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FOREWORD

For the most part, higher education institutions have not
ficed any sngle cataclhvsmic event that has threatened
e very survival, Some institutions have had to close
their doors and others have merged. but 0 the whole. at
least outwardly . college s and uanversities appear to be not
very difterent thaa they were inthe 1960s Events that
have affected them have been subtic und gradual. How-
ever, 2ven gradial crosion can evesiually dimage a
foundation. Our institutions may fivd that they no longer
can successfully fultdl ther missions.

Many of the vvents atfecting acudeme, such as enroll-
ment dechnes and financiad pressures, have been sddresaed
e previcws Reseanch Reports, s Fenort fecuses on the
ssvehologees! end phy siodogics? results of these cvents,
Vhe following seerw iy beoming incre singly conmen-
el massy institatiens.,

Akl rademed aad el isiic indi ideal b lneed to
perlorn o garticuday job Have:o demionstriied sues oss
al that job. other tashy and resooms;bdivies ao usideace
oraccepted. As financial con S sions worsen, responsibii-
ities coctinue to expand wldte sappore stafi and service s
shrink . Frustrarion builds as e individual is no longer
uable to ackieve the level of excellence once considered
normal. Finallv, exhansted from working long hours,
new patterns of behavior emerge in order to fuce a job
that is no longer enjovable. Eventually, the individual
cither quits or develops a coping mentality and work
pattern thai imaheys survival possible until retirement. tn
Shet, the individual's enthusiasne and commitnient have
hurned out.

This issuc of burnout is one of increasing importance to
institutions, because it usually strikes the most competent
and committed. the ones who feel stropgly about the value
of what they are doing and who want to do the best job.
Generally, precursors of burnout are casily identifiable:

increased demands. conflicting roles and a feeling of loss of

control of one’s life. In the short run, this may not be
detrirmental. The long run. something must be done to
bring the situation back into control before burnout occurs.
In this Rescarch Report by Winifred Albizu Meléndez.
Professor in the College of Humanities at Inter American
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University and Rafacl M. de Guzmiin. Assoctate Professor
of Psychiairy at the University of Puerto Rico Medical
School. the literature concerning burnout is thoroughly
examined. In the final sections. the authors develop
specific way s that institutions can minimize or climinate
the effect of burnout. Attention to this personnel consider-
ation will help a college or upiversity preserve its very
foundation: committed and cnthusiastic administrative staff
and faculty dedicated to the missions of the institution,

Jonathan D. Fife

Director and Series Editor

ERIC Clearinghouse on Higher Education
The George Washington University
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EXECUTIVE SUMMARY

Is Burnout a Disease?
Burnout, a faddish and threatening term in today s working _
placc. has been labeled a discase reaching the level of an

epidemic. To burn out,

people
Burnout runs through the teachine profession like Asian
o fume pre. . actually need

Hu—possibly because it depresses people to be physi-
callv assaulted by those they are tryving to civilize. Tw o to have felt
years ago, Willurd McGuire, president of the National \cha”enged
Educational Association, said that burnout among .

e _ gucl thal burnout among and excited
reachers “threatens to reach hurricane foree if' it isn't .
checked soon.” Social workers and nurses burn out from dunng the
too much (l.\'.\’(’f'i(ll.f()ll with hopelessness. Police officers ear[y years Of
burn out. Professional athletes burn out. Students burn their .Ob
out. Exccutives burn out, Housewives burn out. And, as JOO.
every parent knows, there usually comes a moment in
late afternoon when baby burnout occurs—all of his lit-

tle circuits overloaded, the child feels 1oo wrought up to
fall asteep (Marrow 1981, p. 84).

Understanding the concept and learning how to overcome
the condition have been thé major concerns of industrial-
organizational psychologists. More recently- rescarchers
and practitioners have begun to concentrate their attention
on burnout in studies that treat the topic externally and
symptomatically within the school organization. Only a
few have been concerned about the impact it has had on
faculty and administrators in academe,

Burnout is a state of mind that afflicts people who work
with other people and give much more than what they get
in return from their colleagues, friends, supervisors, and
clients (Pines. Aronson, and Kafry 1981). The malaise in-
cludes such symptoms as lack of enthusiasm for work,
helplessness, and frustration. To burn out. people actually
need to have felt challenged and excited during the carly
years of their job.

