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| INVESTIGATING THE CAUSAL Asso‘c TION BETWEEN umomsn
© AND ORGANIZATIONAL EFFECTIVENESS | =
.o - mBsTRACT

'.&

Ear11er research found that a negat1ve re]at1onsh1p ex1sts betweep faculty

unlon1sm ‘and organizational- effect1veness Ain co]]eges and un1ver51t1es

3

» =~ No: research howeverﬁihas ever. 1nvest1gated potent1a1 causa]1ty in th1s

re]at1onsh1p, that 1s, whether 1neffect1veness ]eads to un1on1sm or whether

e

un1on1sm ]eads to 1neffect1veness Th1s study re]1es on assessments of \‘;/

{ . ey

o organ1zat1ona1 effect1veness1n a samp]e of . four—year 1nst1tut1ons in 1976

,1980 and L983 to 1nVest1gate the potent1a] causa] d1rect1ona11ty of these )

/

; two factors The results of the ana]yses suggest that 1neffect1veness
’ * [ r
]eads to un1on1sm, but that once un1on1zed organ1zat1ona1 effectlveness

-

does not seem to improve.  » ' S 4 f\ﬁg
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'4;', INVESTIGATING THE CAUSAL - ASSOCIATION BETWEEN UNIONISM

o . AND ORGANIZATIONAL EFFECTIVENESS
A

» ) Llffle is known abouf fhe lmpacf of qollecflve bargainlng In‘
hlgher educaflon, and speculaflon and opinion still domlnafe The,

»rlferafure (see Baldrldge, et al., 1981- Gllmore, 19&1- Wllson, 1983).
_ - .

A number of lnvesflgafors have studlied fhe cansas of unionism (see Carr
&/Van Eyck,Ji973- Duryea, Fisk, & Assoclafes, 1973, Garbarlno, 1975; -
Kemerer & Baldrldge, 1975) buT lnvesfigaflons of fhe aiiacis of’
'unlonlsm have been few. Furfhermore, fhese outcome sfudles are offen E
limited to lndlvldual-level facfors and fradlflonal trade union
varlables such as parflcipaflon, grlevances, compensaflon, and working
condlflons (see Baldrldge, CurTls, Ecker, & Rlley, 1978; Bennett &
_Johnson, 1979 Blrnbaum, 1974, 1976; BrOWn & .Stone, 1977- Hedgepefh,
}1974- Kemerer & Baldrldge, 1975; Keaveny & Allen, 1979; Ladd & Lipset,
‘.Q1978- Morgan . & Kearney, 1977; Mortimer, 1975). Confradlcfory findings

: have been found regardlng fhe lmpacf of unions on these facfors,p

'

Iltfle.!onglfudlnal research had been done to help clarify the
relatjbnshlps. For example, Gufhrle-Morse, Leslie, & Hu (1981) found
| fha* under some ceonditions nonunlon facuifles have received higher
compensafion than umion faculties, buf under ofher conditions The
reverse is true. Blrnbaum (1980) summarlzed llferafureﬁ

o ?ﬁfw il - ,
'decreased participation and: commun ication occtr QI 2 ot d"puses,
" aj’_# arguing just

k"
fh%éreverse. Shanker (1978), Cameron (1982), Lombardi (1979), and

Brguing that.

" whereas Baldridge and Kemerer (1981) summari o

5

ofhers fOund that the relative power of fhe faculfy lncreases relative

1
to admlndsfrawors under unionized conditions. Rlichardson and Mortimer

‘(1979) wBaldrldge, et al. (1981), Baldridge and Tlerney (1979), and

.,"



ofhers reporfed the oppeslTe, fhaf ls,_fhaf admlnlsfrafor power
lncreased relaflde fo “the faculfy. |

ln addition to thls amblgulfy regardlng lndlvldual-level facfors,
.confuslon and lack of clarlfy also are present regardlng the-

relaflonshlp’befween'unlonlsm and g:ganizailgn_lgxel factors. These

_varlables have been Included ln research much less frequently than .
'*lndlvldual*level variabies, alfhough some studies have recenfly hegun
to appear. Kerr (1980) polnted out fhaf "col lective bargalnlng, ‘in
nearly-al4 slfuaflons, has lfs orlglns more in antagonism than in -
affecflon, in hate than in love (p. V)ov Consequenfly, the formaflon
of unions is expecfed to affect the cllmafe of colleges and
universities and.fhe_processes of governance. For example, Wilson, et
al. (1983) found "slgnlflcanf changes" in governance, academic freedom,
‘ admlnlsfrafor and faculfy attitudes, and performance when comparing
:pre- and posT-unlon cond{fIOns. Moore (1981) reporfed maJor
alferaflons in frust, sfandard[zaflon, cenfrallzaflon, and leadership
sfyi associated wl'l'h unionism. Rlchardson and Mortimer (197Mound
Increased rlgldlfy and decreased lnnovaflon im unionized schools "
(alfhough fhey speculated that these con;lflons would decrease over
flme), and Baldrldge, et al. (1978) reporfed more f~rmallzation.
standardization, and centralization of procedures whzn unionlsm was
presenf. Glimore (1981) reporfed changes from colleglal to adversarial
relaflonshlps among faculty and admlnlsfrafors and -greater
special ization of funcflons. ‘

On the other hand, Birnbaum and |nman (1983) reported that ;Q : \\\\

-significant change occurred on the Institutlonal Functloning lnvenfory

dimensions (including academic freedom, go.sinance, administrator and

i f
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facu{jy'affjfudes, leader style, morale, Innovaflon, adaptability,

etc.) between 1970 and 1980 for unionized versus nonunionized schools.
1

~ They ;concluded: - .
1 o Overall, 1herefore, recent research Is building up )
" a cumulative, consistent and impressive picture of :

. faculty collective bargaining as a process having .

surprisingly little impact upon“meny Iimportant

- . aspects of institutional life. -Neither those who

N have feared bargalnlng as a threat to ~traditional

' ~_ . processes and:values, nor those who have welcomed

o /7 It as a unlversal corréctive: for- continuing .
: /problems can find support for their poslfions in -
o fhe;e studies (pp. 9-10).

