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Throughout the history of the university the autonomy

and control of the faculty has osc¢illated. Jn the middle ages faculty
sustained self-government through academic gquilds; in America faculty
control was rekindled through the development of science and the
assertion of professionalism. However, faculty again perceive a
decline in their control over the university and academic policy, and
they are turning to a nevw means of influence: unionization and
collective bargaining. This analysis explores the effectiveness of
this process in altering the authority structure of a colleqge cr
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College and CUNY reflect a unique set of conditions, much of what is
now occuring may be generalized to other institutions of higher

education.
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A.  The Academic Profession

Over Iive decades ago Charles Homer Haskins presentoed a

series ol lecturves outlining the medieval antecedents of the
contemporavy university. The university {rom its origins in

the twellth centurv, he indicated, was an associaltion of

masters and scholars leading the common 1ife of learning:

If, as some relovmers maintain, the social
» position and sell-vespect of prolessors

. involve their manacement of univevsibv
affairs, the Middle Ages were The great age
of prolessorial control. The university
itsell was a society of masters when it
was not n society of students. As there
wvere no endownents of iwportance therse were
no boards ol trastees, now wits there any -
such svstem ol state control as exists on
the Continent or in manv parts of the Mhited
States.t

AN

The Amenican Association of University Professors, the
National Eduéatiou Association. and the United Federation
of College Ténchers, it has bocowé clear, are vigbrously
seeking a refurn to those benevolent ages.

The earliest American. colleges. Hapvard and William
and Mary, attempted to sustain the Buropean tradition of
a. self—governiﬁg Faculty, but by the time of the Revolutionary .
.War the pattern of lay control was Firvmly estublished; Faculty
demands for self-government continued tﬁroughout the
nineteenth century. and in the case of Yale Coilegeﬁ resultoed

in substantial faculty participation-z The two greatest

O
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Forces Yor the development of faculty control wore profes-
sionalization and the Toming sza professional interest group.
»

The Fovmer [MLowed Urom the vonoral movement duving‘the‘middle

of thoe nineteenth centupy Ffostering science and the faculty-

centered Gedean waversity ideal, best represomted by the

founding of Johns Hopkins Univevsity in 18706, The latten

was the Founding of the Amorican Association of University

Professors in 1915, which led to a substantial increase of

intfluence or the acullty on their individual campuses.
Throuzhout the history of the wniversity the autonomy

and contvol of the faculty has osciliated. In the middle

ages Eacultf sustained seli-govertmoent tloonsh academic

uirilds; In America Facolty control was rekindied through

the development ol scicnce and the asserition ol professlonalism.

However, Faculty awvain porceive a docline in thoir eontrol

over the univepsity and academic policy, and They arce tuming

to a new means of influence: unionization and collective

parvgaining, ‘PThe following analvsis cxplores the of Fectiveness

o3

off this process in altering the anthority structuve ol a
colleve opr university, and the svstemic changes which rvesult.
W )

{

B. City College and the City University of Mew York
The City College of New York was founded in 1847 as the
First Tree academy for the citizens of New York., Today the

’

collesn consists of four professional schools and the School
of Liberal Arts and Science. ‘The College has an enrollmont
of 16,900 7. 7.6, students, an F.T,.0, lFaculty of 1284, and

a budget of over Forty-three millien dollaws.” In 1961

O

ailc

s v s

the vavious colleges under the governance of the Board of
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Hichew Educatioﬁ were censtituted The City hiversity of
New York, The University now consists of twenty nnits
ranginge From community colleses through a graduate center.
. The University is funded Lfrom bLoth state and eitv sources,

bot the chavacters and opevation of the univevsity -- civil

sevyice categories for non-instructional staflf., iscal

vefilect the fact that 4t is a city cuency., Historically

the municipal colleges had been seen as compér&ble to the
secondary and clementary schools; the chaivman of the

doard of Lducation is an ex officio moember of the Board of
Hicher BEducation. City Collere faculty salaries, for example,
corvespond with sceondary school salafies“ a full professor
Leing the cquivalent ol o high school principal. When in the
19507s the New York City School Systen was wunionized with
spectacular benefits For the stall, the message was not lost
oit the _:mn_u:i.c:ipa]., collewas,