What is the correlation between work stress, job burn-
out, and burnout in academe with the vast literature on
stress? National surveys show heightened interest about
tension and anxiety leading to stress at work (Coates and
Thaoreson 1976: Freudenberger and North 1982). Increasing
pressures on teaghers have led to an awareness of the syn-
drome in educatior.,

[ 4
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Is stress our friend or our enemy? Can work stress help
or hinder our lives? Work stress has already been singled
out as a prime determinant of certain positiy 2 and/or nega-
tive outcomes that may chang= the psychological. behav-
toral. and physical well-being of the individua! within the
work organization, While negative stress can dumage phys-
ical and emotional health and thus ruin a carcer (Levinson
1970: McGaftey 1978: Student 1978). positive stress on the
other hand can stimiate motivation ard bring forth chal-
lenge to the job (Meghine 1977: Sales 19694 Selye 1974). In
fact. some stress may even be advantageous in decision
making as a function of custress (Janis 1958, 1972).

How senious is the problem of burnout in academe? The
concept of burnout is a well-known phenomenon as it ap-
plies to the helping professions. Maslach and Freuden-
berger conducted pionceering research in the helping profes-
stons and brought the findings to nationwide attention. In
academe. however. it # still an enigma. The syndrome has
increased in senousne s because of its physical and emo-
tional affliction upon teachers at elementary and high
school levels. A plethora of research indicates that burnout
is a significant problem facing contemporary education.

The literature on professional autonomy indicates that
faculty relate best to each other as equals on an informal
level. Communal efforts und support are important aspects
of professionalism, for included in the profile of a profes-
sional is thz desire for collegiality (Pankin 1973). Faculty
instead labor in a burcaucracy imposing organizational re-
strictions and obstructed relationships. This incompatibil-
ity between professional autonomy and bureaucratic for-
malization elicits conflicting strategies that impede
instructors” productivity (Clagett 1980: McGee 1971).
Simply put. the freshness of spontaneity and creativity
has flown.

[
Why Do Some Burn Qut and Others Cope?
The tragedy of burnout is ¢hat the malaise impacts pre-
cisely on idealistic, enthusiastic. and energetic persons. A
individual who is indifferent to his job will be least likely to
burn out. “*One of the great costs of burnout is the diminu-
tion of the effective service of the very best people in a
given profession™ (Pines. Aronson . and Kafry 1981 p. 4).

—N—

(=]
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A conceptual model of work stress also helps to answer
the question. The Person-Environment Fit Model con-
structs a framework for much of the current research and
thought in the field of occupational stress (MacBride [982).
The theoretical model includes both the personal and orga-
nizational factors linked to job stress and to negative health
outcomes. This approach adopts the widest possible range
of phenomena. Thus, burnout fits under its conceptual roof.

The P-E fit model specifically focuses on the affinity be-
tween the subject’s personality | needs. and abilities and the
environment’s capacity to make appropriate use of them.
For instance, any high-. moderate-. and low-stress job can
lead to burnout. The key factor is learning how to manage-.
it. and above all learning how to identify which stage of IS
burnout prevails at the particular moment (Veninga and
Spradley 1981).

More recently stress has been viewed as the product of a
misfit between the individual and his environment. This
idea. formulated in the P-E fit model. holds that the combi-
nation of an individual. including his particular personality
and behaviors, with a particular physical and social envi-
ronment can result in a stressful situation or imbalance.
Stressors from both domains beseige the individual.

Can Burnout Be Prevented?

Strategies for preventing or treating burnout can be viewed
from two perspectives: the personal and the organizational.
Personal strategies include the management of stressful
feelings and situations by following Hans Selye’s philoso-
phy of “altrui .tic cgoism™ and by using his prescription for
enjuying a full life.

Organizational strategies refer to the implementation of
new reward systems, adult-carcer development progrars.,
informal communication styles. and the involvement or
faculty in planning and in governance of institutions. By
supporting faculty and promoting institutional vitality. de-
cision makers can foster creativity and productivity among
faculty. This is the best medicine in the academic market
for preventing or treating initial symptoms of burnout.