Baldrldge, ef al.. (1981) reached a slmllar conclusion after a

4'qaflon-wlde survey of faculfy and administrators regarding unlonlsm: -
- Admlnlsfrafors say.: unlons have hurt a little, whlle
‘ “union officials say unions have helped a }
’f‘,, : II?TIe-but overall, the impression is that not .
' much’ has changed. Faculty collective bargaining - - .
' has not brought about the revolutionary changes Its )
K . detractors and its supporters had predlcfed (pp. 6, ‘ .
-~ ' ae). o ‘
/ Bl - s ‘ﬁ"

| _Whether fhese differences in flndlngs ire due to varIance in the

'f deflni?lons anQ(measuremenf of unionlsm, to the dlfferCnt types of

Insﬂfuﬂ'ons used In each studv, or to othée: fact« s emb‘ed i
nesearch deslgns is not clear. Whaf is clear, however, is that fhe E
topic of faculty unlonism and its relaflonshlp to the functioning of
lnsfifuflcns of higher'educafion\ls a confr?verslal and often emotional
topic. Prdponents and antagonists of unlenishvhave aréued thelr cases

with vehemence. _ - S .

- . - 75 v

Several years ago reseﬁrch was conducted that confrlbufed to the .

confroversy surroundlng the conerbuflons and dfsfracfions of unionism

in hlgher educaflon (CamerOn, 1982). Thaf study Invesflgafed The.

e
. &
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'relaflonshlp befween faculfy unlonlsm and onganlzaflonal effechVeness

‘ -

in colleges and unlverslfles and was based on cross-secflonal dafa that

precluded any causalvconcluslons from belng drawn. ln fhaf

s s

lnvesflgaflon, ‘unlonized lnsflfuflons scored lower fhan nonunlonlzed

lnsflfuflons on elghf of nlne dlmenslons\gf organizational
effecflveness. I+ was nof clear, however,.mhefher lneffecflve

organIZaflonal performance preceded unTonized faculfles, whefher

N

unlonlzaflon led fo lneffecflve performance, or whefher someyklnd of

mutual causaflon~was present between unlonlsm and the dlmenslons of

4

organlzaflonal'effecflveness. Some aglfaflon resulfed from fhe

T

discovery of this negative relaflonshlp as proponea‘s and anfagonlsfs
of unionism attributed .@pusal direction to the results. - . -

. N s °
J That the effectiveness of institutions Is

Opponenfs of_#nlonlsm a
‘ damaged by‘unlonlzafaflon_of the faculf}. After unions form,
institutional effecflveness decreases, fhe; argued. Proponenfs of
unlonism, on the ofher hand, suggesfed that lneffecflve lnsflfuflonal
performance was a primary moflvaflon for faculties to dnlonlze.

Ineffectiveness caused unionism; therefore, and unions help restore

‘higher levels of effectiveness after formlng.‘,, o -

Unfortunately, no lnformaflon has been avallable to supporf either
- lq’
poln of view. Up fo.now, no sfudy has been c0nducfed to lnvesflgafe

assocliations between unionism and effectiveness using longlfudlnal
data. In fact, Naples, Karuthers, and Naples (1978) summarized the

.currenf state of underSfandlng regarding the effects of unionism on

Insflfuflonal performance fhls way:

The Jury is sflll out on the issue of the impacts
.of collective bargalnlng... Research is virtually
-hon-existent. and experiences are |nconclusive.

While it is difficult to concluab that faculty

w




: collecflve bargalnlﬂg has damaged academlc e . :
> ' perfpormance and vlfallfy, the fact remains fhaf a '
.- Strong pofenflal exists: for this to. occur (pp. )
: 95-96). } \ .

a

A% ‘ _ : A
The_maJor purpose.of.lhls paper Is fo investigate the causal

.‘

relationships befween fhe organizational effectlveness of colleges and -
universities and facul ty unlonism. Because the earller'sfudy tound -
?haf effecflveness scores are lower In unfonized lnsflfuflons Than

nonunlonlzed lnsflfquOns (Cameron, 1982), fhe Infenf of this -current
s-rudy is to address the ques;l'lon' Dnas_Lne.tiacﬂxen.ess_Lead_m
Mﬂlmmmmm;mmmm? ’ -y

Mathmio.Logx%

- 4
-

-

fdenflfylng causality In fhe relaflonshlps befween varlables is

-
7

most sfralghfforward In experlmenfal designs. The applloaflon of o,

freafmenf effecfs as well - as other pofenflal lnfervenlng variables can

be control led sufflclenfly fhaf causal relaflonshlps between varlables

become clear (see Campbell & Sfanley, 1963). The probiem wlfh studying .

¥

fhe relaflonshlp between unlonlsm and effecflveness, howeven,.ls tha't

T

nelfher the freafmenf effecf nor potential_ exfraneous causal facfors

can be confrolled. Thaf ls, one cannot control.when a faculfy ynlon
will form, por can one arblfrarlly manipulate the performance.of a

. _ B ".‘

college or-university. In the earlier lnvesflgaflon, mean scores on~\

T

‘effecflveness dlmenslons were compared befween unlonlzed*and

s y

. nonunlonlzed lnsflfuflons, and correlaflons between unlonlsm and

"effectiveness were compufed, but. no causal conclusl)Ls could be drawn

from . elther procedure.
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- .. LA .‘
- Cross—lagged Correlation Analysis
s

« r ' ) Lo ‘
In the absence of careful_ controls, therefope, as well as the
N ) : 3 .

absence of an_expécted fheoretrcal relationship between unfonism-and"

Tt

effectiveness upoﬁ’khlch path analysls'(regressfon analysis) depends,

fhe cross-lagged correlaflonal fechnlque Is fhe most approprlafe

procedure fo Try to draw- ouf pafferns of causaIlTy (Campbell. 1963).

w

CrOSSflagged correlatlon Is prﬂmarlly an explorafory procedure desligned
) t0 uncover %“the preponderance-of~causafloﬁ" (Crano, Kenny, & Campbell,"

