entirely unthinkable task, asill ustrated by the behavior of those atists who find themselves with an administrative titl e.

The urge to try a hand at administration strikes people & different ages in the different disciplines, consonant with
whether such a move is suppased to mark failure or success thus in English or in pditicd science or in sociology,
youngsters who have just—or even nd yet—attained tenure fed realy to be dhosen as administrators; wheress in the
sciences, the urge to take up administering usually comes as part of the mid-life aisis.

In all fields, the anbitionto administrate is sen at an ealier age in women than in men.

Overall Suppot: Sdaries, Research Funds, Travd Money, and SdOn

The scientists know that the world owes them suppat, becaise eventually the world gets more from sciencein return.

The socia scientists say that the world owes them equally such suppat, because it would eventually get at least as
much in return as from the sciences; but the social scientists dor't redly believe that when they say it, and certainly no
one dse does.

The mathematicd scientists are & least three separate tribes: the computer scientists get more suppat than is
warranted, bu they think just the oppasite to be the case; the pure mathematicians get all the suppat they need o could
use, but think they shoud ask for more just for equity’s sske; the goplied mathematicians and the statisticians find much
of their own suppat and thus ean their keep.
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The humanists try to convince themselves that, if not the world, then at least their own uriversity owes them aliving
(and some loving).
The atists are incredulous that anyore lets them survive, et aone gives them any suppat.

Notes

1. A term I' ve gpropriated from the delightful book byHazad Adams, The Acadernic Tribes, New York: Liveright, 1976 rev.
ed., Urbana & Chicago: University of Illi nois Press 1988

2. In addition to the just cited book byAdams, | dare to draw attention to the foll owing as worth reading: Jacques Barzun, Teacher
in America, Boston: Little, Brown, 1945 Garden City, N.Y.: Doubleday Anchor Books, 1954 The House of Intelled, London Seeker
& Warburg, 1959 London Mercury Books, 1962 and The American University, New York, Evanston & London Harper & Row,
1968 F. M. Cornford, Microcosmographia Academica, Cambridge: Bowes & Bowes, 1908 Oliver P. Kolstoe, College Professoring,
Carbonddle & Edwardsvill e: Southern 1lli nois University Press 1975 Academicus Mentor, Up the Ivy, New York: Hawthorn, 1966
Professor X, Neve at a Lossfor an Opinion, New Rochelle, N.Y.: Arlington House, 1974 John R. Seale, The Campus War, New
York & Cleveland: World Publishing, 1971 Harmondsworth (Middesex): Pelican (Pengun), 1972 Pierre van den Berghe, Academic
Gamesmanship, London New York & Toronto: Abelard-Schuman, 197Q

Some works of fiction have cgtured salient bits of the fed of acaleme, for instance, Hazad Adams, The Horses of Instruction,
New York: Harcourt, Brace& World, 1968 Kingsley Amis, Lucky Jm, London Gollancz, 1953 Nigel Balchin, A Sat of Traitors,
London Callins, 1949 Malcolm Bradbuy, The History Man, London Seeker & Warburg, 1975 Willi am Cooper, The Strugdes of
Albert Woods, London Jonathan Cape, 1952 Randall Jarrell, Pictures from an Ingtitution, New York: Knogf, 1954 David Lodge,
Changng Places, London Seeker & Warburg, 1975 Alison Lurie, The War between the Tates, New York: Randan House, 1974
Mary McCarthy, The Groves of Academe, New York: Harcourt, Brace& World, 1951

3. Anne Roe, The Making d a Sientist, New York: Dodd, Mead, 1952
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4. Innumeracy isto numbers what illit eracy isto letters. Just asiillit erates ek and write withou redizing their own incoherence,
so innumerates construct budgets and doarithmetic withou redizing that their numbers make no sense.

5. It may, of course, be paradoxicd to talk of a *‘paradigmatic’ social science since these subjeds, colledively and individualy,
have no paradigms in the sense that the sciences do—or have amultitude of them, at least several to eat subfield or subtribe. But
then much elseisaso paradoxicd abou the social sciences (even apart from the term itself).

6. It is not often enough unerstood that such arrangements *‘ purely for convenience’ almost inevitably make for grea incon
venience or even worse.

7. The socia scientists adually want only the gppurtenances of this recogrition: they themselves do nd regard their enterprise &
being truly science At an ealy meding d the Society for Social Studies of Science, which had been founded largely by pditicd
scientists and sociologists of science, a speaker asked those in the audience of abou 150to raise their hands who were themselves or
had been “scientists’: only a few hands went up, from erstwhile enginee's or physicists. The *“social scientists’ present simply did
not think of themselves as just plain ““scientists,” no matter how loudy they might in other settings protest that they shoud be so
regarded by ahers.

8. See for example, Kurt Heinzedman, * The English Ledurers at Austin: Our New M.1.A.’s,” Academe, January-February 1986
25-31

9. | have it on goodauthority that I' m behind the times as regards the aedive writers: they now exert power while continuing to
complain that they have nore.

10. Getting money from pubicaionis asure sign that the pulicdioniswithou true value. Faaulty are proud when their books can
only be pubished if the pubishers are reimbursed beforehand for the financial loss that pubication will entail. More than ore
humanist told me with a straight facewhat hona would come to the mllege and the university from the note on the cpyright page of
his book that puHicaion had been suppated by the ingtitution. | could never understand that, since such pulicdions incur a loss
only becaise dmost no ore ever has the interest to read them, and thus very few people would ever know that we had bane part of
the osts.
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11. A paradox take half-a-dozen individuals, eat a conscientious teader as well as reseacher, put them together as a ommittee
to evaluate others, and they will agreethat textbooks shoud na court. They will also agreethat *‘the alministration” does not—but

shodd—reward teading.
12. See for example, Confessons of an American Sholar, Minnegdlis: University of Minnesota Press 1970 by Simon O’ Toole

(pseud.), aprofessor of English.
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Tricksof the Trade

“Your jobis mainly one of educaing,” the V-P said to me once, duing a mnversation more general and lesshurried
than usual.

| hadn't thougtt abou it in that way before; but the more | considered it, the more useful an insight it seemed to me. |
had already redized much ealier, it istrue, that deans have no actual power that they can effedively exercise—not often
or for long, anyway—just by telling ahers what to dg their power resides rather in having realy accessto many people
a al levels, giving them the oppatunity to persuade and to arrange woperations, gredly asssted in that by the
widespread ill usion that deans actually have agrea ded of power which they wield ruthlesdy and even capriciously.' So
I"d seen my job as one of educating in the sense of persuading, bu the V-P meant it more literally than that and thus had
adeeper insight for me.

The dean’srole is unique: he has aunique view in al diredions, and some experiences quite unlike those that come to
other administrators. Deans nead na only to represent their coll eges, they must—even to dothat eff edively—interpret
their colleges to the V-P, to the rest of the cantral administration, to all the middle-management bureaucrats, and indeed
to their own staff and chairs and faaulty, for no ore dseredly cares abou
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the mllege & such and as a whole, and no o dse ca redly appredate the problems of caring for and abou such an
enterprise.

By contrast, chairs have little educaing that only they can da the faaulty know almost as much as they do that is
germane. Perhaps chairs can explain to faaulty a little @ou the wllege and abou the dean, bu they dorit themselves
understand those dl that well. Chairs can try to educae deans abou their departments and their disciplines, but deans can
and must learn some of that from others too.

The vice-president can try to educée the deans, bu redly only abou noracalemic and therefore gohemeral and unn-
teresting things: the latest from the board of governors, general financial outlooks, things of that sort; anything d lasting
value that the V-P knows was probably acquired duing aterm as chair or dean. The V-P can of course try to educde the
rest of the central administration abou acalemic matters, bu that always drikes me & close to a hopelessventure or a
lost cause: those in central administration who haven't been profesors and then chairs or deans themselves will li kely
never be aleto understand roperly.