Can Academia Survive Burnout? N
It has become apparent that retrenchment continues to be
a way of life in academe. The situation is cartse for alarm

The New Academic Disease 1 3
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because faculty careers have been affected the most. Along
with this trend, many individuals appear to have lost their
identity with academe. Pressures originally leading to fac-
ulty stress will persist in the future; hence, institutions at
this point need to become more aware of the effects of
stress upen their faculty and administrators.

All available resources and personnel should join forces
to quell the effects of this incipient and rampant discase,
destined to harm the very people whose goal it is to serve
others with greater understanding and insight. In academia,
scholars abound who are willing and able to contribute to
knowledge on stress and, like dedicated doctors treating
their patients (in this case themselves), finding effective
ways to penetrate the mystery of an ailment threatening
their very life’s work,

Academia has infinite opportunity for survival if it can
stop the burnout epidemic immediately.

14
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MEANINGS: From Burnout to Stress to Burnout in Academe

Burnout
It is not exciting anymore to wake up in the morning,
dress, and go to work. It has been some time since you had
any enthusiasm for your job. It is not challenging anymore
and has simply become a drag. You are constantly tired,
suffer continuous headache«, and cannot get rid of a cold.
You could be suffering from *‘burnout.™

Stress resides in all individuals, but burnout is a distinc-
tive kind of work-related stress. Among corporate man-
agers, the word is becoming socially acceptable (Green-
berger 1981). It is a slick way of expressing one’s
tiredness, frustrations, aad cynicism regarding work. An
estimated 10 percent of the overall executive population
show symptoms of job burnout (Manuso 1979): **exhaus-
tion, detachment, boredom and cynicism, impatience and

. heightened irritability, a sense of impotence, a feeling of

being unappreciated, paranoia, disorientation, psychoso-
matic complaints, depression, and denial of feelings™
(Freudenberger 1980, p. 61).
The phenomenon of burnout originally focused on the _
“helping professions’” or ‘*human services' (Cherniss
1980), such as social work. Studies on the subject have ex- [B]urnout Is a
tended to other helping profess®-ns, such as nursing and distinctive
teaching, and more recently to st.ier occupations that gen- .
crate considerable stress, such as business and corporate kmd Of
work, in which the syndrome has been quite evident. It is work-related
the continuous interpersonal relationship between profes- tr
sional and client that causes emotional exhaustion, creates Stress.
stress, and finally changes an individual's behavior.
Maslach, who conducted the pioneering research, defines
burnout as **a syndrome of emotioual exhaustion and cyni-
cism that frequently occurs among individuals who do
‘people work'—spend considerable time in close encoun-
ters with others under conditions of chronic tension and
stress™” (Maslach and Jackson 1979). Burnout is thus speci-
fically viewed as a phenomenon related to job stress
(Maslach [922b).
It should be evident by now that burnout is not just a
malaise or indisposition; rather, it has advanced into an un-
wholesome state or condition that can bring highly un-
pleasant feelings and reactions, including overt and covert
“dis-ease,” and can threaten one's job status. As in the
case of any situation with strong impact and the connota-

The New Academic Disease s
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tion of adverse or harmful consequences. burnout also sets
into motion a protective response that nature has provided
for the purpose of survival. This protective response is
called "*the stress reaction.” Because its implications for
health and disease are vast, it merits a careful review.

Stress
Government leaders. scientists, and the general public
have joined in their increasing concern to try to understand
siress in its relationship to the medical. social, behavioral.
and organizational sciences. Insights on stress that are rel-
evant to burnout provide a broader view and understand-
ing of that subject.

Accoding to the original scientific definition:

Stress is the state manifested by a specific syndrome
which consists of all the nonspecifically induced changes
within a biological system (Selye 1955, p. 54).

Stress is both specitic and nonsp:cific at the same time™
(Selye 19¢s... p. 5). Effort, fatigue, pain, and fear produce
stress, but none can be singled out as the one factor, be-
cause stress applies equally to all (Selye 1974, p. 12). Cer-
tain features are common to all of them. Stress can be the
outside cause of one's reaction and also the reaction itself.
Medically, however. the term is applied only to the reac-
tion (Oken 1974).