. °1972) by eliminating alfernafl}e explanations due to- spurlousness

(Kenny, 1975). Spurlousness refers to the condition where the

. v . ] o
relationship between two variables Is not due to the effects of either,

3
)

buf to a fhlrd extraneous variable. The purpose of this analysls,i

_ Therefore, is to identlfy whlch of two varlables seems to be more

A}

powerful In affecflng the other, while ellImlnating alternative catsal
. [4 . .

egplanaftons._

. Kenny and harackiewlcz (1579) pgfnfed_ouf ;haf crgss-lagge

.'analysis‘ls ]argelf an'exp]oratory'approachlfor'gehera;khg ih{eres*lng

'causai‘hypofheses. A% Is to be vlewed more as an lndlcafor of temporal
N

precedence Than as positive proof of causation. Because there Is no

T . . ey »

priori Feasoh.fo expecf unionism, Yo lead to Ineffectiveness or for

YQ: lneffecflveness to. Iead to unlonlsm, however, Investigating fhls
A*'femporaf precedence ls a necpssary’ ﬁ%@ﬁ'Sfep In undersfandlng fhe

,: pofenflal causal.relationship between these two facfors. B

: Cross-lagged correlaflonal analysis requlres af least two
'varlabJes, each measured at fwo or more polnfs ia tipe. 1f one.
varlable (e. g., unionism), measured at time 1, ls conslsfenfly fol lowed

by a change in The ottter variable (e. g., effecflveness), measured .at*

——

i “ o

s



time 2, and'lf{fhe conversé'relatipnship Is not true, then one can‘
assume a causai assoclafion and directlon. Correlations are compu?ed
befween variable A at flme 1 wlfh varlable B at time 2, and alsp -

L
between varlable-B at time 1 with varlable A at flme 2. 11 1s rare

fhaf either of those two correlations is zero, because not only ls it P
Ilkely that some random correlation exists, but. reclprocal causallfy is
a common phenomenon among facfors. However, if one correlation

: coefflclenf is significantly larger than anofher, a preponderance of

causallfy can be assumpd. .
e o
Four different conditions must be met ln cross-lagged analyslis in

order fo ellmlnafe Tﬂe posslblllfy of spurlous oorrelaflons or
'unlnferprefable results (Clegg, Jackson, & Wall, 1977; Kenny, 1975; ',
Crano, ‘Kenny, & Campbell, 1972- Kenny & Haracklewlcz, 1979). The first
condition requlres that the varlables belng assessed $$e callahla or
fhaf all measures of fhe sahe factor at one polnf in Tlme are hlghly
correiafed. Second, sxnchcgﬂiglix must be present ln fhe two varlablesa
.;belng'assessedi This means that the two varlables must be measured-at
the same'polnf in time, Synchronlclfy can be lnspecfed by observlng
“the correlaflons befween varlable A at flme 1 and varlable B af time 1,
"and the correlation between varlable A at time 2 and variabie B at time
Z...Bo;h correlations are expected to be moderate to high (i.e.,
approxlﬁafeiy 3 o above). The third condition requires moderate
siahilli¥ or aurocorrelaflon coefflclenrs in at Ieasf.one of the two
'varlab!es. That is, when measuring variables at fwo potnts In time,
some change must occur ln'one of fhe'varlables between the two -

assessmenf polnfs in order for a causal assoclaflon fo be defermlned.

A variable fhaf does nof change cannot be lnfluenced by a second

11



. variable that does not “changef(Clegg, Jackson, & ual'l',' 1977). The
zfourth cond?flon, siailnnacltx means that fhe ‘same causal rejaflonshlp
is presenf af fhe fwo polnfs of'measuremenf., The same- causes of a
:'varlable estf at flme 2 as exlsfed at fLme i. This requlred condlflon
lmplles that cross-lagded analysls Is mosf approprlafe when a causal
‘;relaflonshlp has sfab1llzed, and, it Is less’ approprlafe under furbulenfp
'or rapud‘éﬁéﬁgs.ZSFET¥TSE;'CHZ&’ZéJs;TTnyIs not ln equlllbrlum
-(Randolph, 1981).. Sfaflonarlfy can be tested. by Inspecting fhe

pafferns of cross-lag differenflals and fhe synchronous oorrelaflons

(rA1A2 and rglsz). Perfect’ sfaflonarlfy exlsfs when fhe-synchroneus

- coefflclenfs do not change over time; or they change by some consfanf,

and when the pattern of cross-lag differentials do noT change over -

time.

“

The exfent .fo which these four condlflons--rellablllfy,,»

vk

synchronlclfy, sfablllfy, and sfaTlonarlfy--are presenf in fhis
td i

Investigation are explained in‘a later section.

- A

Organlzaflonal effecflveness was assessed In fhls lnvesflgaflon by

-, Py

an lnsfrumenf first reporfed In Cameron (1978) and analyzed fucihef In
Cameron (1981, 1982, 1983a, 1983b)r .The lnstrumenf felies on Judgmenfs
by lnfernal domlnanf coalition members of fhe degree to which fhe

'ﬁ}organlzaflon possesses cerfaln characferlsflcs'lndlcaffve of effecffve*

organlzaflons.‘ hﬁne valld and rellable dlmenslons of effecflveness are’

' assessed by the 1nsfrumenf. E
Internal conslsfency rellablllfles-are.high for the nine  : -

dbmenslons, and a varlance cbmponenf anal*sls (Kavanagh, MacKlnney, &

WOllns, 1971) of a mul1ﬂfralf—mulflmefhod mafrlx shows that th .

e
2

12
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convergenf'and dlsdrlmlnanf vaildlflesvof these dimensions are gbod.u'
Correleflons wl?h obJechve Indlcators of effecflveness also provide

»

‘evl)ence for The external valldlty of The dlmﬂésrons. That Is, the

dimenslons have been found To Indlca?e qnamacferlsflcs of lns?lfuflonal

performance, and they are noT slmply producTs of respondenTs' a priori ¢

[N

aTTlfudes._ Staflstlcal analyses also reveal Thaf when rating the

3

_effectlveness of Thelr Institutions on the nine dimensions, faculty,
admlnlsTraTor, and Trusfee Judgmenfs are essenTlally The same.