So deans hold the highest administrative post® in which ore still | eans things that have auseful relationship to the
substantive mntent of the acaemic disciplines and to the task of helping them develop a sedng that their development
is not hindered. And so deans come to have significant insights that are not vouchsafed to athers, and have the
oppatunity, indeed the resporsibility, to educate those others.

* * * * *

One of the major shocks for me cane when | was forced to recmgnize that most of the middle managers—acourtants,
personrel officers, and the like—genuinely do nd care dou the acaemic side of things; that is, paradoxicd as it may
appea, they redly dorit cae @ou the raison detre of the business in which they are engaged.’ Not that there is
normally much deliberate maliceor sabatage; it isjust that they simply dorit un-
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derstand intelled, and therefore they dorit understand what it takes to make an environment intell edually attradive, and
they do nd accept that this has to be the top priority to which everything else—including “ efficiency” as usualy and
narrowly defined—must he subardinated. The acourtants want their operation to run efficiently from its own pant of
view, no matter how inconvenient and therefore inefficient that may make things for the faaulty or the students; the
people in admissons and registration want their operations to be dficient from their point of view, no matter how
inconvenient and therefore inefficient that may be for the faaulty and the students and hav damaging to the goal of
reauiting the best students; and so on.The rarely understood pont isthat all such ofices siodd beinefficient from their
own pdnt of view in order to conserve the time and the peaceof mind o the faaulty, which are the most predous and
irreplacedle asts of any university, and in order to emphasize to students that concentration onacalemic matters is
what is expeded o them. Althoughacounting and admisgons offices and computing centers and so on are often
referred to as **service’ units, in pradice they are not commonly made adually to function as units whose only proper
roleisto serve the acaemic enterprise.’

Thinking d efficiency narrowly, and commonly only in terms of the most diredly visible expenditure, can have
extraordinary consequences. Thus when telephore wsts began their disastrously steg climb, ou diredor of
communicaions let it be known that we auld easily enjoy better service d lower cost. Thoughl was kepticd, it seemed
at least conceivable that high techndogy might, at last and in this instance d least, be ale atually to deliver on ore of
its promises. So we acceted the diredor’ s offer to explain his £hemeto usin detail .

“Look,” hetold us, ‘the deans offices have half-a-dozen multiconredion phores, which are very expensive; and the
seaetaries end alot of their time answering those phores and then puting the cdl s throughto the people who adually
need to answer them. Take out thase systems, and gve erery dean
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asciate dean and asdstant dean ore ordinary phore, and let them answer it diredly themselves and save everybody s
time.”

Except their own, | tried to explain, bu he was impervious—since he answered his own phore himself, he muldn't
undersatnd why everyone dse shoudn't do the same; he just couldn't grasp that most of the cdls to a dean’s office
shoud not be answered by the dean .* So we had a stalemate, which | finally resolved wvith a suggestion that | tried to
make in a neutral tone: “*Well, sir, perhapsyoureright. I'll tell you what: if the president’s office accpts your approach
and the president takes to answering hisown phore, dolet me know and we'll do the same in these offices.”

| never heard from him again.

His siccesoor as diredor of communications had the computer disease. He wanted to see aterminal on every desk, so
that communication could be instantaneous. He didn't seem to understand my response: why shoud the ollege spend
such vast sums of money, bah cepital expenditure and running costs, just to make it even easier for everybody to be
incessantly interrupted? Telephores are surely a rapid enoughmode of communcation when rapidity is needed. For most
matters, a day or two in the canpus mail causes no harm. And moreover, what would happen if we followed his urging,
replacal the telephores and internal campus mail entirely by these terminals, and then found ouiselves periodicdly
withou any means of communicaion at all when the computer was ** down’ ?

But like dl these enthusiasts,’ he aouldn't bring himself to admit that the computer ever crashed. Or perhaps he just
regarded that as a price that everyone ought to be willing to pay in return for being at the aitting edge of modernity.
Certainly he seemed to regard as impadlite any mention d defeds or wesknesses in computing, beit in principle or in the
system acually in placeon ou campus.

* * * * *
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Thoughall administrators ouglt to have been profesorsfirst (and, indeed, ough always to remain profesrsfirst), in
a oupe of respedsteadting and reseach are poa preparation for administrative duties.

Professors do things themselves, and are ale to get appropriate satisfadion dredly from things they’ve dore: the
draft of a paper written brings a sense of achievement; the last filli ngin of grades at the end d a semester, too, krings the
sense that one has dore something, that some students at least have been helped. But administrators never do anything
diredly useful; their posdgble utility resides in enabling a persuading ahersto do wseful things. And becaise others are
always invalved, administrators can rarely take much satisfadion from their own contributions, which in any event are
rarely identifiable. Professors can dften say of their research, and sometimes of their teading, **If it hadn't been for me
personally, this wouldn't have been dore, or at least not so well.” The dean can very rarely say of something well dore
in teading a reseach, “ Thiswould na have happened if | personaly had na been dean.” Thus professors who kecome
administrators must lean, with littl e or no preparation for it, to derive satisfadion vicariously from the adievements of
others.

Profesors, like many people who adually themselves do substantive things, rightly lean that procrastination is bad:
“Never leave urtil the morrow, that which youcan dotoday.” But much that comesto a chair or adean is best handed
by dang ndhing at al, or by only pretending to do something, and innumerable other matters are better handed slowly
than promptly. | foundthat a very difficult thingto learn and had to kegp reminding myself of it, for habits acquired ealy
are hard to shake later—like being taught as a dhild never to leave aything ureaen on ore's plate, which becomes
dangerous to hedth in middle age. At any rate, too prompt an administrator can produce havoc. My in-tray would
occasionally deliver up something like the following:
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TO: Dean Martin

FROM: Vice-President for Administration

SUBJECT: Traffic Violation by State Vehicle

On o abou March 29, a state vehicle was all owed to stand, contrary to indicated regulations, for an unknavn length of time but

at least thirty (30) minutes, in front of the Department of Journalism. Investigation hes reveded that the vehiclein question hed been
signed ou to Dr. Halifax. Pursuant to the official procedures, this memorandum requests that an interview be aranged with Dr.
Halifax, that he be gprised of the serious nature of such breadies of the regulations, particularly involving state vehicles, that his
written recognition d the seriousnessof the bread and assurance of future compliance be obtained and dacumented to this office

Halifax happened to be one of our more distingushed faaulty, hdder of an endowved chair. Moreover, in my view he
genuinely and amply deserved his distinctions: he lived and kreahed his sibjed and was always fascinating when he
talked abou it. He had for atime pradiced in the red world of newspapers, but that was long ago; he had also longago
discarded whatever resped he might once have had for such pradicditi es of life & parking regulations. As with many of
ouwr faaulty of distinction, Hs ego hkruised rather easily, and anything less than a resoundng compliment or total
agreement with his opinion caused him to wonder whether he was no longer fully appredated; any slight acual criticism
sent him for days into a huff during which he ampaosed, and even sent, extraordinarily longletters to everyone from his
chair throughthe dean to the vice-president and the president.

What useful purpose muld be served by attempting to make Halifax jump through hoop abou parking regulations?

Now recdl that deans do nd get fired for entirely ignaing such requests from the Office of the Vice-President for
Administration, which makes that one possble and even attradive @murse of (in)adion. But one doesn’'t want to aajuire
too ged areputation for being an urtmember of the administrative team,
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and lesides, ore dl too dten neads omething from the Office of the Vice-President for Administration. The best
approad, therefore, is to change one's pace ad manner of operation’ from that of daing things, and gromptly, to the
different manner that charaderizes, for instance, such dffices as that of the vice-president for administration. What does
the V-P do when ore of your departments neals a new roof to stop the rain from ruining milli ons of dadlars worth of
equipment (which the V-P has also refused to insure against such caastrophes)? The V-P sends long, smarmy, evasive
memos, that’ s what. So:

TO: Vice-President for Administration
FROM: Dean Martin
SUBJECT: Traffic Violation by State Vehicle
This office gpredates having its attention drawn to this matter. The serious nature of the offense is fully remgnized, as is the
need to ensure that nothing  a similar nature aain eventuates. Appropriate adion will be devised and implemented, and the dhair
of the department will be asked for appropriate alvice nat only for handling this instance but for appropriate future planning and
adion. Perhaps ome deaer understandings shoud be developed of the frequency and appropriatenessof the nead of' the faaulty to
avail themselves of the privil ege of the use of state vehicles.
Rest asaured that the matter will be handled just asit shoud be.