The price of stress is high, for it simultaneously affects
society’s emotional and physical health on many levels.
Ambivalence about family. alienation of children, conflict-
ing roles for men and women, an impersonal working envi-
ronment. and a highly technological society are just a few
of the current conditions influencing stress. Not everyone.
however, interprets these same events as threatening or
stressful (Groen and Bastiaans 1975; Kneller 1965; Ryan
1969); what may be stressful to one person may not neces-
sarily affect another (Oken 1974, p. 10).

Physical Stress: Fight or Flight

Selye noted that during its response to stress, the body
changes in many ways to mobilize its defenses and guard
itself against damage—the **general adaptation syndrome."”
The changes consist of three stages—the alarm reaction,

16




O

ERIC

Aruitoxt provided by Eic:

resistance. and exhaustion. In the first stage, the brain con-
tacts the pituizary gland. which sends a hormonal message
to the adrenal glands, which produce hormones that acti-
vate a physiolsgic response (Selye 1974). The physiological
phenomenon begins from the moment the adrenal glands
enlarge as the lymphatic glands shrink. One breathes heav-
ily. thereby increasing heart rate and blood pressure and
releasing into the bloodstream more cholesterol and chemi-
cals that coagulate the blood. As one feels the need for
more oxygen, adrenalin dilates the bronchi to allow a
greater intake of oxygen. Hands and feet become cold
while perspiration increases because blood flows from the
extremities to vital organs. Pupils dilate for maximum vi-
sion and digestive processes slow down to send blood to
the muscles (Schwartz 1982, p. 13). The body thus pre-
pares itself for fight or flight.

In the second stage. resistance. the body’s defenses are
mobilized and damage is thereby thwarted. Ideally, during
this stage. the individual restores equilibrium. Should the
stressors continue unabated and the natural defense mech-
anisms fail to work. however. the third stage occurs. Dur-
ing exhaustion. adaptive mechanisms collapse and the
body encounters the effects of stress-related illness or even
death (Selye 1974). Reactious to stress. generated any-
where along the spectrum from simple temperature
changes to life-and-death situations, can stimulate one to
fight or flec.

Psychological Aspects of Stress
The environmental stimulus and the reacting individual are
both crucial in the response to stress.

Psychological stress resides neither in the situation nor
in the person. it depends on a transaction berween the
two. It arises from how the person appraises an event
and adapis 1o i1, Stress is what oceurs when the de-
mands of the environment, in the person’s eves, clearly
exceed the resources of the person 1o handle them. Fore-
most among those resources is how the person construes
the situation: does he or she judge it as threatening, or
as a challenge? (Richard S. Lazarus quoted in Goleman
1979, p. 52).

The New Academic Disease
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Thus. for Lazarus. ~the intervening processes—the
thoughts we have about an impending threat, the actions
we ke to avoid it”"—are most important (Goleman 1979,
p. 44).

Many events in an individual’s life are depressing: others
make one feel embarrassed or angry. The same situation
evokes different reactions in various individuals. Each feel-
ing has its own physical features: for example, one may
perspire with the feeling of anxicty but blush because of
embarrassment or anger. Psychological stress results from
daily pressures and an individual's sensitivities. Vulnerabil-
ity to stress is frequently related to an individual's inability
to adjust to hazardous situations.

A more pressing task confronting researchers is how to
identify stressors in routine events. The Holmes-Rahe
scale was the first attempt to study both positive and nega-
tive events in the lives of thousands of patients who had
previous health problems. (The premise for the research
was that a succession of major events could become a risk
factor for illness.) The data werc coliected over two dec-
ades. and the events were categorized and ranked in terms
of intensity.

Lazarus. bowever. objects to studying stress in terms of
accumulated events. Small daily stresses. or hassles. are

juse us important as the milestone stresses that the

Holmes-Rahe scale measures. In referring to the Hassle
Scale. Lazarus notes that ““the constant. minor irntants
may be much more important than the large. landmark

changes.” He explains further:

A person’s morale. social functioning, and health don’t
hirige on hassles alone, but oti d balance between the
vood things that happen to people—that make them feel
good—and the bad. . .. There's something else. Re-
wmemkber, how you construe an event determines i it's
stressful or not. 11's a function of how the person ap-
praises it. Some people, for example, [list] divorce as an
uplift (Goleman 1979, p. 52).