The nlne dimenslons of effecflveness and Thelr deflanlons are-_ _f

’

gl-‘ §IuﬂéhIsﬁdhcaildnal_sailﬁigcilnn--The degree to whlch sTudenfs :

-fgre saTlsfled wlfh Thelr educational experlences at The

'S

lnsTlTuTlon. S

2. 5iudeni_acadﬁmlz_dﬂxelghmeni-The degree of academlc

aTTarnmenT, growTh, and progress of. sTudenTs and' the academlc

-
]

R fopporfunlfles provlded by the institution.

3. §1ﬁnani_gﬁheet_dexelonmeni--The degree of occupatlonal

developmenf of students and The emphasls and opporfunlfles for
;J A ‘N

career developmenf provided by The insTlTuTlon. s

4, mwmm--The degree of nonacademlc,

'noncareer developmenT Se. g., culTuraIly, soclally) and the

J

';emphasls and:opportunlfles for personal developmenf provlded
e
'bygthe institution. B 2

., ? Eaculty and aduinistrator enploynent satisfactlon--The =
| ' saTlsfachon of faculTy members and admlnlsfrafors wlfh Thelr -

/
. R A

,meMmen T L e

¢
N

- -~ -
. . . LY = : C . ? .

: o ) . . . /- B B
6. Professional development and quality of the faculty--The

degree_oﬁ'professfonal aTTa[nmentyand.developmenr'of;Tne~

SRS




N facdlfy and the emphasis and opportunities for professional

) deQelopménf'provlded'by the lnstl}uflqn.

- 7 S¥SIém;nhannﬂss_and_;nmmunlix_igiecaciifn--fhe emphasis placea
a en and‘success In lnferacflng.wlfh, adapfaflng fo, -and servlce
» ln fhe external* envlronmenf. . L |
_8. A.I}J.Llix.io_acnnl__z:e_nesp.umas--The ability of the l.nsfi-fd'rfen
= 10 acdulre resources such as'good students and faculty,
financial support, and so on. ‘
‘- .

9. Organizational health--The vitality and benevolence of the

Internal processes in fﬁe.lnsflzuflon such as openness and

trust, problem solving adequacy, shared lnforma%ion, etc.

| The effectiveness ques*!onnalre was-admlnlsfered‘fo respondenfs in
a sample, of cofleges and‘hnlverslfles In 1976, 1980;‘and 1983. In
1§76, 41 Institutions parflclpamed; in 1980, 29 of fhose}same
institutions participated; and In 1983, 26 of the Institutions

.participated. Eighteen of the schools were common to all three

'. studies. The number of respondents was 1317 in 1976, 1240 in 1980, and

246 in 1983, Respondenfs in each study conslsfed of academlc.

_ flnanclal, sfudenf affairs, and general admlnlsfrafors, faculfy
deeparfmenf heads, and members of boards of trustees. There ls no way .
to tell lf the. same. people complefed fhe questOnnalre ln each of the

’fhree years, buf the same Job titles (e.g., presldenf) were -‘sent a

'quesflonnalre each time. . Therefore, there . ls no reason To expecf major -

, - respondenf blas ln fhe three separafe quesflonnalre admlnlsfraflons.

lnsflfuflonal characferlsflcs are Ilsfed in Table 1 for the sample ln,
each of The fhree years. i o . :
-~ / . “ Y . ) ’
B : 10 - Lo
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TABLE 1 ABOUT HERE

Procedures
Ques*lonnalres were administered three times Instead of the two
flmes requlred by cross-lagged analysls because fhere I's no. a priori
time perlod that Is approprlafe for testing a pofenflal causal
”assoclaflon between unlonlsm and effecflveness. Effecfs may occur In
the short’ run, or a -longer time may be requlred for fhem“fB appear. =
,The deslgn of this study makes it posslble to investigate causal
associations with time lags as close as three years or as long as seven
years. It is unlikely fhaf slgnlflcanf changes would occur Iin the nine
dimensions of.effecflveness measured in this study ln a year or tfwo,
and cross=lagged analysls is lnapproprlafe in condifionS'of marked
.'changé or furbﬁlence. Therefore. at least: a fhree year Time span was '
vdeemed approprlafe between quesflonnalre admlnlsfraTIons ln order for g
© effects to sfabll;ze. The relative sfabillfy of any proposed causal
relaflonshlps can be defermined by using the longer time frame in |
connection with the shorter flme frame (see Tsul & Karwan, 1983)r
Mean scores were oompufed for eaoh of the Institutions on each of
‘ " the nine dlmenslons of ef fectiveness (OE). and an overal | mean score |
(l.e., an average of the nine scores) was also defermlned. These
scores were correlafed with two measures of unlonlsm--fhe presence.or_
- absence of a unlonlfUpi'and the number of years the union had been in
exlstence at/éne.school (Uy): \Consistent ;lmh fne‘requlremenfS'of,'
a cross-fagge&'analysls. palr-wlselcorrelaflons~for each}of,fhe fhree'

. ; ° ; - B
. years were analyzed, as shown'in Figure 1. -

1
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TABLE 1 _CHARACTERISTICS OF THE INSTITurlbuﬁ;
- .IN THE 1976,’ 1980, AND 1983 SAMPLES:,

4

3
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Kl i ' e \ P v
NUMBER OF NUMBER PUBLIC - NUMBER >AVERAGE :..4"
. YEAR 'SCHOOLS CAND (PRIVATE) ' UNIONIZED ENROLLMENT "

g

1976 41 - 17 (24).. "

1980 29 11 (18)

1983 26 13 (13)
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FIGURE 1 ABOUT HERE - . "

» T . ‘ Results » ‘ " : .
: A comparison of effecflveness scores.-on the nine dimensions for

_unlowlzed versus nonunlonlzed lnsflfuflons reveals Thaf in each of .the

‘fhreeLyears, unlonlzed lnsflfd?lons generally score lower than

‘noﬁhplonlzed lnsflfuflons. For example, a comparlson of the overall *
¢
e

e effecflveness score for the unlonlzed schools with the oyeral |

average effecflveness score for the nonunl0nlzed schools reveals fhaf L
. '/

.“

0. 1976 nonunlonlzed lnsflfuflons scored slgnlflcanfly hlgher fhan

B B L]

3‘&unlonlzed schools af the p< 01 level, in 1980 at the p< 001 level, and
-~ &

* in 1983 at the p<. 01 level.

