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I. OVERVIEA

This is the final technical report for NIE Grant MNumber NE=G=00-
0024, Project Number 3-0928. This report consists of a chapter outline
ard a summary of the major thesis.

The main difference between this report amd that of September 22,
1975, %s that the chapter outline i-aflects a decision to organize
the body of the raport in terms of types of organized social researgh'
units rether than in terms of the individual universities and individual
OSRU which wers intensively stwiied. This is a logieal extension of
the decision to classify OSRU, The decision to classify OSRU followed
frew the recognition that the OSRU in the universities studied consti~
tuted a universe of great diversity. A second difference is that the A
outline for each chapter is more detailed than it was for the previous |
report, This greater detall does not alter the summary of the major
thesis.

Datailed precentation of the final argument is not yet complete,
Although not ready for submition with this report, the detailed results
of this project should ultimately become available to the interested

andiences through publication in academie én«i other journals.

Totman



II. FPRCPOSED OUTLINE FCR CQMPLETED PROJECT
A, Purposes and Method

1. Purposes
as Universities s
l. Autonemy of university smial selence components
as focal problem
2. Soeial ard intellectual change in such componrents as
subsidiary problem
3. Uses of such caompononts as subsidiary problem
‘be Organized Social Researeh Units (CSRG)
1. As focus for study of autonomy
2, As instances of soeial and intellectual ghnnge in social
science canponents, or as efferts to imduce such
change
3. As instances of the uses of the university

2. Methed
a. Univerasitlies studied
1. Extensive study of eight universities
2, Intensive, qualitative, study of three universities
be Typology of Organized Social Rssearch Units
1. Typological dimensions
2. Typology
3. Problems rapresented by different types
bk, Types to ba studied
(2) Departmental units which facilitate diseiplinary
research
(b) Autonomous professional schm:sl units focused on
social problems
(¢) Indeperdert autonanous units focused on inter=
diseiplinary resaarsh '

t?ablﬂus or paliey raseareh
cs Analytical perspective on CSRU stmied
1, OSRU as organizations :
2. Envirorments of OSRU
(a) The university '
{b) The diseiplines and professinnal fields
(e¢) Research sponsering organizations
3. Autonomy of OSRU
(a) Sccial and intellectual change
(b) Uses
4, OSRU as negotiated order
5. Organizational incentives and negotiation
6., OSRU fourding as negotiation
7« OSRU management as negotiation

Bs Departmental CSRU Which Facilitate Diseciplinary Research

L. OSRU Fourding as Negotiation
4. Initiation of discussion

5
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II. PROPCSED OUTLINE FCR CQMFLETED PROJECT (cont)

b. Negotiations
l. Arena for negotiations
2, Participants R
3s Negotiations
(a) issues ;
(b) alternatives
¢. Establiskment of units
1l. Coalition responsible for establishment
2, Design of unit emerging from fourding
(a) purposes: official and uneffichl
(b) resources vested in, and withheld fram; unit
(e¢) understandings on leadership and membership
(d) urderstandings on program

2, Management of OSRU as Negotiation
a., Negotliations on Leadership Choice
1, Arena for negotiations
2, Partieipants
3. Negotiations
{(a) issuves
(b) alternatives
(c) choice
k., Incentives offered to leadership
b. Negotiations on Staff Recruitment
1. Arena for negotiations
2., .Participants
3. Negotiations
{a) issues
(b) alternatives
(c) choices ‘ '
k, Staff=Unit "contract": orficial and unofficial urder-
standings .
5. Incentives offered to stafy
¢« Negotiations on Research pragram
1.l Program
(a) Official definitign :
(b) Arena for definition
(¢) Participants
(d) Negotiations
(1) issues
(2) alternatives
(e) Official and unofficial understandings on research
program definitions
2, Projects As Negotiated
(a) Arena for definition of projects
(b) Participants
(e) Negotiations on project definitions
(1) The importance of incentives
(2) Research sponsor incentives
(3) Incentives of CSRU i
(4) Incentives of Tenure-granting unit
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IT. FROPCSED OUTLINE FCR COMPLETED PROJECT (cont)

(d) Negotiations on project implementation
(1) Key role of staff
(2) Importance of OSRU leadership
(3) Importance of OSRU resources

3. Autonomy, Change, and Uses as Viewed Through Facilitative
Departmental QSRU :
as Autnmmy
1.’ These OSRU and Their University Enviromments
(a) Parent Department as most important universit?
ernviromment of sueh OSRU
(b) Congruence between goals of such OSRU-and thair
parent departments
(e) Gamplementarity of OSRU and Dapartmental incentives
2. These CSRU and Their Sponsor Emvirerments
(a) Potential incongrnity betwsen federal program goals
and GSRU goals
(b) Sponsor interest as key constraint on autonomy of
sweh CSRU
b, Ckange is not implied by such units
c. Uses of such units
1, Disciplinary careers
2, Diseiplinary research

C. Autonamous Professional School Units Focused on Seoeial Problems

Sections 1 and 2 of this chapter are the same as Sections 1
and 2 of the preceeding chapter (B). Section 3 differs from
Segtian 3 of the prezeeding chapter as follows:

3o Autoncmy, Change, and Uses Visared Through Autonamous
Professional School OSRU Facused on Social Problems
a, Autonemy
1., These OSRU and Their [hiversit.y Erviromments -
(s.) “arent School as most jmpartant mivarsity
“enviromment of suweh OSRU I
(b) Congruence between goals of such OSRU and their
parent schools
(¢) Complementarity of OSRU and school incentives
(d) Academic irdividualism as akey constraint on such
OSRU
2., Thegse OSRU and Thelr Sponsor Enviromments
(a) Potential congruity between federal program goals
and the geals of such OSRU
() Sponscr interest not necessarily a constraint
on autonamy of such CSRU
be Sccial and Intellectual Change
1. Successfiil units represent change from academic in=
dividualism to collectivism
2, Major impediment to such change is persistence of
academic individualism (see 1d just above)
c. Uses
1, Advancement of professional careers
2. Advancement of professional fields