{.azarus hopes not only to specify characteristics of has-
sles but also to establish hassle norms™ for the general
population and for particular locales and age groups. such
4s the New Yorker. the middle-aged businessmuan, the typi-

18
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cal adolescent girl. Such findings about life events could
c¢mphasize the complexity of stress and weaken explana-
tions of cause and effect. Longitudinal analyses of people™s
emotional appraisal patterns and simultancous coping
could also contribute significantly toward the understand-
ing of stress,

The Paradox: Distress/Eustress

Stress is usually thought of as harmful and as an enemy of
health. [t is, however, not only a normal response but also
essential for living. As Selye explains, death will occur in
the absence of stress. for without it we could never sur-
vive. How would a person operate without the challenges
that induce stress?

Selye distinguishes between distress and custress. While
distress and stress are often used interchangeably, individ-
uals must real.ze that stress takes two forms—one of
which is distress, the other of which is custress (Selye
1980, p. [1). Both depend not on the event but on an indi-
vidual's perception of events, and the same event can
cause both reactions in different individuals. For instance.
the end of World War [l caused eustress among Americans
because they were the victors. but it meant distress for the
Japanesc because they were the vanquished. While both
come from an individual’s collective environment. distress
engages a series of nonspecific responses within the indi-
vidual, and custress elicits a specific reaction from the
body. For example. a ballet dancer can face custress by
exercising her body three or four hours a day because the
body has adapted itself to exercising and has developed a
specific mechanical response pattern for exercising through
habituation. If a sedentary individual tried to exercise
three or four hours a day, however. her body would be-
come highly distressed because it was not acclimated to

" such rigorous exercising {Frew 1977, p. 90).

A person’s life is a chain of Liiteraciions between the in-
dividual and his environment. Many situations can be con-
sidered stressful. Some are good, others bad. Some are
threats, others challenges. Some are dist-ess, others en-
stress. Lazarus, for example. conceives of the term stress
as the “‘cognitive appraisal™ of an event. A peison reacts
to the demands of a certain stressor in view of his personal
resources for adapting. Should the demands he perceives

The New Academic Disease
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exceed his available resources. the individual will most
probably consider the stressor as a threat: however, should
his resources exceed the demands, then the individual will-
probabiy consider the stressor as a positive challenge.

Lazarus's threats and challenges are therefore equiva-
lent to Selye’s distress (unpleasant and depressing situa-
tions) and eustress (pleasant and satistying situations).
Evidence indicates that some stress in challenges has
enhanced learning (Delgado, Roberts, and Miller 1954:
Glazer and Weiss 1976: Miller 1951, 1980) and improved
work performance (Anderson 1976: Fiowers and Hughes
1973: Frew 1977: lvancevich and Matteson 1980: Rogers
1983).

Although some individuals can excel in a very stressful
situation. rescarch increasingly indicates that excessive
stress can result in poor health and/or chronic iliness.
Stress may be the cause of several disorders—peptic ul-
cers, high blood pressure, rheumatoid arthritis, thyroid dis-
case. and others. These diseases usually occur during
stressful events: Selye calls them the “stress diseases™ or
~discases of adaptation.” They are also known as “"psy-
chosomatic diseases.” Emotional reactions play a majos
role in causing these psychological and physical problems,
which then affect either the weakest part or most vulnera-
ble organ of the body.

An individua! can protect himself in many ways from the
harmiul effects of stress. By learning to master the pres-
sures of everyday living, one discovers that stress can be-
come a friend instead of an enemy by converting distress
into custress.

The Connection: Work Stress/Job Burnout

It would be impossible to work efficiently without generat-
ing some degree of stress. Adrenalin must flow if one 1s to
do a beneficial job. Stress therefore should not be climina-
ted from the body’s system.

But the cost of stress is high. Stress disorders cost orga-
nizations approximately $17 to $25 billion cach ycar in lost
performance, absenteeism, and health benefit payments
(McGaffey 1978). In 1981, the Washington Business Group
on Health, a representative for approximately 500 national
corporations, reported that industry is losing more than 31
billion yearly on problems related to stress, resulting in low
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productivity, loss of time, accidents. and medical costs. An
additional $42 billion a year can be attributed to alcohol
and drug abuse and dependency, which often occur as re-
actions to stress.