Consequently, when in September of 1963 Albert H. Bowker
First arrived as chancellor of the City tnivevsity, he found
on his desk a request 'rom the Legislative Conferenee {an
inter-college facully group organized Lor political lobbying
For recognition as the exclusive Garcaining agent [or all
CUNY faeulty.u |
C. Colleetive Bargaining and the Contract

' During the next Four years the Chanccllor. met informally
with the Legislative Conference (IC) and the United Federation
of College Teachers (UFCT), an offshoot of the public school

unions, which also had membership from the CUNY faculty. When,
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in Septembér, 1967, the New York State Legislatﬁre enacted
the Public Emplovees’™ Fadir Pmployment Act, both the LC and
the UFCT petitioned to become the exclusive representative
for the instructional staff.

- Tollowing extensive hearings, the Public Emplovment

g e )

™

Relations Board (IERB) on May 1, 1908, owrdered an election

cont the basis of two units: Unit I, to be cowmposed of pro-

Fessional ranks and dnstructional support stalf, and Unit II,

to be composed of lecturers and part~time instructional staff.

PERB based its decision upon the fuct that almost one half

of the full-time eyuivalent instructional stalf was composed .
ol adjunct (part-time) faculty und locturers who were not
elizible Tor tenure under yoard of Digher Education Bylaws.S
A reality stemming From the traditionally peor funding for the
university (e.:3. one hall the support per full-time eguivalent
student as the State University of New Ydfk), and the veady
availability of graduate students, professionals, and other
poltential adjunct faculty in the New York moetropolitan area.
As PERB concluded, *the Faculty-rank-status personnel are the
heart of the wniversitv.?¥ PERD reascned it might compromise
the independence of the nontenured and temporary faculty
and the veryv stability ol the university if nonteuured @art-
time facult, in nunbers almost equal to that of tenured and
Full-time Faculty were included in the same employea unit.o
In the subsequent election the [C won, by a vewry small margin,
the richt to represent Unit I and the UFCT the right to Unit II.
By October 3, 1909, a collective bargaining agreement
was reached with each of the units. Among the significant

points of the three year ayrcement were the following:
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1. A denerous incrementt salary schedule and increased
benelits for Loth units,

2. A formal grievance procedure ending in binding
arbitration.

3.  An agreement on the percentage in academic ranks,
- and for specific research support, in the LC contract.

. The inclusion of joun secupriity in the UFCY agreement.

5. A specific procedure in both agreements for
decisions on facultly status.

The latter procedure is onc of thae most surprising elements
to those outside the City Umiversity. The procedures call for
a minimum number of classroom obsevvations of nontenured
faculty (part—fime and full-time), aiscussion with the depart-
ment chairman with regard to the‘observation, and an annual
review with the chairman of the total progress. ‘'Therc must
beﬁwritten records of bLoth of the latter meetings. There are
also specitic deadlines as to conducting these procedures,
notice of reappointment, and access to personnel files. These
explicit and unusual procedureé are traceable to the before~
mentioned symmetry Letween the City Univevsity and the public
school system where classroom observations werce a standard
practice. In fact, most ol the departments had a history

oo

vanging back teo 1935 of classroom observations by the department

appointments committee prior to a tenure decision.

IT

Academic Tmplications of the Agreements

During the last academic year while the contract negotiations

proceeded through mediation and fact-finding, the agreements

have Dbeen extended, resulting essentially in four years of
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experience under the negotiated contracts. What has been
the dmpact of these agreements on The City College of New York?
Snecit Lallv vhat effeet, il any, have theyv had on the

covernance of the institution, and the academic life of the

faeuliy?