- 7
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IT, PROPOSED OUTLINE FCR CCMPLETED PROJECT (cont)

Do Indeperdent Autonamous Units Focused on Interdiseiplinary
Resaarch _

Sections 1 and 2 of this chapter outline are the same as Sections
1 and 2 of the preceeding chapter (B) outline. Section 3 differs
from Section 3 of the preceeding chapter as folleows:
3o Autonamy, Changes, and Uses Viewed Through Indeperdent
Autonamous Interdisciplinary Units
a, Autonomy
1. These CSRU ard Their University Emvirorments
(a) The impowtance of university policy
(b) The established departments and schools as the
most important university enviromments of such
units
(¢) Incongruence between goals of such OSRU and these
other units
(d) Noncomplementarity of OSRU incentives and those
~_ of established schools and departments
(8) main constraints on the autonomy of such units
in the university context
(1) academie individualism
(2) goals and incentives of established intellectusl
and buigetary jurisdictions = basically 7
constraint 1s diseciplinary and professional
field specialism
2. These OSRU and Their Sponsor Enviromments
(a) Sponsor interests may constrain autonomy of
these vnits )
bs Change Represented by Such Units
1. Academic individuslism to Collectivism
2o Disciplinary and Professonal specialism to intere
disciplinary spscialism
2o Usas of Such Units
1ls Advances interdisciplinary careers
2. Advances interdisciplinary research--

B Independent, Autoncmous Problem=Fo-cused OSRU

Sections 1 and 2 ‘of this chapter outline are the same as Sections
1l and 2 of the precee ding chapter outlire (B)s Section 3 differs
from Section 3 of that chapter outline as follows:

Jo Autonomy, Change, Uses Viewed Thrdugh Independent Autonecmous
Problem=Focused OSRU —
a, Autonomy - ’
1o These OSRU and Their University BErviromments
(a) The importance of university policy - :
(b) The importance of establided intelladnal-budgetary
Jjurisdietions ‘and their incentives

. Tecman
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II. PFROPOSED OUTLINE FCR CQMPLETED PROJECT (cont)

(¢) Incongruence between goals of OSRU and those
of established schools and departments
(d) Hon=complementarity of incentives of OSRU and those
_ of established schools and departments
(e) Swmary of constraints in university environment
(1) Academic individualism
(2) Disciplinary and professional specialism
(3) Disciplimary/professional field to prdblem—fazused
. levels of abstraction
2, These OGRU and Change in the University _
(a) "Successful® instances represent change along
~ several dimensions in the university eanta;fb
(b) Academic individualism to_collectivism -
(c) Disciplinary to interdiseiplinary modes- af‘ research
() Disciplinary/professional field to peblem—fcgusad
levels of abstraction = - ,
3. These OSRU and Uses of the University
(a) Such QSRU are important to the goals of eaglitians
interested in prmﬁting saeigl-prahlam or policy=
oriented research, ineluding ~ = . .
(1) goverrment researeh gponsors
(2) problem~oriented academic social scientists N
(3) university administrators interested in developinz
socialeproblem rasaa.reh cancantratians in thair
mniversity
(b) Such OSRU thus advance a cluster of goals and
interests which differ from those of the established
disciplinary and profesdonal units '

F. Conclusions

1. The importance of OSRU
- 2o. The Vawiaty of OSRU .
3. Constraints :on Autonemy of GSRU
: a., The importance of Independent L‘Etam:maus Problem=Focused
. OB5RU and Independent Autonemous Interdisciplinary CEU o
b., The Importance of Eniversity Palicy '
¢, ' Academic Carear Patterns
ds' Incenmtives: The Qrganization=Discipline/ P?afessianal Field
e, . Staffing
7 o' Staffing,’ Incentives, Careers
L Lﬁdership, "Critical Mass™ and Corporate Identity
a,’ Enabling Conditimns for Success
bs The Importance of Leadership
(1) The Nature of Research Laadarship in a Univarsity
Setting
) I.aadership and Negotiation:
(3) Leadership and Incentives
bo Critical Mass
¢, Corporate Identity ar,d Corporate Effects
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ITI. THESIS
A, Overview: _ _

The first section proposes a typology of organized sooial
research units in the university. The second section summarizes the
. over-=all thesis, The third ssﬁ%it:n sumarizes constraints inherent in
the university context which face any effort to develop organized social
research units. It stresses the difficulties which face free-standing,
autonomous,’ sseial:prcbla;aﬂanted units as these are the types which
seem to offer the greatest potential for change in the university and

mics of the university environ-

thus reveal most clearly the operating dyna
mente The final sectinn smﬁa?isas requirements for the creation and
operatinn of suceessful units of this type. |
B& Typology of Organized Social Research Units in Quality
Universities ‘
1. Organized social research units (GSRUs) in the eight
universities studied extensively and in the thres studied more intensively

“Gonstitite a wilverse of great diversity. This divareity 1s fnportent

because it influences efforts to generalize gbaut these types of
university units, The*efpre; a provisional elassification is rseded, All
the OSRUs in the universitis studied in this project will be classed in

terms of the following dimensions:

Totman
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2. Location: Un are found in different administra-
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The key elements here are
administrative overview and r plageménti Four locations
are possible: 1in departments, in profe

free-standing, and on the border of the umiversity. Departmental
and professional school OS5RUszs are responsible to the chief '
administrative officers of those units and are carried on the
budgets of those units. Free~standing units have independent
budgetary status and report to academic administrators higher
than professional school or departmental chief administrators.
OSRU units on the border of the university are not administered

by the university administration for purposes of personnel,

fiscal, or extramurally funded project management, although

the university may contribute money to them, or vice-versa, and

though they may have intimate intellectual relationships with
members of departmental units in the university on the borders

of which they fall.