Having sent that, or something like it, you shoud then do ndhing else. If you ever recéve areminder or foll ow-up
from the V-P, which is quite unlikely, respondto it again in similar fashion. You can aways mention the difficulty of
scheduling an appad ntment with Halifax, whois always off- campus at conferences and who tre&ks appad ntments with the
dean at the drop d a hat; the V-P will readily believe that, since he thinks he knows how littl e tine most faaulty acually
spend at work.

* * * * *

Quite often, what may superficially seem to be requests that you take adion are redly nathing d the sort. Chairs as
well as
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deans get many visits from individual professors who come to complain o this, that, and the other. Almost invariably
there is nathing that could conceivably be done: the professors have simply colli ded with some aped of redity—the
universal need for more money, say, or the incdcitrance of some of their colleagues, or some croll ary of the profesor’s
own self-doult. Administrators soud be dea that they are doing something, indeed ddng all that it is possble to do,
simply by listening to Professor Q, by sympathizing, by musing abou posshle murses of adion, by sharing the
ridiculous complexiti es that any administrative adion entails, and by uging Professor Q to come bad at any time. For
professors, talking may often be mutually exclusive of doing, bu for administrators that is not the case.

Deans have to ded with people, and they have to ded with issues; bath sorts of dedings can be fadlit ated byfoll owing
afew maxims. In deding with people, to preserve goodrelations for as long as posgble, never write amemo when it is
possble insteal to talk abou the matter at hand. By all means follow up the talk with a memo, for the record o to
spedfy detail s; but anything that could be misunderstood—and almost anything can and will be—and anything that can
arouse ire—and amost anything can and will —is handed more dfedively, with more goodfell owship and goodwill , if
you first make apersona approad. Faceto-face oreis lesslikely to attribute unworthy motives to people with whom
one disagrees. That one shoud pause before jumping to conclusions about the motives of others is pithily expressed in
one of my favorite injunctions:

NEVER ATTRIBUTE TO MALICE
WHAT CAN BE EXPLAINED BY INCOMPETENCE
becaise incompetenceredly is © much more common than deli berate malice

I did na myself keg that maxim sufficiently at the forefront of my mind and invariably regretted the lapse soon
theredter. All too dten | becane angry through jumping to the false mnclusion that some preposterous absurdity or
other was known by the perpetrator to be apreposterous absurdity. In the &-
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tempt to curb my tendency to be undplomatic on thase occasions, | made alittl e placad to kegp onmy desk. | heatily
recommend these rules to thase who share my low baili ng pant:
DESTROY THE FIRST DRAFT
RESPOND TO THE MANIFEST, NOT TO AN INTERPRETATION OF IT
CRITICIZE THE ACTION IF NEED BE, RUT NOT THE ACTOR
ISTHISMEMO NECESSARY? WHAT CAN IT ACHIEVE?
Of coursg, if it canna achieve anything more useful than bowing df deanly steam, dorit sendit.

Quite generally, deans nead to exercise firm judgment in choasing what to take on and what to avoid. If it were l€eft to
others, deans would find their days full of things that don't particularly need dang—or even if they do, certainly nat by
deans. With resped to trivial matters that some misguided athers did na recmgrize atrivia, | foundit useful to bea in
mind amotto that | learned in high schod from ateader of Latin:

ANY THING UNNECESSARY ISWRONG
I have foundthat a marvelous guide in life generally, na only for the writing d goodLatin, and ndably after | becane
an administrator.

But there ae many unrecessry things that a dean canna avoid ddng: preparing misson statements, for instance, or
six-yea plans to which subsequent appropriations and bud@ts bea no relationship whatever, na even semantic ones.
For those situations, ore can expressmuch the same notionin amore pradicad way:

IFA THING ISNOT WORTH DOING,
THEN IT ISNOT WORTH DOING WELL

“ Strategic planning’ was one of the adivities of which much was made but which | could na take very serioudly. It is
caried onat alevel of abstradion that ignares the nuts and bdts’ of the adivity being danned for. | did nd regard it as
reassauring that people auld be “‘experts’ in strategic planning per se—just as | dor't much care for management experts
who claim to knowv how one can manage any adivity at all withou ever having
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partaken of it.’ It is rather like the notion that has ruined the schods: that teaders need orly know *“how to tead” and
not much o anything abou the subjeds to be taught. | foundit curious also that many o the expert strategic planners
had ealier been architeds or urban planners. The mncrete products that have mme from thase redms of adivity would
sean to provide scant warrant for trusting the expertise of the praditi oners.

In any case, what is aubstantive in a university is the acaemic work of teading and research, and the ever-present
concern must be, which areas to suppat better and which na so well? And that is a question that canna usefully be
argued pubicly, as evidenced by the innumerable places that have been in serious financial difficulties but failed to
evolve an academicdly sound pan. If some lleges areto be treded preferentially over others, then it isupto the V-P to
doit; within a ollege, it isthe dean who must dedde anongthe departments.

Once given that sort of overal view, all else immediately falls into pace becaise there ae rarely or never enough
discretionary funds at any ore time to make possble any sort of *‘big splash.” At any rate, my possbly misguided
contempt for strategic planning could be summarized as

WISE MEN DON' T NEED TO PLAN,
BECAUSE THEY KNOW WHAT TO DO

One of my mentors long ago gave me aprint of Picas®’'s sketch of Don Quixote and wged me to hang it in a
prominent place he thougtt | had an urfortunate tendency to take up lost causes. A fine expresson d the same warning
was the message of the film Wargames:

A STRANGE GAME: THE ONLY WINNING MOVE ISNOT TO PLAY
I sometimes wished that our president and vice-presidents had reaognrized the wisdom of that, say, with resped to
intercoll egiate ahletics or in response to the initiatives *‘in suppat [sic] of higher educdion’” that were too dten mooted
by state and federal governments.
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Unfortunately, | often head arguments alongthe followinglines: “*We redly must do so and so. After all, if we don't,
then we'll he forced to.’" For example, develop means for *‘outcomes assessment,” one of the more recent fads
emanating from theorists of educaionism and welcomed by bueaucrats: the ideais to determine what benefit students
have derived from their instruction by comparing their capabiliti es after graduating with those they possessed when
entering—compare the eonamic concept of “ value added.” Until one tries to think of valid ways of measuring that
benefit, theideamay na necessarily be recogrized as slly.

But that whale line of ressoning—do something (or just pretend to dosomething) silly because otherwise you will be
forced to doit in a perhaps even silli er way—presumes that universiti es canna educate thase who are no longer students:
governars of states, for example, or their seaetaries for educaion, a those on their staffs. | couldn't disagree more.
Universities need to educate the legislators and gowrnors to understand what universities are, for no ore dse will . |
recdl my haror when, abou three decales ago, a legislator criticized the University of Michigan for being “‘less
productive’” than the other puldic collegesin that state—itsratio of studentsto faaulty seas lower.... That legislator ought
to have been told:

EVEN THOUGH EDUCATION IS NOT-FOR-PROFIT,
YOU CAN’T CET SOMETHING FOR NOTHING
It may be true that
HE WHO PAY STHE PIPER, CALLS THE TUNE
but
HE CANNOT TEACH THE MUSICIANS HOW TO PLAY IT

It is sSmply the cae that quality costs more than mediocrity.