; L Flgure 2 plots the mean scores of the two groups for 1976, 1980,
Hn, -

ﬁv‘ d 1983 and shows that unionized schools have lower scores on eight of

an
‘,;\;
n

lge dimensions in 1976, seven of nine dlmenslons in 1980, and seven of

»

- FIGURE 2 ABOUT HERE

Tesfs for slgnlflcanf dlfferences among means revealed that the

N T '
three dlmenslons comprlslng the "academic domaln" (see Camer0n, 1981) -

)

were significantly higher. for nonunlonlzed schools ln each of the three-

<

" years (i.e., nonunionized institutlons scored higher on Student

Academic Development, Professional Development and Quallfy of the

12




1976 01980 © 1983
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FIGURE 1 Croés—lagged Correlation Models for Investigating the
Relationships of Effectiveness and Unignism
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3 /o " ' : o . :
Faculfyg and Ability to Acquire Resourdes), In addition, slgnlflcanf

dl?fe}.“ces exlsfed for five. other dlmensIons ln 1980 and for two
b

other dlmenslons ln 1983. 1 -

/ -

hese analyses conflrm earlier f%ndlngs showing unlonized schools
' tTo be less ef#ecflve overall than nonunionized schools. However,
causal dlrecfion cannof be determined~just by comparing mean scores.

In/order fqzdefermlne which factor comes-flrsf,'unlonlsm or

P

v>/effecffveness, other analyses are required. -

For example, the two institutions In the sample that formed unions

between the first date _.llection effort in 1976 and the second data
collection efforf in 1980 were analyzed to see whaf'changes occurred in
their effecTiveness scores. Bofh'lnsfl4'flons experienced a
substantiai decrease’ in fhelr overall mean e/ﬁecflveness score 'between
1976 and the later data collecxﬁon periods. However, because | |
‘generallzing from a sample of f&o i's Tenuous, and because othér
Insflfuflons--bofh°unlonlzed and. nonunlonlzed-aJso experlenced
decreases, no conclusions can be drawn from fhose dafa., Insfead It is
necessary to perform the cross—lagged correlaflon analysis for the two
models shown in- Flgure 1.. Tabie 2 presenfs the means and sfandard

devlaflons for each variable along with the complefe correlation

matrixe.

" TABLE 2 ABOUT HERE

- &

o

1In 1980, significant dl??erences existed fof all -dimensions excepf
System Openness and Community interaction. In 1983, significant
differences existed for Organizational Healfh in addition to the fhree
academic .domain dimensions. : :

13 ¢
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°

Kenny -and Haracklewlci (1979) Indch{ed that Interpretable results
- : . ¥ ‘_ . B ’
in cross-lagged analysls are most Ilkely when the four conditlons
B <+ . .

discussed earller are present (l.e., rellapility, synchronicity,

- stability, and stationarity) along with a large sample slze. Large

_sample size is required because of the relatively small differences »

llkely In cross-lagged correlations. "It I's our expectation that ever
a)sfrong causal effect may produce only a smalf cross~lag dlfference'
I lke .05 (Kenny.& Haracklewlcz, 1979, p."374)." A sample size of 2, 006
Is necessary for the .05 cross-lag differential to be slgnlflcanf at
the .05>Ievel uslng the Pearson and Fijon Tesf (Peters & Van Voorhls,
1940)~ a sample size of 488 is requlred to defecf a .10 dlfference, and
a sample of 114 ls necessary to defecf a .20 dlfference. w ‘
Unforfunafely, thils sfudy has a very small sample slze for cross-lagged
analysls (N=41 In 1976 N=29 In 1980, and N=26 ln 1983). Therefore,
slgnlflcanf dnfferences between correlaflon coefflclenfs are nof likely
“to emerge. A dlfferenflal of at leasf .32 Is necessary to be detected
ina sample size of 41., Even I f slgnlflcanf differences do nof exlef,
however, hints about causal direction can still be obtained.

Before Tesflng the cross-lag dlfferenflals, It was Important to
defermlne If the jhecessary four condlflons wg@b met for a cross-lagged

analysls. Reliability of the nine effecflveness dimensions was
. ‘

" confirmed for each of The three years. lnfernal conslsfency

rel.labllities ranged from .83 To <99 In 197§,\ 72 to .92 ln 1980, and
.70 fo .90 ln 1983. §¥nchcgnigujx was conflrmed by fhe fact that both

’-unlonlsm.and ef fectiveness were measured simultaneously In each of the

Three time perlods, and fhe synchronous correlafions are all

sufflclenfly large to suggesf Thaf some a prIorl relaflonshlp exists

{
= 14

23
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7bereen the two factors (see Kenny & Harack{ewlez, 1979). Sinhllltx.
l:wasaf0unq;+o be high among.+he"Variablee: Thaf Is, the

aufecorrelafions (e.g., rOE76OESO) are hlgh, suggesflng that. | 1ttle
chhange gccurred between 1976 and subsequenf’years ln unlonlsm or
3§9ffecflVeness°scores.w On the other hand, inspection of the mean
effecflveness scores for each lnsflfuflon In each year reveals a
sfaflsflcally slgnlflcanf change In 19 of the schodls 1/}fferenflal
’2.32) befween 1976 and 1983. Therefore, sufficlent change ln \ N
’jeffecflveness scores ls assumed for a meaningful. crose-lagged analysls. .
‘~§Iailgna£111 hfs tested by examlnlng the cross-lag dlfferenflals to see
lf a change in paffern emergedl(l.e., a dramaflc change in magnitude or
in the signs of the coefficients) suggesting a dlfferenf causal
relaflonshlp at different polnfs in time. A conslsfenf pattern was.
found., A more rigorous test of sfafionarity wasoperformed by
~correcting the synchronous correlaflons for attenuation (see: Kenny, -
1975), and then comparlng Thelr differentials. No signlflcanf (’,34”?/
hdlfferences were found for any of fhe corrected synchronous
: correlaflons, suggesflng Thaf stationarity was accepfable.