3. Facilitative/AuEOﬁnmous Prqgfams. Within the

various pQSSiblé locations in the university, different types
of units are possible. A distinction can be made between units
with programs which are facilitative and tho which are

se
autcnomous. A facilitative program i1s one which is designed

mp i arlly to further the purposes of affiliated faculty by
providing an administrative-budgetary context 1 which sup-
port services necessary for carrying om research can be of-
’%éfed to tham,.without at the same time furthering substantive
purposes of its own which are predetermined and .defined in-=

dependently of purposes of individual members. An autonomous
program, on the other hand, is one which is not simply the expres-
sion ¢ the combined research interests of affiliated faculty

at any point in time.

Totman
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4. Disciplinary/Interdisciplinary/Social Problem -
Oriented Programs: This distinction is between

activities that every practitioner can recognize as &istiplinary,
interdisciplinary (but still "academic"), or social problem=-

" oriented, This distinection is not without ambiguity. The
ambiguity inheres in the social problem category. In sociological
writings on the utilization of research a distinction is usual-

ly made between applied and theoretical research, or disciplinary

and problem-oriented work. Often it i1s indeed the case that

a distinction between problem-criented and disciplinary work

can readily be made. However, if one reflects on the fact that

the elements of a social problem or the needs of fesearch

using agencies are manifold, then it becomes vaiaéé immediately

that in many cases disciplinary research is perfectly useful

and therefore might be considered both disciplinary and problem

oriented. Nevertheless, this distinection will be éEpiQyEd

for the moment. |

5. The results of this set of distinctions are

Ehe_folléwing types of organized social research units in

universities:

a. Professional school units: It is'assuméd
here that pfof2551on al school units are Dfiéﬂtéd taward the )
intallectual and praﬂtical'céﬂééfﬂs of the professional 7

schools, although in terms of those interests they may ba
facilitative or autonomous. Thus: C
1) Aatangmausi social prgblam—arientad units
2)“Eaéilitative} social proﬁlém—arientéd units

b. Departmental Units: The programs of

.departmental units are probably disciplinary. However,
it is not inconceivable that some individuals may be working

new or fringe areas of departmental concerns which are

in
difficult to distinguish from interdisciplinary work. Further-

more, it is the case that in most disciplines there are

- "clearly discernable social problem oriented segments.r Thus:

12
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around programmatig abjectives. Hembers can béc@me more.
committed to the units and its persannal .and gaals than to
‘any other gampus units. There can ba ralatively hierarchical
authority relationships, at least in the selficonscious

‘allocation of funds and other résaurgas by unit leadershlp,

among affiliated staff. Thera can be relatively tightly'

organized, nmulti-member projegts with clear-cut divisions
of a kind not typically found in professicnal schools and
departments (this statement applies to faculty members).

~Autonomous Facilitative
Disciplinary

-Interdisciplinary

Social bl em Oriented
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‘d«" Units onm the Bdrder' Far the mast part,{ 

crganiged aocial resea:;h units on the univarsity 8 barder

are probably unifgrmly autonomous and social problem arientad.

Such ‘units are ﬂot without interest begause they enable one i

to understand the intellactual boundaries: Establisheﬂ by the
university of whicech they are a part,.aﬁd enable one to s S
understand the forces playing on universitiés which lead toi V S
‘their creation. Often they develop Either outside ‘the
”administrative purview of the university adminlstratzon Er

None of thé fallawing assertions apply to arganized

social research units on the university border.

- 'iﬂ“addiEiOQ;“it”iS“pfimarily"thé;free—standipg;fautbnﬂmoﬂSQM*9“”¥;
social-problem oriented units whiéh;are at the focus of the
ensuing discussion. It should be clear from the context just

which tyPés of 0S5RUs are being referred to in what follows.
'C. The General Thesis

Organized social research units in the quality. ‘
American university occupy a paradoxical position. éaﬁsidérg&V'
historically, over the whole period from around 1915 to
1970, they represent the adminlstrative embod;ment of the
research function in the quality university As such they
represgnt an increase in the research éffart of académic social
scientists, and represent also a rédugtion ;n the tlma devoted

by sgéia;vsglgnﬁ;s; faculty to teazhing.; It lS perfe¢tly clearJh_"v

also, however, thaﬁ, both 'as a matter of university policy,
_and as a result of the internal operating dyﬁamig of univer—,ﬁ
les and of scc1al scienCE'disclplines,“they are distlngtl;

Sjvand generally do not represent departures fram

--traditional academlc ‘administrative andzarganizaiionalvpats

terns, or programmatic interests. This reservation applies to.