If one compares universities with businesses or with gowernment agencies, it shoud be evident that universities are in-
credibly efficient: professors are given the asdstance per cepita, of much lessin the way of seaetarial services, office
madinery, and the like; and their salaries are low in relation to ather professons when ore considers the length of
training
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required. One rapid way of costing this out is to consider the rates charged by unversities for indired costs incurred in
managing gants and contrads for reseach; those dharged by private industry are @ou twice & much. But, of course,
the fads notwithstanding, legislators will continue to cdl for belt-tightening and ‘“managing davn” and more
acounability and so on.

* * * * *

So many weighty, serious matters come to a dean that the occasional pieces of light relief are most welcome. | found
reminders of the followingin my fil es.

One of our faaulty brought me a ommunication he had receved from one of the madhes. It was aform letter, into the
blank spaces of which had been inserted the professor’s name & addressee and into the text the name of a student athlete.
| reproducethe form, withou those names, as well as the memo it spawned:

TO: ..
FROM: Royle True, Head Basketball Coach

............. , one of our student-athletes, was cdled hane due to a deah in the family. He will chedk with youwhen he returns to
class

If you have any questions, fed freeto cdl me.

TO: Vice-President for Academic Affairs
FROM: Dean Martin
SUBJECT: Deéhs of Relatives of Student Athletes

Attached is aform letter used by the ahletics department to naify instructors when basketball players have experienced a deah in
the family. | find it alarming that the deah rate anong that group shoud be so high as to require the use of a form letter for these
occasions. After al, we only have 15 people on the basketball squad. If an appredable number of their relatives die during the few
yeas of the players’ eligibility, then the deah rate anongrelatives of members of our squad must exceel the deah rate in the general
popuation bya staggering fador.
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The professor who had shown me that—and |—foundlessoccasion to laugh a yea or so later when he discovered in
his mailbox a plain envelope, noreturn address his name handwritten onthe front, with four season ticketsinside.

But, it turns out, athletes are not the only groupwhose relatives are & highrisk. A careful study reveded that students
who receave grades of D or F suffer dispropartionately more misfortunes, including deahs of relatives, than do students
whorecave grades of A, B, or C; and it was postulated that the grades of D and F in fad are cused by these misfortunes
over which the students have no control.” If athletes belongto the group d students who receve grades of D or F, then
the form letter used by ou coach may after al have been necessary.

* * * * *

Dea Dean Martin:

Asyou knawv, my colleague Peters is being reacommended by this department for promotion to full professor. | was a member of
the department’s Committeeon Evaluation, Tenure, and Promotion, and | suppated his case and vaded in favor. Petersis beginning to
be professondly adive ajain after a long hatus, and | wanted to encourage him to continue in that diredion. Of course, his
credentials do nd pass muster under our present criteria and standards, and | will understand if you donot suppat the promotion.
Indedd, | dori't think that Peters sroud be promoted.

JohnQ. Doever
Profesor

* * * * *

Distinction in an acalemic spedalty is not necessarily correlated with common sense or a sense of perspedive. Some
of my best friends might hold endowed chairs, bu | wished occasionally that | could—or, as dean, could aff ord to—have
the last word with them; however, the fun derived from bruising such an egois hardly worth what it then takes to asauage
the bruise. Perhaps my most cherished and redklessmoment with
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adistinguished ore cane when he was as usua telling me how to domy job, onthis occasion what offer | shoud extend
to aparticular candidate for afaaulty pasition.

“But redly,” | said, “we're drealy dffering a higher rank than his credentials warrant, and we'r e offering to match
his slary which is much higher than it would be if he had been working at a university rather than in industry. You
understand what grief I'm going to take over that from your colleagues for the next few yeas. He's smply being
unreasonable by asking for yet more; some might even cdl it attempted badkmail .”

The distingushed professor sighed; he dways foundit difficult to make administrators grasp the obvious. “We're
building,” he expostulated; *‘we've gat no visibility yet. Thisis the best we can doat the moment. No ore whoisreally
goodwould come here.”

Got him! *“Youcame here, didn't you?’ | asked, trying nd to let my pleasure be too obnoxously evident.

Notes

1. Probably | need to be more explicit here. A dean’'s power is very limited indeead to get anything dore that is acalemicdly
substantive and desirable. Like most administrators, of course, a dean has ample means to delay or block initiatives that come from
faaulty or departments, even thoughthaose initi atives may be desirable ones. Unforately, a dean has much lessthe means to block or
delay undesirable initiatives, becaise thase usually come not from the departments but from the vice-president, the president, the
board, or extraneous (extra-university) sources.

It is the cae that the dean has the power to make goodthings happen occasionally, but those ae things of limited extent, often
having significancefor just one other individual at any gven time. Nevertheless | find even in retrosped that it is from adions of that
sort that | still derive the most satisfadion, espedally the few occasions when | threw all caution to the winds and then had to
scramble to get the agreements that would permit my dedsion to stand. Thoughmy satisfadion over those incidents is red, it would
be entirely improper for meto tell of
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them; in some instances, indeed, the beneficial effead would be quite nulli fied were my part in the matter ever to beaome known.

The red power to accomplish academicaly substantive things residesin the departments, but that power israrely exercised because
it would cdl for the faaulty to be of one mind ona particular isaue, or at the very least to cohere in suppat of their head or chair. The
difference between those two designators of departmental leadership, by the way, can be described quite concisely: A department
head has all the power but is expeded never to use it. (I remember the poignancy with which a retiring head said to me, ** They all
trust me now that I'm nolonger going to be head.””) A department chair, on the other hand, is like agardener whois all owed to spread
manure but never to weed or prune; or, as a pradicing chair once said to me, “One ca lead a horse to water—and watch it drown.”

2.1 had been dean for afew yeas when an dd friend asked about my plans for the future: had the move up to dean exhausted my
ambition a would he soon have afriend in even higher office say, vice-president or president? *“For me,” | told him, ““there is no
higher office anywhere than dean of arts and sciences.” Not everyone, of course, would openly agree with that, for instance, the
vice-president for academic dfairs. But | gathered ample proof over the yeas that the V-P did recognize the College of Arts and
Sciences as the most important and its adivities as the most interesting: a successon d V-P'snat only tried to tell me what to dowith
the discretionary funds suppcsedly at my disposal but also tried to interfere in many ather ways in the llege’s internal aff airs—far
more so than in the dfairs of the other coll eges.

3. Thefunctioning d universities would improve out of sight if midde-management pasiti ons were reserved for the enployment of
the spouses of faaulty and staff and students, perhaps in some caes as half-time pasitions. Throughou my deanship | was saddened
by the low level of competence displayed by so many dof the people who held those positions, at the same time & we @uld na find
employment for well-educaed, intelli gent, competent, conscientious gouses. It also infuriated me that the women's groups showed
no interest in pusuing such relatively redistic posshiliti es nor in the gross underpayment of those women who held norfaaulty
pasitions.

4. For example, we deans were alittle bemused when ou V-P once told us that all the service units reporting to his office had
recently
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been evaluated—the almissons office the mmputing center, the library, the registrar’ s office Our opinions had na been sought, nor
had those of faaulty, students, or chairs. Thus the dficag/ of the *“ service’ units had been judged in absence of any information abou
how well they served. It is aso al too rarely understood that other ancillary parts of the multiversity have & their only proper
function to strengthen the acaemic side of things, for instance the student affairs people, the dumni groups, the student
organizations, the ghletics association.