With the four congditions met satisfactorily, it became possible to
’examlne'theicross-lagged correlaftons‘fo'defermine fhe.preponderance of
caUsallfy; Only four sets of the créss-Aags aremd!scussed here==those
dealing with overall mean effectiveness scores correlated with the
presence of a’unlon (Up) and with years of unlonliaf[on (Uy).

Cress-lagged correlations for each of the nine separate dimensions of

effecfiveness were computed and analyzed, (see Table 2), buf since the

results of fhose comparlsons were largely conslsfenf wlfh the overal |

-~ -
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mean score patterns, and because a dl'scussion of each dimenslion -woulid .-

be excesslvelyflengfhy, they are not Included In this paper. .
Flgure 3 shows the correlafions of lnsflfuflons' overall .

effecflveness scgges with the pgfsence oﬁ a union iIn. Those schools.

.,.'5
[ . ) e

o

. : a e
FIGURE 3 ABOUT‘HERE . e

g g [

. oo ' ' .
- . P

‘The dlfferenflal In’ cross-lags between 1ﬁ?6 and 1980 is .068 and’
befween 1980 and 1983 it Is .096. Neither dlfferenflal Is

: sfaflsflcally slgnlflcanf, but the prenonderance of* dlrecfionallfy is
clearly low effecflveness leadlng to uni sm for quh Time periods.’
‘Between 1980 and 1983 the dlfferqq¢lal Is greater than in The.eérlld/
Tlme period (1976 -1980) suggesflng that the causal direction is more
pronounced. Figure 4 shows the correlaf1ons over the entire sTudy

period, 1976 to 1983, and Indicates that the differential is greafer

(l.e., .203) Than In elfher ‘shorter Tlme span.

FIGURE 4 ABOUT HERE

The emergence of a sfnonger causal assoclation as the time lag
becomes longer in duration and more recent (l.e., 1980 to 1983) may

_ suggeéf that the actual causal lag Is closer ToLsevén years than to

)

three yeafs (i.e., ineffectiveness must be present for a longer time in

order for it to motivate unionization), 6r that Iineffectiveness has
. . : ' & Yo
Increased in Importance over time as a motivating cause of L o

unlonization. The greatest growth In faculty unionism occurred In the

» v . “a

2Point biserial correlations were compufed in this analysis slnce The
unlonism variable (Up) was coded 1,0.

16 '
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mld-1970$, buf fhere has been a marked slowlng of unlon formaflon in

brecenf years (Blrnbaum. 1980- Cameron, 1982). ther factors fhan :

Ineffectlveness ( "“. enabllng leglslafIOn. economlcdfacfors. unlon

organizing campalgns) most;, llkely accounfed for the occurrence of much
collectlve bargalnjngiﬁn its first fen years (1969-1979), but more
jreoenfly, lneffec?lveness may have become a more- lmporfanf facTor.

‘ ~ Some Ifbhf is shed on fhls assoclaflon by - analyzlng the
correlaflons befween‘oVEFall effecflveness (OEo) and fhe _Yyears a union i
| has been present on a campus (Uy). Unlon age for institutions in this
study ranged from~zero fo-fhlrfeen years. Figure 5 presents fthe
correlation resulfs for the 1976-1980. 1980~ 1983, and Flgure 6 presents

fhe 1976—1983 time perlod.

W . IGURE 5 ABOUT HERE

[s

FIGURE 6 ABQHT HERE . .

- - *

o Again, differentials are not large enough to be statistically -

- -

slgnlfican}. but the relative magnitudes of the coefflclenfs are .

consisfenf with the prevIous Inferprefaf!on- fhaf Is. fhe conflnued

CJ

'»lneffecflveness appears to be causally assoclafed wifh fhe rong-ferm

$

presence of a‘unlion. -Whaf ls of more In'reresfK howeVer, ls a _ _/ :

l'comparlson of fhb dlfferenflals ln 1976-1980 wlth fhosefln 1980-1983.
frThIs analysls suggesfs fhaf effecflveness doesn'f lmprove {'br time ln-;

unlonized schools. lnsfead. lneffecflveness confinues fo be assoclafed '

A4 .
wjfh fhe presence of unlionism over the years even. when no_new qnjons o




1976 1980 » 1983
0E——— .88,5. — OE— .853 0E,
386
@§
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Figufe's | Cross- lﬂéged corre]at1on analysis of effect1veness and ,
- ' = rs—0 tontsm—im_institutions, 1976_I980_37Td_1980-1983
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re 6 Cross-lagged correlation analysis®of effectivé_aness and years -
~"""of unionism in institutions, 1976-1983.



- , . _
are formed (l;e.. no new- unions were formed: In the sample beTween 1980

and 1983). The dlrecflonallfy of causation remalns lneffecflveness
'Ieadlng fo unlonlsm for bofh time perlods, and this lncreaslng negaflve

correlaflon over time suggests fhaf effecflveness in unlonlzed
Insﬂfuﬂons does no1' seem to improve af'rer unlonlzaﬂon..
Anofher-way to lnvesflgd*e wbefher or nof effectiveness improves

- after unions are formed {n lnsflfuflons is-to analyze +the mean
effecflvenesi\scores of.fhree groups of- schools for each of “the three
yea}e- (1) the nonunlonlzed schools; (2) a group fhaf had been
'unlonlzed 2 or fewer years In 1976, 5 or fewer In 1980, and 8 or fewer
in 1983 (designated "new unlons"); and (3) a group that had been

- unionized 3 or more years ln.1976; 7 or more in 1980, and 10 or more in.