‘Totman . ' 14
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all types of argau;zed social resear:h units, but 1is more im=
portanﬁ for free-standing, autonamaus DSRUS than it 1s for
free-standing facilitative units, or for either départmental
or professio nal school units. Some free-standing,

aut&namaus OSRUs méy fe?féséné iﬂﬁ6vétivé'ﬁutatiﬁﬁs in the

iﬁtérnal 1ife of universities and in their relatians with autsideﬁ'

organizations, but as a general rule tha cbstacles to . o

graatlcn and operation of SuEh units are too diffigult to’

overcome. Succesgsful cases theréfaré become interestiﬂg for o

the lessons they can provide in the way universities and sucial
s sciénce disciplines (as- sa:ial systems) operate.f Finall iy,

it is perfectly clear that, whatever the-seductive force of
..outside monies- and outside- opportunities,. thé maét péwerfu1

- forces at work in universities are cantripetal - those of

-institutional maintenance.
D, The Importance of OSRUs:

The remarks in this paragraph apply to all types

' These units represent- the embodiment of the research -

of OSRU

function in the university. They are invariably administrative-
budgetary vehicles (and samétimés.ﬁital, integrated research
work groups) for allocating and managing large amounts of

extramural funds to salaries, technical support services,

secretarial sefvités, and the other requisites of empirical

social research. Everywhere Eheif primary purpose and raison

d'etre is to foster and suppart research.

perladr.but is seen even more clearly in the pre= World War II

tablished as Eﬁg primary function of university suclal scientists.’
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cfeating such units, to upgrada and increasé the amgﬁnt of

faculty effort devoted to research. Such units appear,
during that period, to have been one vehicle used'by research-
minded faculty to free themselves from gnefnus'tgaching

burdens in order to devote more time to research,.

, ‘As the number of such units, the funds they controlled,
and the number of affiliated faculty members has increased,
80 has the faculty effort devoted to teaching décliﬁed,

where "effort devoted to teaching" means the contractually
stipdia;éd course load ﬂfvthe-affiliated faculty member. The

admiﬁistfatiVE"ﬁfactice whichwlinks*this?gf@wth"in fésearch
dministarad thrnugh such units with reduction in time |
allocated to courses taught by faculty is feleased time

from teaching", whereby affiliation with an-ﬂ;ga;iged gsoeial
research unit automatically releases Qné,ffam a porxtion of

the contractually agreed on teaching obligation.

Thus, in OSRUs one sees that the research concerns of
faéulty anﬂadminiétrators,'aided by imgréases in nutéide ménieé
has increased sigﬁifiaantly the research effcrt gf faculty
and has changed over a cgnsidezable period of time the balance
between taaching and research.* Thus, such ugits are the
expressian»of gsignificant forces at work in the life of the
quality university over the Péfi@d in question... '

In addition, théfé_éré,casegrinthigh;gni#éfsityrDSRUs of ‘the .~ =

free-standing, autonomous kind represent important, -innovative '

mutations in the internal life of the parent university.

*#This arguﬁant has been developed by Rebe t Nisbet in
Degradation of the Academic Dogma (1970) N -

© 16
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However, generally,evemn where such 1s the goal of a particular
unit, the obstacles tc . ’ aceampiishm%nt of this which

are inherent in the university are too great to overcome,

E. Constraints om the Position of Drganized _Social
Research Uﬁits in the University »

1. The operation of these units (0SRUs) is
constrained by university §Dliey, and as a result of the
internal opevating dynamic of universities and the social
science disciplines. They are reduced by university policy
to a decidedly secondary role to the departments and the profes-
sional schools, and must, furthermore, contend with the existing
constellation of power regreseﬁzad by departments and professional
schools, and their monopolization of the incentives ériti;al

to theose making careers as social secientists.

2. Constraints and Types of OSRU: The importance

of such constraints varies with the different tjpasuéfADSRUi
Such constraints are not particularly important for facil-
.itative units, regardless of their location, because they
are intended to, and do, complement féssaréh in the egiSting
research work areas of the university. It is difficult to
‘avoid the conclusion that facilitative units fit most easily
into a uﬁiverzﬁ y éﬁntegtg Essentially, such units are
simply bundles of research support services which help in-
crease the research productlan of the faculty and have no .

Such constraints are important, but still not critical for
departmental and professionmal school autonomous units. Such units
do not appear to conflict*with programmatic, administrative, .

and organizational patterns which generally exist in departments

i

and professional schools. In particular instances, of course,

such units in departments and professional schools can create

o | 17
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problems and encounter obstacles when they try to be imnova-

tive, but generally these are of a different order than

those encountered by free-standing, autonomous units.

Such constraints are most important for the free-standing,
autonomous OSRU, severly circumscribing the degree to which
which, as a géneralvrule, they are cereated. Nevertheless, there
are instances of free-standing, autonomous units which are
successful. The conditions which facilitate this success can

be seen through a consideration of successful cases.

3. Constraints Posed by University Poliecy: . _ .

a, fhese remarks apply to free=standing, auto-
nomous, OSRUs. What is not often emphasized in writings on
organized social research units, although it is perﬁaﬁtlj
obvious, is that thggunivefsity, as a matter of self-conscious
policy, refuses to allocate to. such units the material or sym-
bolic resources which-aré critical to making a career as a
social scientist, aﬁd thus to the success of such units.

None of the three universities studied-intensiVély for this pro-
ject granted the right to (1) recruit faculty to the tenure
track, (2) es;ablisﬁ basie salafiéé, (3) promote through ranks
to tenure, or Cé) maké the basic decisions on salary iﬁgres'
ments. .

Furthermore, witﬁ but minor exceptions, in the three uni-
versitiéé studied mé@férs afbofganizéd social research units must

be faculty members iﬁ departmental or professional sechool

‘units of the university.

The view taken here is that these constraints imposed

[=]
by university policy ‘are every bit as»important_as_théydiSE

ciplinary conservatism usually cited as the primary reason
a

ary modes. - In fact, it 15 the university as an organization:

18
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it possible for certain constellations of concepts, skills, and
interests to survive and flourish while others cannot become

. .Securely established.