A, Governance

The bagic ewiteria, at least from the faculty viewpoint,
for evaluatimn off unionization and collective bargaining,
must be the unbLLDH of faculty sell-government and control.
At The Citv College of New York some tradition of faculty
gsell-government already existed. As Matthew W, Finkin, legal
counseli to the AAUP. indicated in 1970,

The City University ol New Yerk (CUNY), at least

with respoect o most of its well-developed {our

Cyvear components. has enjoved o tradition of

Faculty government at the local campus level with

manduted laculty conbrol of the ecducational

policies ol the departments and with mandated

departmontal comitltees bhaving jurisdiction for

recommendations on facultv.’ '
Phie formation ol the University system, however. had reduced
the authority of the Faculty over crvitical educational policy.
For example, the control of student alleocations within the
system rested with the Board. The importance of this was
dramatically illustrated by the Board's decision to implement

open admissions for the entire system following the student

disruption and crisis in the spring of 1909. 7The various

~eolleve faculties were not involved in this decision. This

increased centralization. the poor and overcrowded working
conditions, and the changed market conditions for faculty were

instrumental in the move toward collective bargaining.
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The Bepartment Level

Thoe veality of governance at the dopartment level was
more complex fhan is perceived Ceom the outside. Approximately
halt the depavtments of the college were characterized by a
demoeratic distribution ol authority; the remaiuing half
bedngs olivarchic or authovitavian structinves.  The iwmpact of
the contruacts hus been to diminish the anthoritarian structure
and Lo strengthen the olicarchic by heavy reliance oﬂ procedures
invoelving an appuivntents compittee. The emphasis on classroom
eiwervations in the contracts has led to more sustained if
not wmore inlormed discussions of teaching, wund given the nigors
of the contractual p})df;c:dm‘(—,zs, some depavtmenlt chaivmen report
increased attentiveness to the evaluation process by appoint-
ment committees.)

The net ¢ain, thevelore, bas been a resufganub of faculty
aetivity in those minority instauces vhere a depavtment had Leen
dominated by thé chaivmun, Possibly other factors, including
the repid expansion of the size ol the colleze following the
odveunt ol open adwissions, would have led to this change

independent of the contract, put the regnirved evaluation

cprocedures, the (o' securdity won by the lecturers, and the

,

ppportunity to uvtilize the grievance system has definitely
Lessened the situations in which the department chairman
intimidatres the faculty.

The UCY contrack led o the vnipun(hlwvanL of Full-
time lecturers. much bevond the expectations of the College or
University. Prior to the contract the lecturer title was,
according to Pylaw, a nontemured temporary teaching position.

Thare was [requent evidence of abuse of the title including
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appoiniments ranging in some cases up to ten vears., The
demand by the UFCT for iob securitv was acceplted by the
University nezotiators in part because of the expectation
that larce numbers of tutows and lecturers would be needed

~

to conduct the vemedial work ol open admissions. This provision,

not only pepmnitting job security but awvarding it retroactively,
has had a simificant Dmpact on the departments. Imnediately
sionilPicant nﬁmbers of lecturers wefe ticd to the institutien
throush a job security which is administratively indistinguishable
From tenure. Furthermore, several arbitration decisions have
determined that lecturers may only Le evalualted on their
reaching and cannot be required to pursue advance degrees.
Over the last Four vears it has become clear that it is more
diflicult to non-reappeoint a lecturer than a member ol the -
professional ranks. leading in some no-wrowth departm¢nts to a
turnover of assistant professors. This bas led to strong
animosities in these depavtmenfs not only hetween the senior
faculty und the Lectuvers but between the vounyer laculty and
lecturers as well, |

Within the City University departwent chairmen are elected
by their departments. %There is no extra compensation for the
position and the support services huve traditionally heen
minimal, The dmpact of the contracts, while diminishing the
authority of the position in some cases, has been an enormous
increase in administrative responsibility. The burden for
adherence to the mandated evaluation procedures falls directly
on the chaivmen, and so therefore, does the impact of many
grievances brought on procedural grounds. Furthermore, the

- ,
evaluation procéss reguires the, chairman to confront each
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nantenured Faculty menber with his or her inadequacies, a
conlbrontation of little popularity today. The ability to
attract outstanding department chairmen, nevexr an easy task,

has declined markedly under the contracts.