5. By far most of the cdlsto my office were from people adually trying to read a department or an individual member of the
faaulty or a student. That resulted from a dedsion made by the vice-president for administration that the locd telephore direcory
shoud na have just one number listed for the university but separate numbers for the various coll eges—the numbers of the deans
offices! In consequence, my office had to provide diredory information a diredory asdstance for al faaulty and departments in the
College of Arts and Sciences. We tried to have this changed, on several occasions, to have listed just one number that would conred
outside cdlers to the university’s diredory information number; but the V-P always insisted that he had na enough telephore
operators to hande dl that traffic. That ill ustrates rather well the perversely narrow view of *“efficiency’” that all too dften prevails
becaise there is no generally agreed and informed understanding o which functions are best centralized and which are best
decentralized in the multiversity.

Thistale dso ill ustrates the running tettle that pervades academic administration, eat dfficetryingto deaease the work it must do
by passng some of it onto ather offices. In the nature of things, the president’s office can dothiswith the most impurity, and thus the
burdens are passed dowvn the chain of command utimately to be assumed by the departments and the faaulty. These skirmishes about
who shoud handle what are frequently implicit only: those who are leaving a creaing work for othersto doare not usually prepared
to adknowledge what is happening. The somewhat similar skirmishes abou who shoud pay for what, however, are fougtt relatively
openly. Time and again, we would find agreement quickly readed among faaulty and chairs and deans and vice-president that a
certain thing was worth dang—let us sy, providing a omputer terminal or PC for every member of the faaulty and for every twenty
students—but then yeaswould
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passin arguments over how much of the necessary money would come from whose budggt.

A college of arts and sciences is typicdly at a disadvantage in arguments of that sort. Since it is usualy the largest college, it
usualy has the largest budget of any college, and it is therefore universally presumed that it can always help ou with funds that
represent, after all, only atiny fradion o its total budget. As aresult, the propation d discretionary funds available in the cllege’'s
budget rapidly fallsto zero, and it isin redity worse off than any o the other colleges. By contrast, all of the vice-president’s budgget
is discretionary (as | would nead to pant out to him quite frequently, whenever he remarked haov small were the resources available
to him).

6. | susped it will be though that | am using my imagination rather than remurting experience when | give examples of some of
the suggestions that came from our computing center and its advisors: the daim that a terminal on every desk would pay for itself
through the seaetarial positions that could be @dlished; or the daim that even further savings would acaue when all files were
maintained orly in computer memory, file cainets would be phased ou, and many square fee of spacewould thus become available
for other purpases; or that huge anourts of space ould be saved by poviding every member of the faaulty with a termina at home,
thus making redundant some of the faaulty offices onthe campus.

For awhile, inded, every officein the central administration dd have aterminal on every desk, and duing my visitsthere | would
derive surreptitious amusement frorn running a wet finger over the keysto gauge how longit had been sincethey had been touched. |
also kept aimost to myself my amusement at the times when the vicepresidents didn't know what they were suppased to be doing (I
am spe&king strictly temporally now) becaise their appantment cdendars were kept on the computer and the computer was
periodicdly and ungedictably *‘ down.”

At abou the same time & all those terminals prouted in the alministration bulding, a ban was placed onthe purchase of new file
cabinets. After awhil e, the inconvenience of using large cadboerd cartons for my personal fil es becane too much for me, and | com-
plained to my administrative asdstant. *“Oh, do youwant ancther file cdinet?’ she asked. “Of course,” | said, “but we're not
allowed to buyany.” She smiled in away that I' d seen before: *“But do youredly
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want one? Withou needing to knonv where it came from?’ And soon theredter | had what | wanted. The V-Ps can have dl the
computersin Christendom, | thougtt, and I’ m still much more fortunate than they are, because | have this asgstant.

7. One of the shrewdest deans | ever met had two excdlent pieces of advice for deding with the central administration. ** Always
remember,” hewould say, ‘‘that it's much easier to get forgivenessthan permisson. And the way to bea them isto ou-dumb them.”

8. During ore of my interviews for a deanship, | was asked how | would handle the nuts and bdts of administrative routine, given
that there were so many nusin the dean’s office

9. | foundit remarkable that, not so long ago, the management experts discovered something cdled * management by oljedive.”
Then, and ever since, I' ve wondered what sort of management was ealier preaded o pradiced: management not by oljedive? Just
asinthe design d thingsto be used, form shoud follow function (architeds and automobil e manufadurers please note), so the design
of organizaions and procedures oud follow an understanding o the functions to be performed. The function o academeis entirely
different from that of industry or businessor government: the lessmoney spent by the latter, the better off the society is; but the more
money spent on higher educdion, the better off the society is. And within uriversities, it is much better to waste alittl e money than to
irritate the faaulty.

All the vice-presidents I’ ve known are quite intelli gent and well meaning. Many of their blunders could plausibly be acribed to
their having orceread abook onmanagement per se, or to having attended a seminar on that topic, or, at any rate, to their not beaing
in mind that the only proper *‘ objedive’” of a wllegeiseducation.

10. Barzun, for example, would na think me misguided in this: ““Here and at all times, | mistrust in human affairs the ready-made
design.... ‘Policy-making' is an empty word; only daily ads give pdlicy redity, and people do nd ad conformably to pdicy urtil
consent and pradice have bred habits.... the aaptation d an ideato a particular situation requires means and oppatunity, like agood
murder...."”" In Jacques Barzun, The American University—How It Runs, Where It Is Going, New York, Evanston & London Harper
& Row, 1968 | do nd give the page numbers for the quaationin the hopes that everyone will read the whole book
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11. Ancther and similar shibbdeth would have it that **we must do so and so because everyone dsedoesit.” For example, we must
reauit and admit athletes who canna benefit from our courses, because everyone does it; we must lobbyin Washington to have our
projeds written into laws, avoiding the traditional mode of pee review, becaise everyone is doing it. Where then daes one draw the
line? Such an attitude muld aso have us pradice rada discrimination, say, so long as everyone dse is doing it. One had piously
hoped that the Nuremberg trials might have made the point that one canna evade individual resporsibility quite so easily. (For an
excdlent examination d that issue, seethe 1961film by Stanley Kramer, Judgment at Nuremberg.)

Simply gaing with the herd means rejeding oppatunities for leadership onthe implicit presumption that the voice of morality or
ethics or even sense is foredoamed to impotence That reveds a sadly low estimate of the democratic pality which, if true, would
imply that a democratic repulic canna improve itself. Fortunately, there is ample enpiricd evidence to the contrary: say, in the
improvement of workers' condtions in the last half-century, or in the dimination d legally enforced segregation over the last thirty
yeas, or in the more recant dedinein discrimination onthe basis of gender.

Quite deliberate amorality is al too dten pradiced by acalemics or intelleduals who urexpededly find themselves possessd of
power: acceting the traditional view of themselves as impradicd pundts and mistakenly assuming that power inevitably corrupts
becaise it canna be exercised ethicdly, they set to with an amoral vengeance and forget that the means employed determine the ends
achieved. Thus, for instance did President Kennedy's “whiz kids’ recmmend the ill -fated invasion d Cuba and the disastrous
involvement in Vietnam.

12. Martin D. Schwartz, ** An Experimental Investigation d Bad Karma and Its Relationship to the Grades of College Students:
Schwartz's F.A.K.E.R. Syndrome,” Journal of Polymorphous Perversity, 3 (1989: 9-12.
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Ein guer Mensch, in seinem dunKken Drange,
Ist sich den rechtes Weges wohl bewusg.!
—Goethe

As generdizaions have exceptions, so principles shoudd na be followed davishly; it has even been said that one
shoud beware the individual who always gands on principle. There is also the alage that divides administrators into the
two classes of “rule-quaers’ and * fadlitators’ ; unwavering adherence to fixed principles makes one arule-quaer and
sometime obstructionist. One wants the spirit behind a principle to be the guide, na some inevitably oversimplified
enurciation a formulation d that principle. So deans must know when to make exceptions, to principlesjust asto rules.
But of course they must not be caricious: they shoud dsregard principles only in a principled, nd in an ungincipled,
manner.