Everywﬁéré, furthermore, such units are supported by
extfamuralgfunds.and practically never by the university's
"hard" fund%. Universities will provide "start-up" monies

;_qnwﬁgcassibn,;bgﬁ,géngrall&mthig is paid back, as intended,

many times over by outside funds.-——But this means that work
in the program areas rapresented by orgénised social research
units is‘génerally undependably supported over the felétively

- long periods of tiﬁé-ﬁetééééfj“ﬁﬁ'de#éiaé"éwﬁéftiéﬁlérwfiéldfﬁf'“'
endeavor with all that this means in terms of conceptual in-
novations, cumulation of research findings, recruitment of new

workers, and so on.

R | : b. The basic justification for this ?Glicy

is to be found in the fact that the university must make,
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fields, sub-fislds, and research work areas which in turn

are housed in departments, professiaml séhaols; and organized

research units. Conservatism in su;h decisions is widely felt

by university administrators to be-ﬁhe,wisast policy. The

most sagacious administrators are acutely conscious of the rapid-

ity with which faculty quality can decline, and the energies
~whiéh soon enough are shown to be sterile;:or do not seem to

be in keeping with a universities primary responsibility to

'pfodugé fundamental knowledge and understanding. Thus, com-

Igtman, 19



mitment of resources to a particular research work area will -

not be made until the intellectual foundations of a research

work area are s@curely established. The competitive situation

in which quality universities find themselves certainly '

ancdufagesnéﬁéﬁ ércéﬁservétive stance.~ But bevyond this,  the

very nature of intellectual work— with its slow cumulation of

reliable knowledge, and difflcult establishment of reliable

critical standafdé, demands prudential), conservative investment

decisions. Another way of saying this is that the most reliable
;-critiecal. Judgements -are. those-made-colle ;ivelyfbyyaelargeanumbéfemw
. ‘of. workers in a particular field over relatively lang ‘periods

of - time. Investment of univefsity resourc symbalic and matefial,'

‘cannot be, and Shauld not be, made uncil the :cllective :ritigal o

1ntellgence has been able: to juage ‘the results af wérk in

a particular area.At that pcint,Aiﬁvegtments can. be safaly made
in tenure positions, creation of new units backed by'univerf'
sity resources, or broad areas of intellectual ﬁcrk_in which
the university wants to déveloé Césian studiés as Qppéégd,

to African studies, for instance).

C. It should be nated. {;;ﬁésﬁiﬁb- thaﬁ maﬂy
univarsity Drganlzed social rese€arch units arg

sity admiﬁlsgratcfs (and faculty) as vehicles thr gugh whizh
outside funds can be generated for aétivities alraady béiﬂg
undertaken in the university or for new dépafturEs which can- -
not be undertaken without such funds. - Iniaxtrgmeggasesg this
répfésénts a cynical decision to “répackage"-axisﬁing éctivitiési
to appeal to new funding areas. It is widely felt that- autside, 7
Partlcu;aéﬁgavernmenﬁ, funders prefer to invest money inrf
Saparate admlﬂisttﬁtiVE budgetary structures. Thus, at this

| extreme, such units arean ngaﬁlzatianal zaping déVlce self-

céﬂsclously used by un;verslty admin;stratofs and faculty to

Totman




support endogenously ‘generated developmental goals by tapping
into rapidly changing funding markets thrﬂugh presentation of
wvhatever guise seems necessgry to shake loose suffiecient funds.
ThereAare, of course, always justifications for so pre:eeding.
Many administrators and faculty, thinking along the ‘lines
outlined above in the preceeding paragraph, mistrust the
fizkle movement af outside, partizularly gcvérnmént fuﬂding
Realizing that sound 1ncellé:tual develapment requires time,

pains aking effort, and many dead =ends, they are unwilling

‘to‘fall'w the lead of government agencies the goals of which ~
will change with the next administration, or'perhaps even

with the next research director.

a. Administration: The administrative frame-

work of the university may, or may not, seriously cgnstrzh

the development followed by OSRUs. Although it is nat pnsslble
tp*ganera;;ge at this stage in this project, it is clear that
university administration bears on the 0SRUs from creation,
Ehtgugh recrulitment of staff, to administrative review of

exfframural research projects.

1) Drgag;;g;iégﬁof QS5RUs: The creation

of an organized social research unit is generally the work of

committee, often headed by an administratlvé foicer, and

a
~generally a number of senior faculty members representing

a bféa& range of viewpoints and ig;e:egts_ In such circumstances

it is difficult to organize radical departures.

2) Choice o Q;,ectnr and RECTultmEnt nfp

Staff:

of
Clearly one Erltléal choice is

that of director of an OSRU. Thiéudécision is gEﬁg:ally taken

21
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by committee, sometimes including administrative officers.
Because such committees tend tq’:egfésgﬂﬁ a diversity of view=
gaiﬁts;and'interésts they tend to téke ganserﬁative decisions.
That is to say, any director chosen by a broad-gauged cﬂmmittee
will tend to be chosen to satisfy a divers;ty of viéwpoints.
Réeruitment-af'staff generally must alsc.be reviewed Ey
academic administration. This is taken uplagainfsﬁoftly,

because it is the departments which seem to be critical here.