Collegse Level

The iwpact of the contracts on school-level decision
making is as yet unclear, although there has been at City
College a coincidental yrowth in college-wide governance.

The first Vaculty Senate was organized at Cily College
in 1968, the result according to one faculty observer of the
chanse from thie "seven fat years to the seven lean vears." The
emergence of the Faculty senate over the last five years
seens to spring From simdlar motivations as the developuent
of the unions, but the scnute’s leadership is more clearly
the traditional faculty oligarchy, while the union represen-
tatives are more clearly the voung, and traditionally disen-
franchised, fuculty. Both agreoements clearly attempt to
protect the integrity of internal governing wechanisms:

Nothing contained in this agreement shall be

construced to diminish the rights granted under

the Bviaws of the Board to the entities and

bodies within the internal structure of CUNY

so long as such rights are not in conflict

with this agreement &
Nonetheless the coincident emergence of the union and senate
has led to tensions. These afe at once obvious in the need

For dual representation of the union otfficers and of Faculty

senate leadership on College governance bodies., In at least

- two instances there has been a direct clash between faculty

self-govermment and the union. When the central administration
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of the Collese invoked a reguirement for outside letters

of promotion and tenure recomnendatiocns, and when it
sprointed threse new associate deans to the College of
Liberal Arts and Science there were strong ifaculty outckries.
Ia.the midst of negotiations beiween the faculty and
administration over these issues the head of the

Legislative Conference wrote and demanded tzah both

actions be overturned or they would be taken to arbi-
tration., There then followed an exchange between the
union and canpus based faculty r“roup*:; as to external

intrusion into College affairs

Unit Determination

The definition of the bargaining unit in the CUNY

-

et

12,8

an impact on faculty ?overnance for two

@

negotiation

reasons, In the first instance the inc lu ion of

@

comaunity colleze, senior college, and graduate level

faculty in the same unit led to a slanting of the "
contract provisions, For example, over the life of the
contract the salary schedules became identical for all

three levels of the system, Further, the explicit

procedures for personnel evaluation, and the enphas

on teachiné are partially attributable to the influence

of the community college faculty. ‘The second instance

is the matter of unit oomnoswtlon in terms of the titles

)]

represented. The original PERB decision, for example,
separated part-time and nontenured staff from tenured
staff, Also included in the ILC contract, however, were
instructional support titles such as ccunselors, regis-
trars, business managers, and a title especially

Also included in the

designated for administrators.
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contract are librarians and student personnel staff who

have ins tru tional titles .in CUNY,  The impaci of this
admizture upon the final contract is unknown, although
none of the non-ingtructional titles are represented in
cg&mpus governing bodies

In the spring of 1972, however, after three years
of conflict and tension, the UFCT and LC merged their
organizations and memberships in preparation for the
contract renegotiation.

During the last year of protracted negotiation,
th~ membership in the combined union has doubled to
approximately forty ?er cent of a staff of 20,000, The
merged unionéhhave formed 2 delegate assembly based apon
the number of union mewbers on each campuss in the case
DI-Eon instructional titles cross-campus elections are
held. The assembly's executive committee is selected
To insure representation of each of the non~instructional
Titles, which are thereby disproportionately represéhted.
The exocutive committes has devéloped thé strategy and
demands for collective negotiation.