1983 (designated "old unlons"). Fligure 7 plots the mean scores for

each ' group across, each of thé three years. V

Y

* FIGURE 7 ABOUT HERE
- Y

\ =
0vera|j effecflvenesi fnereased‘subsfanflallyfor nepunionized

Institutions between 1976 and 1980, buf.refufhed in 1983 to the 1976
levels. The two unionized groups .were equal and relatively stable In
effecfiveness in 1976 and 1980, but. were-lower -and subsfanflally -
dlfferenflln 1983. Insfifuflon; with old faculfy unlons decreased In
effectiveness relaflve }6 new union schools. .In 1976 and 1980 “schools
with old unlons were approxlmafely equal in effec?lveness to the newlyml

| unlonIzedvschooIs. But by 1983, ef fectiveness In old unlonﬁstﬁbeTs”Was‘
substanflaily lower. O0ld union schools declIned rejaflve.fo the

nonun lonized group In 1980, and then remalned approximately, the same

18



FIGURE 7

- et

MEAN SCORE

A Compartson of the Overall Effectiveness of Instttut1ons

. Without-a Union, with a New. Union, and with, an_ Old Un1on :

4.60

4.50 ¢

4.40 «

4.30 4
4.20 4

4.10 & '- ———————— = X

3.904 - - ol SR . e

3.80 ¢

v

1n,Three Different Years

- 4704 - - v R

--"...'v'_ L _ :
el L T ToRy ‘ VNEW UNION . .

4004 - - S T

%
*
OLD UNION.—”” - ™

1976 -~ — -~ 1980 - -.. -. . ..1983.._ __ .

___ﬁhw;m_m_wmqﬂm“MmM”mm;m;;;n_“
- — - m - e e e e re e . amemes o —aim o . . 1 .
e, B T L — A e B g A ot ki b 8 e A e 5 Gk 3 i TGN s 1 g g e

i
- 82

Cm s e—m m e e et TG ey e e



amount. Jower in 1983.5"
This flnding.stQGst that whereas the causal directionality is

' c!éarly ineffectiveness leading to unionism rather than the .reverse,
effecflveness‘does nof increase as unlonS'conflnue to‘exlist on
.campdses.valthough it does not get much worse relative to nonunionized
-schools over time.

One purpose of cross-lagged correlation analysis is to eliminate -

spuriousness as an explanaflon.:fhaf Ié. to determine if other

\, ) I . b-
variables than the ones being analyzed are thef'true causal factors. 'In
this study it is important to know if g third variable causes both
unionism and ineffectiveness. If so, focusing on those two facfofs
alone is misleading. Because the dlfferenflals are not statistically

~ significant in this study, it is still possible that a third more

Tabso _ ®rveon Monizn one

powerful variable accounts for the relationshifbetween Monism and
ineffectiveness. Birnbaum (1980, 1983b) suggested that environmental’
changes cause both unionism and Ineffecflveness; and therefore the
dlrecflonallfy-belndllnvesflgafed here may be mISIeadlng. He stated:

| would suggest that it Is not:ineffectiveness that

leads to unionization, but rather the environmental

changes (primarily increased state control) that

leads to powerlessness that causes ‘unionization.

It is this powerlessness that in turn causes hath
ineffectiveness and unionization (1983b).

Fortunately a test of Birnbaum's proposition is possible with data

col lected from these institutions. In 1976 ahd 1980 (but not in 1983)

’

3No significant differences existed between the three groups in 1976,
but non-unionized schools had significantly higher scores than both
unionized groups in 1980 (p<.05) and the old union schools in 1983
'{p<.01). Significance was not reached in 1983 when comparing the means
of the two unionized groups (p<.2). ' -
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S respoﬂ'ﬁnfs provrded raflngs of The exfenf fo whlch the external

envlronmeyf was percelved as overconfrolling. non-supporflve, powerful,

regulaflng, and hostlle. Thaf ls, they rafed the relaflve degree of
powerlessness of the lnsfifuflon in relafl0n to lfs exfernal

envlronmenf. A varlable was consfructed that measured the extent +to
-which the external environment fostered feelings of powerlessness as

opposed to feellngs of discretion and powerfulness. Figure. 8

summarlzes the resulfs.

FIGURE 8 ABOUT HERE
e A ' : .

4

The dlrecflonalify of causaflon In fhe.fop figure suggesfs that a
supporflve environment (i.e., one thaf supporfs dlscreflon and
powerfulness) leads to orga!‘zatlonal effecflveness. In the bottom two

Y

figures, however, the causal dlrecflonellfy is reversed. It suggests
that unionism leads to percepflons of a een-supporflve environment
(l.e., one that fosters feelings of'powerlessness). The conclusion
fhaf must be drawn, therefore, ls that the environmenf ls nof the prior

cause of both lneffecflveness and unlonlzaflon. Rather the

N
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hypothesized causal model that resulfs from these. analyses leads from a -

supportive environment to effectiveness to unionization to a

-

non=-supportive, controlling environment. Birnbaum's proposition TI's

thus not supported.

Thls ls nof fo suggdsf, of course, fhaf no other factors exist

'thaf cause both lneffecflveness and unlonlsm to oceur.. Spurlousness

’

may, in fact, be present. On the other hand, the results reporfed here




1976 . - . 1988 -

ERV* . .683 - L ENV
* —

CENY - i 683 —— ENV

‘_ . ] H . '.l
ENV .683 . - ENV
— ’ p—
| -.448 ' -.730 |
=_,32‘% -.751
. 4 |
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Figure 8 Cross-lagged correlation ana]ysis of the externa]

o
environment (ENV) and effectiveness, years of unionism,

and presence of a union, 1976 and 1920.

*High scores on this variab]e indicate a supportive environment that fosters
feelings of powerfulness. Low scores indicate a contro]]ing environment that

. fosters fee]ingi -of powerlessness.
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are strong enough To suggesf that the lneffacflveness-unlonlsm

) relaflonshlp has pofenflal causal connectlons.