For example, a few yeas ago some federal legidators began to trea certain large university projeds as just so much
(or more) pork barrel: instead of leaving it to the National Science Foundition, say, to determine which unversity was
best equipped to set up, say, a supercomputer, bill s were written na to fund a supercomputer but a supercomputer at a
particular place
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Strong potests carne from the acaemic community against this rejedion d perceved ability or merit as the determining
criterion in the avarding d'r esearch funds; and such protests came even from places that might have receéved some of
the pork barrel. One bill would have asdgned a supercomputer to Cornell University, bu the president of that university
pubdicly criticized the bill, disclaimed any part in the maneuver, and said that Cornell would na accept a supercomputer
under those drcumstances. | was profoundy distressed when ore of our vicepresidents commented that Cornell’s
president would na get much suppat in this from his faaulty: ** Such grandstanding,” said the V-P, “ isafine example of
letting principles get in the way of getting thingsdore.”

But surely that is predsely a proper function d principles: they shoud prevent us from doing certain sorts of things.
Only by reagnzing categories of behavior, and labeling some of them inappropriate or urworthy or unethica or
immoral, can we be ready in any particular situation to ad ethicdly rather than simply from desire. One knows, of
course, that it is not always posgble to fit al posgble human adions into a number of’ discrete cdegories—there will be
some doultful or marginal cases; andit is then that we must be ready to make exceptions to ou principles. However, as |
hope the following will ill ustrate, such exceptions might best be described as appaent exceptions to the relevant
principle, certainly nat as disregarding the principle, which that V-P would have had Cornell’ s president do.

* * * * *

Honesty, it is sid, is the best pdicy, and | agree wholeheatedly—as, for instance, when John Doe was waving his
offer from SomeplaceElse dternately in his chair’sface adin mine. We don't match dffers, | told him; they are dways
above market value, and so on (see dapter 13). Sometime later, Doe's chair shared his amusement with me: ‘1 was
telling Doe that we don't match dffers, and that the salaries offered are dways inflated because amove wsts alot in all
ways, and al the rest. Andwhen | was through, e looked at mein amazement and said, ‘ But
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that's just what the dean told me!’ 1sn’t it marvelous? All one has to dois to tell the truth, and life becomes awfully
simple.”

Because, for instance, if one habitually tells lies, one had better have an extraordinarily goodmemory, to recdl which
lie was told to whom.... But, of course, as that chair knew as well as |, we had sometimes bargained with ore who hed an
offer in hand. Weren't we bath redly lyingto Doe?

| would always point out that salary adjustments could oy be made & onetimein ead yea: remmmendationsin the
spring, approval by the Governing Board in the summer, new salary to take dfed at the beginning d the next academic
yea. Nothing was possble, | would say. But, of course, in a cupe of caseswe did raise salariesin mid-yea.

“I never negotiate with a member of the faaulty abou salary, teading load, a anything else,” | had occasion to say
nat infrequently; ““that is between youand you chair.” But on at least occasion | did: withou consulting the chair first, |
guarantedl alighter teading load for an exceptional individual.

“The university has no mechanism for making pasiti ons avail able to spouses, be it of people being hired or of people
arealy onthe faallty,” | had occasion to say more and more frequently. But, of course, there were occasions when
various grings were pull ed and spouses were hired whom we would na have hired from the open market.

“We have no funds to suppat the puldishing d journals’; but we did sometimes find them. ““We never approve a
third successve yea of leave withou pay’’; but we did, afew times. ** Sabbaticds canna be granted before six full yeas
of servicehave dapsed”’; but we founda way aroundthat when it seamed desirable.

Was | lyingwhen | said ““never,” knowing full well that the truth was “‘rarely’” ? | don't think so. Paul Halmos has put
it very nicdy: “There is a diff erence between misleading statements and false ones; striving for ‘the dea reception o
the message’ you are sometimes al owed to lie alittl e, but you must never mislead..... A part of the at of leduringisto
know when and
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how to lie. Don't insist on proteding youself by being cowardly legalistic, but lead the audienceto the truth.”?

And so with administrators as with teaders. If the dean tells a professor or a dhair that an exception is passble, what
is head is that you may be prepared to make an exception in this case, na that an exception is possble in principle,
though oty very rarely and amost certainly nat in this case.

One of my friends once worked for a V-P who ddn’'t understand that. Faaulty and chairs would come away from
medings with him aglow with ogtimism, for he never said **No.” Anything was possble; they shoud explore it with the
dean....

“But,” my friend the dean would then have to explain to his visitors, ““we car't just offer a named chair like that.
When ore of those is vacant, the V-P isaies a cdl for nominations. Then the departments nominate, and the College
Committeeranks, and the University Committee alvises, and the V-P choases. Now admittedly in the past the university
sometimes used these paositions to hire exceptional people from elsewhere, but just in the last yea we had from the V-P
the memo | passed onto youat the time, that for the foreseedle future these titles would orly be avarded after open
competition among current faaulty.”

“But we've just been to the V-P,” would come the resporse, “ and he asaured usthat it was possble.”

So the dean would have to forward the department’ s request formally to the V-P. When it was then rejeded, o course
the department blamed my friend the dean for nat making the cae properly or strondgy enough,wheress they shoud
have blamed the V-P for misleading them. In Hamos's terms, the V-P was being cowardly legalistic and telling the
literal truth: it was posdble, as he said; but since he had na intended it to happen in this instance he had misled, and
thereby sinned more egregioudly than if he had merely lied alittl e.

* * * * *

There is an owverriding reason for not admitting that exceptions are possble: with a littl e ingenuity—which students
and



170 To Rise above Principle

faaulty possessnolessthan do dher self-interested human beings—anyore can evolve reasons why an exception shoud
be made in any gven case, reasons moreover that are not entirely implausible or invalid. Why na give athird yea of
leave without pay, for example?After all, the university saves either the whole salary or that part of it not needed for the
much chegper temporary replacanent. And if it is goodfor the university to have its faailty being \isible aoundthe
courtry, how better than by having them also in aregular position elsewhere? All that new and varied experiencewill be
brough bad to our campus oncethe leaveis at last over. And so on.

Entering into that sort of discusson, let us be dea, amourts to opening upthe whae question for which a pdlicy
arealy exists. Presumably these general pros and cons were ansidered when the university, throughits regular and
thorough pocedures of governance, came to adop the padlicy that two yeas would be the maximum length of time for
which leaves without pay would be granted. Therefore no arguments of a general nature can be valid arguments for an
exception to pdicy: valid exceptions, exceptions that a dean can properly seek to bring abou, must have to do with
idiosyncratic particularities of the cae & hand, particularities that would make the exception fit better the spirit of the
pdlicy, or particulariti es that point to some overriding interest of the university. Therefore | reacommended an exceptional
third yea of leare, for example, only in two extreme sorts of cases: for people we desperately wanted to kegp or to entice
bad and who could na bring themselves to forsake aprofessonal oppatunity temporarily avail able dsewhere; or, more
commonly, for people we desperately didn't want badk on campus and who would have returned rather than resigned if
we had nad granted the extraleave.

Rather obviously, those ae nat reasons to which ore wuld admit in pubic; nor are they reasons that one can usefully
share with an individual who is requesting an exception. It is better to tell someone for whom an exceptionis nat going to
be made, ““We never make such exceptions,” than **We do this for some
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people, bu we will nat do it for you.” It is gratuitous to remind those who are good bu not outstanding that they are
good bu not outstanding; their caree of salary raises and time between promotions has given the message dealy
enough,and they are serving the university conscientiously and to the best of their ability, and they can only serve better
if they fed appredated and worse if they fed denigrated.