The present character of the bargaining unit suggésts
the paradox of professional control by unionization. A
constant thread through the_governance debates of the
iate sixties.and early seventies was the demand for the
democratization of academe -~ the equal opportunity for
stgdents, community membéfé, staff members and-others to
shape the university by consensus decisions, Some faculty
members saw unionization as a means of redressing the
balance. The reality, however, is that a part—time

librarian:in avcommunlty col1ege can have the same
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influence on the contract negotiations as a tenured

il

full vrofessor in the graduate center,

B, Grievance Proc edure -

" Both City University agreements cutlined a formal
procedure which was to serve as thé “sole method for
the féSolution of all complaints and grievances.," 2 The
procedure consists of informal efforts at resolution
at the outsets if unsuccessful, a formal administrative
hearing is called at the College; 1if pressed further

decigion is rendered by the office of the Chancellor;
if 8ti1l contested the matter is submitted to a rotating
panel of arbitrators “familiar with the cu;toms of the
scadenic community” For binding arbiitwation, Although
thé.griévance procedure is listed as the “sole method”
for alleviati ng complaintz nad grievances, City College,
for example, has a well~developed appeal system on’
promotion and tenure recowmendations as well és a faculty
ombudsman,

The develdbment of o formal grievance procedure

ending in binding arbitraﬁion has undeniably had a

iut wy effect in that individuval faculty members have

roegourse from capricious decisions, However, this

procedure represents a major break with academic tradition,

During the four years of the contract there have

- been approximately. 1500 formal dispositions at Step I

(collegé level), 800 at Step II (chancéllcr level), and

81 arbitrations, In addition there have been an unknown
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3

number of grievances filed and discontinued at various
stages including 95 uncompleted arbitrations, At every
level the primary reason for grievance is nen-reavpointment,
At City Coilc ve 76 grievances have been décided during the

o

and 48 of these involved none
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reappointment,
‘The majority of grievances, at least in the first
few years, were filed by the UFCT which was clearly the

more militant or the unions, At City College the ratio
of UFCT to LC grievances prior to the merger was

three to onz. Interviews with grievance cofficers and

e

hearing officers at both levels indicate that the unions

rarely screen “the grievances they represent,
Although the vast m“goraty of de sions at Step II
and arbitration have sustained the decisions at the

o

college level, a significant number of incursions have

been made on the traditional autonomy of faculty. Both
ggreements contain a Nota Benes stating that grievances

relating to appointment, reappointment, tenure or pro-

motion invelving matters of academié 1ad gment may not

be processed to arbitration unless there is an allegation

of arbitrary or discriminatcry use of procedure, in which

cazte the power of the_arbitrator will be limited to

rema nding the case for compliance with es stablished Pro-
cedures, ‘Throughout the 1life of the contract, however,

the ﬂgﬁg Bene hés been difficult to sustain, For example,
one arbitrator ruled that the failure to discuss a negative

obuervaflon report with a grievant was not a procedur lf

violation but a substantive'one and ordered reappointment,
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Increasingly cases involving non-reappeintment are

being brought on the basis of dl”crlmlpatlon, either of

1, vace, and/or anti~union, In at least one case involi-

3 of anti-union tias an arbitrator szustained

-~

ving charpge
the frievant and ignéred the academic dudgmﬁnu _eqvﬁrarent,
A further problem is the viability of “remanding for

¢ g
compnliance with established procedure," Given the
hierarchical grievahce procedure, the inevitable delays
that result, and the complexity of the procedures,
revianding: for compliance has increasingly meant reappoint-
ment for an additional year. The iﬁpact upon a departnent
cf having a faculty member already non-reappéinted
return for o year has not been constructive, not to
mention its impact upon recreiting for replacemants,
Thése instances have invariably led to sirong political
divisiveness between faculiy members., the arousal of
anti-union und/ar anti-administration resentment, and
freguently cowpromised the expectation of compliance,

One additional and unexdected aspect of. the formal
grievance procedure has been the amount of litigation
engendered, At least five éasés decided by an arbitpator
have been tzken to court. One key grievance in which
the arbitrator ignored the issue of academic judgment
and ordered a reappoiniment that would have conferred
tenure resulted in the University taking the case to court..
The decision/was reviewed by the New Y,rk State Supreme

Court, the Appellate Court, and the Court of Appeals,

The latter two courts upheld the University‘s position

that only the Board of Higher Education can convey tenure,
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Finally, several cases have also been taken to the
Cisy and/or State Human Rights Commissions, usually in
lieu of arbitration.
The grievance procedure is open to complaints