3) Administrative Review of Extramurally
Funded Projects: At this point, it

appears that in the three universities studiéd here gdmiﬁiétfativé;

review does not-seriously constrain the~EubstanELVEfcént23tfofw%w4~~
research, projects which pass through the review process to o
outside agencies. o ' , : _ o

iny at one university was there some indizatian that
occasslanally offices participating im this feview pfgcess wauld
bring to bear broader iastitutlcnal criteria and either refuse -
to authorize prosecution of the p:oject under university aus- ‘
pigesror return a proposal for altarnatlanﬁbjln théEE gasas, ‘the
particular projects invalved appeared to have a too applied or -

agtioﬁ arientad campanent tg be undertake with university

4) In sum, the univarsity has at thase
eritical paints ‘the administrative machinefy to closely A
cifcumscribe the develapment and apération af OSRUs Shauld it'

want to. _ - R : 7 :7_i>‘-,f:. : L

b. Career Patterns, Incentives, St ff[ ng .

1) Career Patterns: Certain rather -

[=]
ﬂrccmmcn!place aﬁd simplistic obser étldﬁsja;gAnegessary at. thls

juncture. To begin with Qertain imperatives. or caﬁstants

shapa the’ prafass;ana; careers of sacial sciaﬁtlsts,
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Achievement in social research requires a commitment of ﬁany'
Years, not only for tfaining,‘but also for even modest _
.research accomplishments. Careers are possible aﬁly.when an
>iﬁstitutidnai enﬁizéﬁment wh;gh @ffers 1aﬁg tarm and reliable
Sépport, maintéﬁéncé; anﬁ the apparatus nacessary to allacate
rewards, is availablei Although social scientists are

found in non-academic cgntéxts; it is still the case that univer;
siﬁies provide the major insﬁitutiﬂnal framework within ihich

__social research careers for PhD social EEiEﬂtiEtE can be made.*

Two components of this institutional framework should

be discussed here: (1) individual ugiVEfsities and the

‘"material and symbolic resources th' "@fﬁﬁidé“iﬁméﬁﬁﬁéft'ﬁf”"

research careers, and (2) a systém of universities whigh togéthéf
provide a stable Lnstitutianalvenvi nment for a 1arga com- /

=+

munity of researchers.

With regard to (1), the eritical feature is an adm;nistra—
tive-intellectual context within which a group of peers can con-

.fer on 1ndiv1duals the rights, privileges and rewards which

enable them to pursue scholarly interests in a stable contextw

*It may be that social science feseargh‘;areers can be made in
. the nanéaca§égie sector = in government and in privaté profit
and nan—pfafit research éérpérétisﬁé., Many social SCiEﬁtiStS
do work in these contexts. As fﬂf as I knoﬂ, little 1is

known abéut social science carzey Pa;;atns_in these agzctors.

I ghall assume for purposes of Ehls project thatr although
wnrk npportunltles are available Lar Eazlal scientists in
~non-academic contexts, it is doubE ul whether sﬁable careers
'léading'ta”feséaféh“aq;ampllshmant éeemed-impaftant ‘by the -
general social scie cé.gommuniﬁy are passiblé for any 1arga

n assuming Ehis assumpt;on is cérrect

L]

nc
number of people. Ev




 The critical decision is that te;aﬁafd.ténu:e;’

7 The wiﬂérvga’ial 5cience ccmmunities Spféad thraugh—f“
g Eu;va large number of unive*sitias makes regular judgements
7 about . ﬁhé value af partiﬁulsr individual accamplishments which
in Eurn influence the judgeménts of thnse groups gf individual*
in particglar universities who- decide to confer the nniversicies
fewards on particular individuals., The existEﬂta Df a 1afge
number of such university sub-divisians, in aﬂditigﬁ to _
~—SUupporting- -a-large -number-.of-- fESESIChETS, makeswindividual-m~"—ﬁ——4
mabillzy passible, and thus artiﬁula*ian of individual ' -

interests and capabilitiés witk the needs, intarests, and

— " . 2) . Incentiﬁéﬁ' Th% incentives academic

5§cial scientists deem most important are-, (1) bagig salary
.. and salary increments, (2) pramgtlgn through ranks: to, -
(3) temure. R o o
As a result of policy de¢isions at thé university-w1de

'level the right to allggate thase values is vested in seniarrf-i?fﬂ
kfaculty of aertain a:ademia adm;ﬁistrativa units.. of - EQE unive:éﬁf
'Sity.~ GEﬂerally, for reasons outliﬁédhin,Qﬁ;;E; 3;fE£iégévé;ﬁi:;ii?
Ehésé are disciplinarily urgaﬂized dapartménts  §ﬂ§ prfES$iQEa1;

_schocls. These rewsrds are tha tangible and necessa*y requlsiteswi3
for a social science career., A:cess to pnsitians prcviding> L
these :equisites-aré;nEEessafy is Dne ‘is - to. have a 5table, o
Pféducﬁivé career in'so;ial rasearch." o ' '

Nowhere do . Brgan;géd sgc1al rasearch units have the
right ta c@nfe: these benefits on EhEif affiliated memhers.

' The mgst impgrtaﬁt benafits whlch can be offefed by an or=  'f; f

>Tgaﬁized social research anit ara. b(l)qreleased timev

?ftéaéh;ng, (2) summer’ salaries, (3),fuqu1tn dafray resear:h




expénses, (4) in some cases Eallegiality, an intangible,
~ but-important, resource, (5) ‘access,. in SQEE gases,_ta déta
Pagls (6) téchﬂlﬂal and secretarial support sgrvicas. - These
are nat insubstantial benefits. However, they are
.rsubstantial;y less pawerful as incentives than. thgse contral ed
by the disciplinarl y organized units of the university,
3) Staffin, Ihé right to recruit

faﬂulty to the university is restricted to certaln intelléctualﬁ.i,

——administrative units, which have, genérally, far reasans’“
' alrgady outlined above, the charactéristics of an already
‘established dlag;pliné. Furthermora, ;t ;s ganerally

universiﬁy policy to restrict praf3551gnal Lrbership of oz-r

ganized sacial rasea:ch unitsg to faculty mgmbérs.