ERAR R pouau,s.n,dns

The maJor ledIng‘of Tﬁls;lnvesflgaflbn f§ that lnstf;uflonal
lneffectlyeness appeafs fo lead to th§'fbfmaflon'of unions andifhaf,
over time, unlonlsﬁ‘does nofshavé-a.posl+lve Influéncé on an
institution's effectiveness. ‘Although this flndlng Is new, it is not
inconsistent with whaf mlghf be expected by examlnlng previous research
on the factors that are'assoclafed’wlfh Incrpaslpg organlzaflonal
effectiveness and with the llfera%ure.oA motivations for uhlonlzaflon.
For example, colleges and universities aré comprised of at least two
separate communities-~the campus community and the disciplinary
community (Alpert, 1983). The cémpus cbmmunlfy entails teaching and
organizational activities. College and ud'Verslfy’édmlnlsfrafors'
largely cohfrol and govern that comm&nlfy. The dlsclpllnary communlfy
entails scholarly confrlbuflon andoprofesslonallsm, and it.is '
control led and governed mainly by professional assoclaflons'and peer
rteew. Faculty members are more'btone to unlonlie In Institutions
where the disciplinary community I%qwqgk and where'energles'and
léyal;ies are moré closely associated with the campus community. In
highly visible research unlverslfleé, the disciplinary communlfy'ls
»offen so sfrong that it is possible for, faculfy to feel very llffle
invol vement and loyalty for the campus community, and to attach fhelr '
Nloyalfles to the profession. When the organlzaflonal effectiveness of

the campus communlfy decreases or is fhreafened, col Jective action is a

reasonable response in Insflfuflons wlthout a strong disciplinary

N
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communlfy. That Is, when facq}ty members must look to the campus
communify almosf exclugéyely for rewards and recognition of thelr

contributions, and when the effectiveness of that communlfy is

- fhrepfépé&; untonization is often the 'selected élférnatlve.for trying

to preserve effectiveness. Unionization is less llkely in Institutions

. where rewards and recognition are provided by external professional

groups, and where ]oyalfy to the campus cpmmunlfy is moré IImITéJ?
(This helﬁs éxplaln why no institution that is a member of the
AAU--ma jor research unlvefsl+fes-are currenfly'unionlzed;) Thus, as
faculty perceive the lnsfljuflon to be Iineffective or decfeaslng in
effectiveness, unionism may emerge as a way to consol idate éfforfs and
mobilize collective influence to improve campqs eéffectiveness iéqe Staw
& Szwajkowski, 1975;'Chlld; 197?; Thdmpson,x1§67). Coal ition formation
in order to protect the campus community is a rational responée éaaéch
& Simon, 19585. This Is conslsfenflﬁlfh the conclusion %haf .
ineffectiveness Ieadé to unionism.

The second_parf of the conclusion, Théf unionism does not [Jead to

[

improved effectiveness, is also consistent with earlier research on

unionism and effecflveness.. That research found that unlonlzed

InsTITuTIons exIsT in a less munificent exfernal envlronmenT (i.e.,
fewer resources avallable). and that they have a Iower ability to
extract resources (including flnanclal,-academlc, and symboiic
resources) from those envlronménfs (Cameron; 1962). Both of these

facfors are associated with Increaslng effecflveness over Tlme in

colleges and unlverslfles (Cameron, 1983a). The formaflon of a unlon,

which ofTen | eads To Increased cenTralIzaTlon and formallzaflon within

a school, Isunlikely to be Influenflal in affecflng condITIons in the

W
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external environment or in improvlng’lnsfl+uflon-environmenf'relaflons.-

Flexibil[fy and adaptability, which generally are required to acquire

" external E%sources,’suffer in unionized cyhdlflons. Institutionai

energy Is focused-mosfly on internai concerns and bargaining
relationships under unionized conditions (Garbarino, 1975), so
increased effectiveness is unlikely to occur.

Under condlflons‘of financlal or:enrollmenf'sfress, when

environmental turbulence is especlaly acufe,'fhe most effective

institutions are those who focus more on environmental relaflons‘fhan

Infernai concerns..(Proachvlfy takes precedence over reactivity in
these schools, and Insflfuflons are fiexible enough to take qulck _
decisive action (see Chaffee, 1983; Whetten 1983 Cameron, 1983a). in
unlonlzed Insflfuflons, these characteristics are less likely to be
present (see Baldrldge, ey ai., 1981; Garbarlno, 1975; Richardson &
Morflmer,‘1978) so having organizational effectiveness scores remain
Iow is nof a surprising oufcome. Tha} is, whfle'unfons‘may form in an
affempf to preserve tThe integrity of the Insflfuflon, the dynamlcs of
collecflve bargaining lnhlblf charac?erlsflcs of hlgh ef fectiveness .
from being achleved. The dlmenslons of effecflveness comprlslng the
academic domain, in particular, suffer as a result of the emphasls on
frade unlon issues and adversartal relaflonshlps (Trow, 1975).

The general concluslon of this paper also helps. explaln one reason
why some sfudles have concluded Thaf significant negaflve consequences

of . unlonlsm appear in lnsflfuflons while ofher-ifudles have concluded

_fhaf no .such. consequences appear. ‘When comparl g nonunlonlzed

Insflfuflons wlfh fhose thaf are un}onlzed, slgnlflcanf dlfferences

have been demonsfrafed. However, one reason for, those differences may

N
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* be explalned as fheiﬁwmﬂ0n of effectiveness in the lnsflfuflon and fhe
subsequenf unlonlzaflon of the facu::;. On the other hand, once unlons
‘are present ln lnsflfuflons, ef fectiveness does not change _ ‘
dramatlcally, but It continues fo erode. Therefore,~when coﬁpafl;g'
institutional conditions before and after unionism, slgnlflcanf S
; dlfferences may nof occur because of the smal | ImpacT of unionism on
lnsflfuflonal funcflonlng., Uhen comparlng unlonlzed and nonunionized
.schools, hoyever, slgnlflcanf differences do appear. This suggests
that reséarchers should not only be cohsclous of the kinds of
~comparison groups used in ;:Ldylng the Impacts of unionism, but that

the causal relationships between unionism and'insflfufional

effectiveness should be more careful ly:and more broadly studied. .
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