3

rolating to any part of the contract and the unions

[

wve availed themselves of the procedure to cefrect
contract violations effecting whole classes of individa-
wals under the contract, or to challenge adminigstrative
procedures or decisions such as the aforementioned City
Colieze roguirement for cutside letters of recommencation,
On the whole, however, the grievance process has served
es a means for individual faculty members to attack the
judgments of their facu1ty peers, or perhaps more

vealistically expressed, tTo attack their procedures,

C. The Academic Life

s

P
S

nguishably different from

e

dist

e
.

The University
other organizations in its pretensions, if nothing else,
The guestion is not whether the University ever achieves
the ideals of pursuing kndwledge for its own sake,
openness, rationality, and the recognition of merit,.but
wnhether it continucs to seek them., The collective
bargaining sgreements have created some new conditions,
particularly at the senior colleges, which will affect
the traditional academic spirit,

One example of this change is the frequently referred
to'ﬁrocedurés for faculty evaluation, The explicit
character of these procedures has been seen by one sirong

>'E ikj pfopohent of faculty self-government as a healthy thing:

WA Fuitex: provided by ERic



There can be no guarrel with the und _ clying
rationale of Articile 17, Tt embodiags due
vrocess for the faculty member, assuring

; iz annointements commitiee hag

v 13 3
> it in advawnce of its eritical decic-
long the factual ix iorﬁatiov it needg, ag
well as the classroom observer’'s and chaire
man's evaluations of his performance, and
the candidata'g comments on and rebutial
of the chairman's ﬁ¢a1u38!o“, This sets
considerably hizher standards for proper
evaluavion than were customary befosre the
contracts, -

.

'hig procedure also leads to hollowness and hypoorisy.

-

The regquirement of twenty-four notice prier to a
teaching cbservoetion hag led, according to many

ments committes members, to briliiantly

C
‘..;

stazed, and prepared 1c""onw. A wpopular story in one

department tells of a young faculty member coming into

class at an accustomed late time and rLl xing in front

of the class teo chat offhandedly, Halfway through the e
class she ﬁoticed an old white haired man in the back

-of the clzsg and upon asking whe he was, discovered that

she hod not nicked up her mail the previous day,

it has Eecome cledr in the course of four yeara

experience with the UFCT contract that a lecturer can

only be relsazed 1f there are negative teachinz eval-

}.Jo
'
»e

uations, As a handbook dealing with the contracts put

When a given observation results in an
unsatisfactory evaluation of the menmber's
performance. it is necessary that this be
: - made explicit, and further, that the reasons
~ERIC - To sustain this cOnclqsion are clearly stated,ll

e
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Department chairmen have come tc despair over making

personnel decisions under such circumstances, Seemingly

2]

faculty members are no more able or willing than )

students to judge their peers incompetent,

- Several faculty members bemoaned the changing

-

4

slimate and tone on campus., As Fisk and Duryea accur-

)

ately sketch in their recent volume on collective bar-
raining:

What has appeared in campus relationshing,
however, 1s a greater formalization in the
decision~making vrocess, The discipline
maintained by each side across the bargaining
table necessitates a2 calculated interchange,
This behavior and the attitudes it displays
carries over into the grievance vrocedures
and to meetings between union heads and
.campus vresidents, which are required by
contract to have formal agendas, Frank and
informal administrative-faculty communi-
cations are placed under heavy strain,

Formal bureaucratic procedures combined with
‘cautious, freguently written, communications
engender an uncomfortable climate for those
accustomed to the more open give and take

in which academic ahd administrative com-.
mitments had a wuch freer expression,i2 -

Those department chalrmen or appointments commitiees at
City College, for example, which had attempted to be
humane or flexible were inevitably the victims of grievance
reversals becaouse of a procedural lapse, while those who
opted for <he role of meticulous processor escaped
‘cleanly, The attempt by one department to give a
gracé year terminal appointment to a faculty member who
would not gain tenure found itself in a grievance because
it violated'fhe contract notification dates by notifying
too early, |