It is obvious that the impact of stress at work on all
phases ot hiving cannot be ignored any longer. Excessive
stress is harmful and atfects one’s health, productivity, and
family relationships.

Environmental stressors aie categorized as physicai or
psychosocial, Peor ventilation and lighting and excessive
noise fall under the category of physical stressors. Some
psychosocial stressors include lack of job satisfaction or
work security, little er no recoznition for performance.
Any vne or a combinatior of these stressors during a pro-
longed period of time ¢an overload an individual's capacity
for stress and trigger physiological responses, thus leading
to the stage of exhaustion and to the susceptibility to men-
tal or physical iliness. and opening the gateway to burnout.

Executive burnout has many causes. Rapidly changing
technology and the problems of retrenchment can create an
ambiguous s.uation, especially for the young executive
who enters a profession with much vitality and enthusiasm
and plans to advance rapidly in the company. The middle-
aged executive may feel that this era is becoming “*a young
man’s world" where he will not fit. The executive silently
suffers fears, disappointments, and isolation from family.
colleagucs. and friends (Constandse 1972). He senses that
starting over is "'a venture that requires both courage and
determination” (Mayer 1978),

But an individual can have a low-stress job or no job at
all and still burn out. Such is the case when an individual
in a routine factory job feels overlooked in his work and
experiences little stimulation, no challenge. and few oppor-
tunities for growth or when a bored housewife with nothing
to do all day feels caged in her secure suburban kome
while waiting for her tired exccutive husband to return *-
ter a hectic day at the office (Veninga and Spradley 1981).

A stressful job can result in a case of burnout tarough
progressive symptoms.

I. "The Honeymoon' is the be:zinning stage: high en-
ergy. enthusiasm, and job satisfaction start to wear
off.

The New Academic Disease
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. Fuel Shortage™ includes the early symptoms of inef-
ficiency at work: dissatisfaction with the job, fa-
tigued. sleepless nights. increased smoking or drink-
ing, or other means of escape.

3. “*Chronic Symptoms'" involve one’s awareness of
physical and psychological symptoms—chronic ¢x-
haustion, physical iliness. anger, and depression.

4. The "“Crisis™ stage permits symptoms of burnout to
reach an acute phase and to obsess the individual
with problems.

S. “Hitting the Wall™ is the stage of total professionai

deterioration and dysfunction of physical and psycho-

logical health (Veringa and Spradiey 1981, pp. 38-70).

While mild stress can be used as a positive force to stimu-
late performance and to achieve a rewarding life style, un-
relieved stress that gets out of hand can create serious
damage to one’s lifev

Burnout in Academe

Staying in the teaching profession is probably the biggest
challenge facing teachers today. Year after year, competent !
teachers abandon their profession. This exodus stems from -
a variety of reasons. but probably one of the most mean-;
ingful and rapidly growing is burnout.

In New York city, two out of every three teachers laid '
off one vear expressed nointerest in returning 1o the
clussroom.

in 1966, 9% of teachers surveved said that if they had
it to do over agair they would not go into education. By
1976. this figure had jumped 10 19% and another 17.5%
said they might also reconsider their occupational
choice.

An NEA stress survey found teachers disillusioned
and distraught, as did similar surveys in Massachusetis,
Chicago, New York State, Tucoma, and Tampa.

A national survey conducted by Learning Magazine
showed that 93% of the teachers questioned had experi-
enced feelings of burnout (Collins and Masley 1980,

p. 5).
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While burnout among teachers is not an entirely new
phenomenon. it hit teachers of the seventies with greater
frequency.

“Itjust isn’t worth it said a New York City teacher
who asked not to be identified. ~The classes are over-
flowing with kids who demand and deserve full-time at-
tention. Staff morale is low. Then there is the pervasive
threat of violence. Teaching is a 24-hour occupation. |
don’t care how good vou are. After seven 1o 10 vears
vou burn out’” (Reed 1979).

Teaching brings many satisfactions, but the job also has its
fuLI share of physical, mental, and emotional pressures,
which have increased in recent years. College professors
too live in a highly competitive world and are subject to
many of the same conflicts as high school teachers.