'i am aware that in some universities there are léfgé.nuﬁbéféwz'-
of research associatgs, often PhD hﬂldars, wha -are based
‘in DSRUs, ﬁot dapartments or proféssinnal sﬂhools.“ In thé
tthE universities ‘being studied intensively here there
wWere some indiv1duals in thig category but nat a 1arge number,.
There are often individuals Gonn.scted for short petiods |
df,timé (up to twb years), sometimés és pﬁsﬁ%ddcgaral
fellows, sometimes as more senior -people. Bﬁﬁ'thé'basic
situation is that the main staff éfrsu:h'units are also
faculty members. ‘ |

4) Staffing, Incantives, Careerj?fttgfns:

Some Conclusions.

(a) Monopolizatlon by d15¢iplin-
,.ariiy organized units of recruitment to the university of o
'fagu1E§ ﬁéﬁbers,‘énd the condltioﬂ that staff o f” DSRUS must bE;J”“W
faculty mémbérs, meang that the programs Gf such: uﬂlts are
fEGﬂflnEd by the array of faculty interests ava;labla'éﬁéf‘

“a Paftlcular period of time on the partlcular campus involved.
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) (b) In like manner, until it
is possible to make a career in universities in the areas T
favored by psftisuisr OSRUs the work of those units will Le
done in ways which allow the ssrticipstiﬁg'sssisl scientists to
- advance in their careers within the sdministrstivssiﬂtsllsstusl
jurisdictions which have to power to advance or rstsrd those .
rcarssrs, In most cases this is the ttadltionsl disciplinary

department.

T (LYY Jundor Faeulty: This

is smphs%icslly the case for: ‘junier fssulty.' In their wwn
universities, they must, sstisfy ths sriticsl‘judgsmsnt snd
..taste:.- sfwthe senior: fssulty members which have the. power.. JJJJ:;ﬁaL
to reward or withhold tsnurs. Amnng junior fsculty inter—w : 7
viewed for this project, se veral individuals felt it impsf—;A
ative to produce work which would be satisfactorily received
_by the dépsrtmsntsl senior gfsup.: In so fstﬂss'ths pssgrsﬁ=t“
>matlé gssls sf ths ORSU with which thsy might bs sffilistsd
conflist with thsss of dissipiinsry depsrtmsnts, this sstsgsf&

DSRU programs. SR O O e d)

sosfinss of their own universities. ,If, for instsﬁcs, ‘they agé'ﬁgjj
'cémmittsd to ﬁafkisg in an'§SRU the Gfgaﬂl zin ng sﬂncsptrand ‘, "Nl
' Progfsmmstis thrust of which are unliks those of ‘the trsditisnal ]f5
dEPsrtmsﬂt with which thsy are affilistsd thsif inter uanEf—: -
| ' mighti L

sity mability sauld bs ssvsrly cansﬁrainsd Althaugh thsr¥
be able to find autlsts for their wsrk Ehs typs ‘of WQrk m;ght;

thwsll bs unscssptsbls to the disciplinsry fssulty whish sontrni

f;ssssss to the major .market for. ‘social SEiEﬁtlStS.” Thsir carésrsti
would 1mmsdistsly bsssms mors prscsfisus.r Thsy would_ run. thsﬂ;7

‘erlsk of cutting thems sl es off from the core of the sssdsmis huvefww
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system and being relegated to umits on the fringeof the

quality university, to lower quality universities,

(o]
falling completely outside the university system al

((2)) Senior Faculty:

The major material incentives allocated by disciplinary depart-

the individual professional commitments of faculty members
after those faculty members achieve tenure. Heverhheless, al-
though there are examples of senlor faculty members who

have shifted orientatioms gradually or more quickly, the general
impression dewloped over the course of interviews in this

study 1s that such shifts away from disciplinary pathways

a7e relatively rare.

Conceivably, salary increments, further promotion

possibilities, peer esteem could all work to constrain .

development of novel, non-disciplinary orientations. It is
difficult to argue with confidence at this juncture just
what does indeed comnstrain this category of faculty. A ten-

tative explanation might be hazardedat this point, however.

With regard to individual research commitments of senior
faculty who may affiliate with a social research units,
research directions may be constrained by the enertia of in-
tellectual and career'capitalization." This metaphor
refers to an individual's investment in acquisition of skills,
in gaining knowledge in a particular area, in developing per-
sonal relationships in a field of endeavor, im achieving
through well-recéived publication an audience and an author-
itative position in a particular research community. The
achievement of such a "&vitical mass” , if you will, in
a professional life is generally difficult and takes a long
period, A variety of opportunities and symbolic and material
rewards follow from achievement of such a position. Trans-

fer of such skills to new areas takes time and considerable

AV'I‘?t:_mari_ L R 27
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effort. 1Im all, the intellectual side of research careers,  as
well as their social agpects, has a certain momentum in which
risk-reward ratio% are such that it is easier to continue

€laborating a particular set of already developed research

commitments th

o ’U

n to develop anew a separate set of such

commitments.
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Organized social research units in quality univer-
sities, taken together as a ﬁiass without distinguishing

among them, have been important, over the period from 1915 to

1970, as manifestations of foreces which have escalated research

as an activity to predominant importance in the university at

the expense of teaching, where teaching is uﬁdars;oéd to mean

the faculty contribution to class-room work. They have been
‘important, also, through their own activities, in furfheriﬁg

this development.