The leadership of the union on the campus, perhaps‘

-inevitably, sprang from thOSe‘who had been involved in
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grievances, and has thus led to the feeling among older

faculty that the union is utilized for seli-interest, and

o

g characterized by intransigence, and a shert-run view, or

1 sum the elevation of the individual interest over the

i
b

coliemial interest,

The most siegnificant victim of unicnisation may be
that of merit, The thrust of the contracts and the
grievance system is to treat everyone exactly tThe sanme
gince any distinctions will inevitably be capricious and
harmiful to some., The unions, therefore, have traditionally
been critical of the academic “stars." Using Alvin
Gouldner's classic typing of the cosmopolitan and
the loecal, .the unione boost the individual who identifies
with the institution and invests his energy there as
oppnosed to the cosmorolitan whose status and rewards
are external, The following quotations by Israel Kugler,
Vice President of the wmerged uniong, expresses this
point of view:

We encourage faculty members to remain at an

ingtitution and engage in its reform rather

~than to becowme academic entrepreneurs who

hop to other institutions that are ready to

pirete them away with the lure of individual

betterment. .. AP ig appalled at widespread

practice of ?mcret individual deals for a
favored few.,™

" Or as the AFY*'s literature puts it, "The American
Federation of Teacheré opposes 'merit-rating’' systems
of vay for teachers on the bhasis that such systems cannot -
operate without the injection of personal hias and
preferment."14 _
Q . _The tone énd'texture of the American uﬁiversity
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changed by influences external to it as well
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as those who composge it, In the most recent experiernce

at The Citv College the impact of unionization seems to
join those external forces in compromising the character

of, the institutioh.

I

|

1 N
Renezotiation of the Contract

In the process of renegotiating the contracts in

June of 1972 the Profession Staff Congress (PSC, the

merged unions) issued its list of contract demands,

[ Sl

While thege demands represent a starting pvoint and are

therefore unreliable as to the final contract, they are

0

urgestive of the role and function the PSC will serve

in the future ,
Matthew W, Finkin, Acting Counsel to the AAUP,
analyzed the academic implications of these demands,

The major points were:

1. 7The bargaining agent is asserting for
itmself the right to negotiate any conten-
plated changes in institutional government,

2. Academic freedom has been expanded to permit
_challenging - before an arbitrator -~ any
negative personnel action, and requires reasons
for same,

3. Tenure is defined as job secvrity, and the
© associated procedureq make such a strong
presumption in favor of reappointment and
tenurn as to be indistinguishable from an
instant tenure policy,

L4, criteria for faculty evaluation are to be ‘
determined by the faculty member,

5. Complexity of personnel procedures maximizes
the chance for innocent error, and prov1des for
maximum access to arhltratlon.

Acceos to an arbltrator w111 be at fge oole
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‘he thrust of tThese demands is to create itwo
effective power bases; the individual in terms of job
gecurity, benefits, promotion, etec,, and the union in
terms of control over the cperation of the univgrsiﬁy.
Clearly excluded is the conception ci a self-governing,

collegial, professional faculty.

v
Concluding Observations

It is important to reemphasize that the demands
and orientations of a union such as the Professional
Staff Congress are heavily determined by their environ-
ment and by tradiéiun. fhus the strongly pelitical
orientation of the Board of Higher Education, its
penchant for provocative decisioﬁs with minimal faéulty
consideration, e.g., open admisgsions or a system-wide
regquirement for student evaluation of faculty, the
growing controversy beiween the city and state over
control of CUNY are all factors leading to support for
a étrong. centralized.union. And the deterioration in
facilities and in the quality of 1ife in the. city, the
sharp rise ig the cost of living, the sudden infusion of
underprepared students, the competition in the market-

place, all of these‘factOrsxled to a concern with.
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Ramiftications of Unlon Growth
Tha Turther development and strengthening of the
waton in the City University will lead to additicenal

chanesos,  An obvions fivst step is the extension of

job security to all members of the unit who do not yet

hove it, whether they be full-time, pari-time, instructiona

or ron-ingtiructional stafifi, A second and incvitadble
changze is the centralization of managemeni within the