Because of teachers” dissatisfaction with work or institu- —
tion, the academic climate of the 1980s indicates a highly
stressful environment for faculty. They are cognizant of [T]he
the dichotomy between their personal expectations and the .
rewards offered to them by their profession. The exodus of ac.ademlc
faculty from the academy to private business is growing climate Of the
rapidly. Industries lure faculty with attractive salaries and [ 98()s
generous fringe benefits. The teaching profession has lost s e
its public esteem and trust. The ideal of becoming a scholar ln.dlcates a
has become an unrealistic achievement, because the mar- hlghly
rclplucc is ls{uluzglcd with Ph.Dl:s, For mur:i):i, ufudcmei:fno stressful
onger an attractive, remunerative, or confident way of life. .

The usual compensations of tenure and promotion have environment
been diminished, while other, more informal values exert forfacully.
pressures between the individuai and the institution. 1t s
becoming almost impossible to achieve security through
tenure. Requirements for a promotion include a set number
of publications, which takes precedence over the profes-
sor’s effective and successful teaching. The reward system
does noi value quality teaching even though most profes-
sors regard it as a major responsibility.

Even though the extrinsic rewards of the academy have
lost their savor, many professors enter or coatinue in aca-
deme because they pursue intrinsic values: teaching, colle-
giality. khowlcdgc. respect. and service. ““These intrinsic

’
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values are still the driving force &ehind facuolty carcers™
{(Newell and Spear 1982, p. 5). Atthough many find profes-
sorship a satistying career, they are sensitive to the incom-
patibility between their personal professional goals and
those of the institution.

Studies reveal that faculty blarce many of their dissatis-
factions on the internal structure of institutions (McGee
1971) and on having too little involvement in planning and
in governance (Magarrell 1982). Policies and practices of-
ten negate professors’ opinions; thus, academics feel less
involved in the important decisions about running an insti-
tution. Faculty have individual sets of values and goals to
reconcile personal satisfactions, while institutions establish
overall rules and regulations whose implications are con-
trary to accommodating the needs of individuals.

The degree of commitment and purposc in the organiza- .
tion and profession difers among faculty and institutions
{Clagett 1980). Instructors’ concept of purpose—secing
themselves as part of an association—may be at odds with
the institution’s purpose—seeing itself as a burcaucracy.

Usually included in the definition of professionalisn iy
some notion of collegiality. Professionals are seen relat-
ing to each other as a group of equals on an informal
and primary-like’” level. Fhe imposition of more formal
relationships is often resisted. . . . The organization
tends 1o impose formal relationships on professionals,
while professionals prefer {the] collegial relationship.

[ These] “primary-iike’" informal relationships are

the opposite of those that the organization requires (o
operate at its most efficient level, i.e., formal relation-
ships. The conflicts between professionals and their or-
ganization may be explained, therefore, by recognizing
that two different types of social relationships may be
operative, i.e., collegiality and formal relationships .
When these two tvpes of social relationships operate to-
gether, conflict is inevitable (Pankin 1973, pp. 96-97).

Several areas are sources of possible conflict:
First, the professional is bound by a norm of service

while a bureaucratl’s primary respoasibility is 1o the or-
ganization. Second, professional authority is based on
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technical knowledge while bureaucratic authority restys
on u legal contract backed by tormal sunctions. Third,
professional decisions are based on internalized profes-
sional standards while burcaucratic decisions represent
compliance with directives from superiors. Finally, o
professional’s decision is judged by peers while a bu-
reaucrat’s decision is judged by a superior (Miskel and
Gerhardt 1974, p. 8S).

Increasing pressures on faculty create an unnecessarily
stressful environment, which makes individuals feel
“pushed™ to resign (Pankin 1973} or simply wonder
whether the institution really cares.

The incidence of certain events within an organization
indicates professional burnout:

(1) high turnover, (2y low morale, (3) “we-they” polar-
izations, (4) increased concern with burcaucratic *“turf.)”
(5) conflicts over authority, (6) scapegoating of organiza-
tional leaders, (7) increased absentecism, and (8) the re-
placement of informal communication by rigid, role-
defined channels (White 1980, p. 4).

Rescarch on the sources of stress among coilege faculty,
alt