This horesty may nat always be the best pdlicy—thoughl personally would maintain that it is, just so long as one
defines horesty in Halmosian terms. No matter what conclusion a dean arrives at on thisisaue, howvever, he must be dea
and horest with hmself abou it. If nat, then he will sometimes fed like ahypccrite; and ore whofeds like ahypacrite is
a hypcacrite, by definition; and people tend to remgnize ahypacrite when they encourter one. Now a dean shoud lea,
shoud enurciate and pomulgate ideds and principles, and he caana do that convincingly while feding hyparitica. So
adean must be ale to hdd the highest ideds abou means as well as about ends, and to work toward them, all the while
knowing that he will sometimes fall short, and nd necessarily by his own fault. I’ ve head no letter expresson d what
the ideds ought to be than from my friend Paul, when he was exercised at a news report that some aminent personage
whose hobbywas golf—perhaps it was President Eisenhower?—had confessed the anbitionto brea 80.

““Good God,” groaned Paul in disgust, ‘““what sort of an ambition is that? If | were agadfer, | wouldn't be trying to
break 80, I'd betryingto bresk 18"

| used that line when | was asked duing an interview how | shoud like to be remembered after my term as dean was
over. | would want to be remembered, | answered, as having been fair and trustworthy, and that represented a pradicd
minimum that | felt | could achieve. But in truth | would be trying,in my friend sterms, to break 18.

* * * * *
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Thereis at least one principle that shoud be held inviolate: the dean must pradice personal loyalty—to the staff, to the
department chairs, to the V-P, and to the president. The dean may na, for instance, confidentially andin canda sped ill
of a dhair or of the V-P to a member of the faaulty. That is not to say that a dean canna expressreservations abou
particular padlicies and even hopes or intentions to seek changes; but a dean must never leave aprofessor in any doutt
that the dean suppats the dair and thinks he shoud be dair; and that the dean suppats the V-P and thinks he shoud be
V-P. So, with afew faaulty who, | though, the university badly needed to kegy andto keep happy, | would permit myself
some such comments as these, abou a dhair, say: ‘| have to agreethat he is not perfed; but then | don't know anyore
who is. Remember how he built this program, and hav good he was when that student made that unjustified complaint.
You can't aways have such strength and the ultimate in sensitive finesse. I'm sure he didn't intend to be arupt with
you,” andso on.

| could agree in ather words, with expressed criticism of a dair only to the extent of putting it into perspedive,
indicating that | was nat blind to bemishes but was firmly of the mind that, overall, the chair was our best option.
Profesors being human, and humans being apt to hea seledively, it isnat posgble for adean to admit to a profesor that
he disagrees with a chair and yet leave a ©nvincing and lasting impresson that the chair neverthelesshas the dean’ s fulll
suppat. It is of overriding importancethat the dean’ sfull suppat for the chairs andfor the staff be universally known.

* * * * *

I’ ve often recdled my first day onthe job. My asdstant brought me afoat-high stadk of things to sign, including papers
of appantment for a number of people and aher nortrivial matters. Now | believe strongy in paying attention to detail,
but | redized then and there that life would be insuppatableif | could na trust my assstant. So | asked her to explainin
quick ouline
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what the various papers were, and | signed them forthwith. And that may have been the best dedsion | ever made &
dean.

Looking adk, | think that she may lave been testing me—would | or would | not give her my trust? And as | passed
the test, | cameto benefit from the highest degreeof loyalty from her.

Trust in arelationship is entirely mutual. If yon show that you trust your staff, then they will trust you. But if you
alow it to be seen that you do na trust your staff, then they will know that they canna trust you. If you are dways liable
to seond-guess them, or if they can never know whether or not you will bad them, then they can't do their jobs
properly, and they certainly can't get any satisfadion from doing them, and they can’t trust you a fed any loyalty
toward you.

Part of the necessary trust is to let people do things in their own way—if only becaise there is no aher way that
anyore can doanything. Your staff will quickly lean the important things abou what you want: whether the officeis to
be fadlitating a bureaucratic, stiffly formal or scrupuously informal or somewhere in-between; whether you are more
concerned with principles or with regulations; and they will take their lead from you withou elaborate eplicit
instruction. In turn, youmust resped their way of doing things—and kte your tongte & things that might offend you
sense of style abit but that don't redly matter all that much, certainly nathing like & much as the trust and devotion o
your staff.

Occasionally the aiticism would reath my eas, that | tended to be too loyal to my staff and to the department chairs.
Inall horesty, | would cheafully accept that as my epitaph

* * * * *

The dean's loyaty has to be direded upvard as well as sdeways and down; the dean’'s full suppat of the
vice-president and the president must be owmmon knavledge. The aministrative chain of command through which
existing pdicy isimplemented (by contrast to the mmmittee structure of governance throughwhich pdicy is made) has
noroom for apuldicly
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vocd “loyal oppasition” (seenote 1 to chapter 12). In private, of course, the dean must presshis contrary views on the
vice-president; and inevitably a dean o arts and sciences arrives at different views than daes a vice-president or a
president. The latter must find acaommodations between the intelledua role of the university and many ather things:
legidlatures and gowernors, alumni and athletics; in the cae of the professonal colleges, the presaures brough by
acaediting agencies, farm bureaus, societies of professona engineas, andthe like. All too few of the matters that come
to the dean are bladck or white; even less ® for the V-P, let alone the P.

No vice-president and no pesident, | recognized, could always ad ac@rding to my liking. Thus the V-P ough, in my

view, to starve some of the other coll eges, and some of the *“ service’ operations, and gve this coll ege more of what we
so badly needed. But it is his proper job nat to dothat: heis suppcsed to seek excdlencenat only in the ats and sciences
but also in agriculture and engineaing and medicine, and throughthe lleges of communicaions and d educaion and
of home e@nanmics and the rest (difficult as it might be for me to imagine what excedl encein some of those aeas could
mean). Thus the V-P and the dean must differ over some matters; but they can work together productively and even
amicably if they recogrize and resped the diff erent resporsibiliti es that they bear;® and so too between the president and
the dean.
In private aguments with the vice-president or the president, a dean of arts and sciences has the luxury of having an
impeccdle cae to pwsh. Within the university, that college is unigue, in part becaise it serves threedistinct and worthy
functions whereas the other coll eges have only the single one of preparing their students for a particular professon. Arts
and sciences also prepares gudents for particular profesgons, of course (albeit largely at the graduate rather than the
undergraduate level), bu in addition it provides much of the fundamental instruction for students of the other coll eges,
prerequisites for the spe-
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cialized and applied work in engineaing and agriculture and the rest; and, most important, the ollege of arts and
sciences provides whatever general and liberal education the university happensto dffer or require. And educaion o that
sort matters; it matters very much indeed. In fad it matters more than any ather sort: as Jacques Barzrm has put it,
instructionis necessary becaise we ae not born human, thoughwe may learn to becme so.

Biologicdly, humans are nat all that spedal. A human who knows only biologicdly, instinctively, emotionally, is just
ancther mammal—a marvelous enoughthing in itself, of course, but not what we most prize d@ou humanity. It is
culturally that human beings are very spedal indeal. And so to become human means to become ailtured: it means to
lean abou humanity’s history and its literature anditsreligion, abou its ciences and techndogies and arts; it means to
bemme avare of what the best minds have thouglt abou human existence And the study d those things is the business
of arts and sciences. We ae the ones for whom it is a vocdion, and we ae the ones who can doit best, for we ae the
ones who extend the boundiries of understanding in the disciplines that ded in the purest form with knowvledge and with
understanding.

Ours is a seaular society, na a religious one: religion gave way to science when the latter proved to gve more
believable answers about the world around 8. But in discarding religious dogma we dso lost the basis for our ethicd
codes. We insist now that moral and ethicd teadings be understandable in human terms and that they be cnsonant with
science, yet no satisfadory system along those lines has emerged, and so we ae proselytized by many competing seds,
seallar aswell asreligious: seaular humanists and fundamentali sts, sociobiologists and Christian Scientists, Marxists and
spiritualists. Amid this welter, the best preparation we can gve our children isto tead them as much as possble of what
we have leaned abou humanity and abou nature and to make them aware of the seductions of dogma, of the
wishfulnessthat can cause usto accept some be-
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liefs against our better judgment. We must bring ou children as far as possble to think analyticdly and criticdly.