University as a response to the demands, As Donald

tive bargaining gystem ig likely
: intolerant of poor administration, In
other words. if collective barpliwinr is
functioning effectively, the enterprise
cannot afford the luxury of 1n_ompetent
administration., Costly administrative
practices, indecision, dilatory behavior,
2 caprice, and similar inadequacies in the
snagerial hiersrchy are likely to De ex-
sed gnd eliminated,

To the extent that the union insists upén and the
University gronts the cemplex personnel procedures
vroncsed, the University will feel compelled to controd
these procedures to minimigze error. This should lead
to the designation of dep;rtment chairmen as management,
something already occuring in community colleges, or the
centralization of such procedurés out of the hands of
the department chairmen,

A serious issué surrounding collective bargaining

is the closed nature of the negotiations. In the
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private sphere where collective bargaining began, the

3 2 ot e o PR S . o3
public's right fTo know was not presumptive. In the
public @phere the opposits appears Yo be true., Recent
reports have indicated, for example, that public employees
{ewr York City have been awarded retirement plans which
are clearly inordinate and possibly teyond the resources
of the City, Furthermore, to the extent that educational

matters of a public universzity are bein

1]

negotiated, they
should be in the public eye, Given the strong history
of open publication in the academic community and the
recent student demands for openness and full disclnsure,
givea the increasingly public nature of political
affairs, and given the union's own demands for access
to personnel fileg, openneag of committee mzetings, ete.,
it ic difficulzt to understand how closed negotiations
can Ee defended,

It is also avparvent trﬂt.while the unionization
of the gtaff at the City University may result in greater
benefits and job gecurity for individuals on the staff,
it will not increpsd inxe ayutonomy of the faculdty, The
process of unionization has in fact made the univeréity
more vulnérable by placing major decisions in the hands
of arbitrators external to the institution, diluting

the authority of the core faculty by development of a

bargaining unif that is system wide and includes non-

| aadd

nstructional titles, and finally by the creation of
the union itsclf which may now make incursions into

campus affairs
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Finally, thore is increasing evidence that the
ultimate rescponse to a distant and bureaucratic univer-

ity aduinigiration is a digstant and bureaucratic unicn

sity ise striking, and the distance between the chancellor
or the union uresident and a single faculty member 1is
nearly the same, There. is growing evidence that *the
eduzational unions in New York State will have a common
organization in preparaticn for an expected centiralization
of sitate education,
Generalizability of the CUNY Experience
Although the experience oi City College and CUNY

reflect a unigue set of conditions, much of what is now
gccuring is generalizable to other institutions of
higher education, The extent of generalizability will
devend on two factors: unit determination and existing
governance systems, T¢ the extent that the unit deter-
mination involves more than one campus, or involves an
entire sysfem, there will be a significant tendency
towaxrd the leveling efiect characteristic of CUNY., The
combinatinn of a system administration and a system-
wide contract will make it énormously difficult for any
ore institution to develop standards or a collegial
character different from its coordinate unité, The
other critical variable is the extent of collegial

-

governance a campus possesses and the character of its
Q 4
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nere were exigting

ot

leadership, Preclisely bacause

and functioning oliaanrchies at Ce

fout

rwtral Hichigan
University and at 9t, John's University, and because

this leadership was willing to talke over the adminig-

“tration of the union with limited invelvement of outside

professionals, these ingstitutions were able to'retain,
at least initially, a stro.ger gense of collegial control
and merit than has been true at City College,

Uitimately, therefore, those institutions which
will best be able to carry on the tradition of
faculty self-government, of excellence, and reward of
nerit will probably be those who already possess those

-

gualities, particularly the private institutions,
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