And that, of course, iswhat aliberal educaionis all about. No ather college and ndhing else in society has this as its
professonal preoccupation, as its inescgpable resporsibility. We stand for leaning—leaning for its own sake—and we
insist that nothing elseis 2 relevant. ' Relevant to what?’ we used to be asked. ** Relevant to all aspeds of human life,”
isthe answer we shoud have given.

But what abou ethics, morals, values? What does leaning Hstory or mathematics or chemistry have to dowith that?

That question is based onthe eroneous premise that what we ae doingis lely the transmitting d some knowledge.
But if we do the transmittingwell, then it isnaot at al **solely,” for we ae dso helping ou studentsto lean haw to lean.
We give them pradice in scrutinizing texts and statements, in dedding what to accet and what to rejed and what to
leave neither rejeded na acceted for the time being.

Leaning hav to lean, and leaning hav to lean for its own sake, ingtill s sme important values. It instill s honesty,
because there is no such thing as dishonest learning. Individual students and individual teaders may of course pradice
dishoresty, bu only to the extent that they dont care eou leaning—their own leaning a that of others; thus gudents
who chea on examinations are only cheding themselves. Leaningis a hard task-master; in fad, thereisnoway to *‘ bea
the system”: you lean horestly or you dorit lean at all.

Leaning dfers ample oppatunity to aajuire adecent humility. Those who attempt to learn horestly can hardly fail to
adknowledge their own limitations. We wrestle long and herd to understand, and then, having adiieved some
understanding, we redize how simple and obvousit al is, how easy to grasp—except that it was difficult for us and was
achieved perhaps more realily by doullless many athers besides and before us. And as we progress our increased
understanding o some things makes all the sharper and cleaer, by contrast, our total ladk of un-
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derstanding d so many ather things. True schdars, in their heats andin their own fields, are driven to humility.

Further, ore can hardly love and pradice leaning withou aaquiring some resped for the differing ognions of others,
because horest leaning so dften demands that we dhange from our ealier views; it shows us that others can be right
abou matters on which we have been wrong.In leaning abou humanity’s cultural progress we lean that the greaest of
minds have differed over important matters and continue to doso.

But chiefly, the commitment to leaning for its own sake, to scholarship and the seach for truth, is in itself a very
strong statement of values held and advocaed. It is, moreover, a statement of values entirely consistent with the values of
this repulic and its Constitution. It advocates the best and gedest learning for every individua; it advocates education
rather than indactrination; it manifests the faith that free and well-educaed people will nat succumb to authoritarian o
totalitarian dogmas.

Notes

1. The quaeisfrom Faust, 1:32829. | have not founda pulished tranglation that seems just right. Perhaps the dosest is by Walter
Kaufmann (Garden City, N.Y.: Douleday, 1961 Anchor Books, 1963:

A goodman in hisdarkling aspiration

Remembers the right road throughou his quest.

Trandatingin isolation from the body d the text, unconcerned abou rhyme or meter, one might put it like this:

Throughall the darkling strugges of life,

agoodman till knowswell enough what the right way is.

2. Paul R. Halmos, | Want to Be a Mathematician, New York, Berlin, Heidelberg & Tokyo: Springer-Verlag, 1985 pp. 113-14.
The wvholc book makes rewarding reading.

3. | said “regular position” here because we occasionally had requests for leaves withou pay to permit someone tenured in our
university to try out a position elsewhere for a yea or two before cmmitting urequivocdly to it. That seemed to me unethicd from
the standpant of that other institution, apart from anything else; on the other hand, shoud ore refuse aperson who pu this openly to
us, and
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yet permit othersto doit wholied to us, representing their tryout period as a purely visiting arrangement?

| recdl an occasion when a professor, whom we had hired as a visitor while he was on sabbaticd leave from his home university,
came to sound me out. Our department, he said, had indicaed that they would like him to join them permanently. How did | view
that? Why, | would listen to the chair, of course. If the department had a vacant position, andif | could be shown that there was reason
to leave it in that department, and to appaint someone & a senior rank and in that subspedalty.... That was just normal routine. Of
course, matters between him and Hs present university were solely for him to negatiate. We had a palicy whereby people who took
sabbaticd leaves were obliged to return to us for two full yeas after the leave or to reimburse the university for the gpropriate part of
the salary paid duingthe leare. Did his university have asimilar palicy? Did they enforceit always or could it be waived?

As it turned ou, our department did subsequently make the cae, and Professor Mayhew of Elsewhere College becane afull
profesoor with tenure in our university.

Halfway throughthe next acalemic yea, the mail delivered the following to my desk:

Dea Dean Martin:

As you knav, Profesor Mayhew joined you faaulty immediately after enjoying a sabbaticd leave from this college. Our
regulations gate that in such a cae we ae to be reimbursed for the salary paid during the leave; and it seemed appropriate to request
your university rather than the individual to doso. In fad, that is what we have done in simil ar circumstances.

Consequently, we would appredate recaving at your convenience the sum of $27,700

Sdary at half pay $20000
Fringe benefits@ 30% 6,000
FICA 1,200
Travel grant for leave 500

TOTAL $27,700

Yours snceely,
[. M. Hopeful
Dean of the Faaulty
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Some sort of areply seamed to be necessary.

Dea Dean Hopeful:

| was alittl e surprised by you letter, having advised Professor Mayhew at the time of the negatiations that he would need to settle
the matter of the leave stipulations diredly with you In any case, this university has no mecdanism for making the sort of payment
that you request.

Perhaps, however, | could pu to our administration the desirability of instituting such a palicy, suppating that suggestion with the
argument that other ingtitutions do this (thoughl had na previously been aware of any that do). Could you perhaps give me spedfic
detail s of the instances you mentioned in which Elsewhere Coll ege has made such payments:?

Most sincerely,
J. Martin
cc. V-P, Academic Affairs
Professor Mayhew

| was never able to take the matter further becaise | recaved no reply. Nor had | expeded ore, of course. The purpose of
Hopeful’s letter, | had assuumed, was to make sure that we were avare that Mayhew had behaved urethicdly toward his previous
college. That | sent Mayhew a mpy d my reply was doultlessa sufficient indicaion to Hopeful that his message had been receved,
understood and passd on

4. Perhaps because | know how similarly necessary it was for me to have the V-P' s trust. Happy was the dean who could roast the
president in these terms: **He istoo upbed all the time, which drives me up the wall; he is far too loyal to the people who work with
him; and heistoo kind. Andit occursto me that with thase vices, perhaps he doesn’'t nead any virtues....”

5. Similarly, faaulty and chairs must recognizethat it is the dean’s job to suppat al the fields within the mllege, even while they
believe that their own subspedalty and department are the most worthy and the most nealy. Some individuals can’t manage that, of-
course; for instance, Professor Petty, the first-rate scientist who protested that | had suppated the establishment of’ a unit for
interdisciplinary studiesin the humaniti es and the social sciences. How could | put resources
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into that, he wanted to know, “when it isn't even hard science?’ Since that occasion I’ ve wondered several times how—or even
whether—Petty had though about the matter. Could he serioudly believe that a dean of arts and sciences ough to suppat only the
hard sciences? Quite posshly, | usualy concluded. Common sense and pradicdity are surely at a premium for deans, but those
qualiti es are rarely needed in the higher redms of scholarship or reseach.



A Noteon the Author

Josef Martin had attained a respedable reputation in his <hdarly field, with a pulicaion list stretching toward the
threefigure mark, before he took up deaning. He has held appdntments at half-a-dozen paces and in four courtries,
deploying his administrative talents in behalf of reseach programs and professonal societies as well as deaning. He has
pubished andledured on poplar aswell as chaarly subjeds. Thisis his gxth book.