But the research undertaken, if one focuses on O0SRUs as
a class without distinguishing among them, has generally been
in disciplinary modes, or has followed the established inter-
ests of the professional schools in which such units occur,
and thus has fasteré& the growth of the existing disciplinary
and professiaml research constellations in the university.
The research undertaken represents the interests and commitmet. s
of faculty dedicated to advancing the interests of particular
disciplines or professions, and, uﬁderstandably, af their

own careers within these established frameworks.

Those efforts to devalop new, pract;gé—orientad resgarch
n free-standing, sncial prablem—ar;entad resaarch units have

i
‘been undercut by pawerful centrlpetal forces at work in the

*

niversity. Uﬂlvefslty polic1 s, administrat;ve pfactices, ‘and

e

the effect on incentives and sanctlans Esﬁabllshed by these

Q ‘:;;1:*‘:1 I,‘H';xff; 41?;: 5:‘i 73' 7: ;;;f;; :;;;;, ';f, EZ ES
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policies and practices on career line possibilities place
powerful obstacles in the way of efforts to create and

operate OSRUs in non-disciplinary program areas.

These powerful forces conspire to prevent basic social-
intellectual chang from occurring in those research contexts
which are sometimes established to bring about such changes
and in which one woudd expect to find such changes - . occuring.
These are the free-standing, social problem~oriented
units. By basic social-intellectual change is meant devel-
Opment of new, essentially non-disciplinary roles, strong
loyalty to non-disciplinary research collectivieies and their
goals, systematic development of practically-oriented
research which may not be able to win respect from diseiplinar-
audiences, and establishment of concrete linkages around conceete

research prajééts between researchers in university contexts

This is not to say that OS5RUs designed to develop non-dis-
ciplinary program areas cannot produce research of high-
quality and practical worth. It is to say that these same
obstacles make it extremely difficult to ereate and operate
units of this type which are successful in these limited
terms. ’

F. "Critical Mass" and Corporate Identity as Pre-

requisites for "Successful" Organized Social Research

Units of the FreeﬁStaﬂdiﬂgj _Autonomous, Social Prohlem-
Oriented Type:

1. Argument: The argument here is that success-

ful research productivity depends on the ability of organized

Social research organizations in universities to develop a

"eritical mass" and a corporate identity perceived both in the
university and outside it.
Totman




2. Comment: "Successful" here means the ability
©f units such as this to reliably produce research which falls
within the prégfaﬁmatic definition of the unit and which is
of high quality.

All such units must to some degree be opportunistic, and
all will be limited in the degree to which they can
depart from research whi;h is of interest to established
professional and disciplinary constellations on a particular
campus. This is a consequence of the constraints inhereat in

the university setting which were discussed above.

The idea of corporate identity of a research unit is not
original, although I cannot remember seeing it in published
work. It is regularly mentioned by faculty when discussing
the coperation of such units. Iﬁ refers, essentially, to

the development of an organizational image or reputation as an

which transcends the image or reputation of a single indivi-
dual affiliated with such units. Critical mass is also a con-
cept which is not original here. Faculty members affiliated
with such units refer. to the critical mass necessary to devel-

op a "self-sustaining" reaction, to continue the metaphor.

3. .Enabling Conditions: A number of enabling

conditions appear to be necessary to achieve critical mass

and corporate identity.

a. The first is administrative support from
the university. In theuniversities studied for this project
administrative support was essential for initial organization
and planning of units of this type. 1In theifaeé of admin-
istrative hostility toward such projects their creation is
virtually impossible., F urthermore, higher administration can

.be important in a number of more positive ways =~ initiating

30
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or cnordlnatlﬂg planning, securing space, making small
initial contributions of resources, In some cases, admin-
~istration representatives can be important in initiating
discussions with foundations and other outside agencies for
Support, or entering discussions with sueh agencies at

crucial points.

b. The second is financial support. Without
relatively reliable financial support nothdéng is possible,
Obviously. Substantial financial support acts as a magnet
for faculty and students, who realize that support from a
Particular unit may help them advance their own research programs.
Generally, research unit leadership undefstandably prefers
programmatic as opposed to project support. They prefer,
that is, a bloc of funds which can be used at the discretion
of unit leadership over a period of years (say, three
to five) to support locally initiated projects which fall with-
in the programmatic definition within which the unit works.

The least popular form of support in these units im
individual projeet support, which, as has often been noted,
makes for an unstable over-all financial gituatioﬁ, and
makes it necessary to spend considerable. time and energy in
search for support. This kind of support, as a poliecy
foljowed by outside agencies, is probably self-defeating,
at least 1if one of the goals of such support is maintenance of
4n organized research context which is assumed to more reliabl-

Produce good research over a reasonably long period of time

than would support to individuals.

Totman
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Probably because no effort was made here ta\;ry to isolate the
effects of proximity of researchers to each other on research
production. But such proximity is clearly felt by most in-
dividuals involved in such units to be very important in

Producing important, though intangible benefits.

d, Leadership and "Management"
Leadership is the single most important
resource in making such units successful. Without intelligent

leadership substantial financial resources will only be
inefficiently used and generally will not produce satisfactory
results. -

Individuals who lead such units must be relatively senior
persons with an established research record which commands res-
pect from their peers and their juniors, and a-widely rami-
fied netwerk of associations in the university and in the -
wider praféssiaéal community. Such individuals stand at
the apez of universityrstatﬁs_hiararchies and caﬁ.thus»
undertalka the necessary exercises in politics and diplomacy
necessary to develop and sustain a successful research

program in such a unit.

High status, though necessary, is not sufficient in and
of itself to make such units work successfully. The indivi-

duals who run such units must lead in every sense of the

word.

Théy must éggréssively take the initiative in fécfuiﬁing
staff and in initiating projects when that is necessary (which
often amoungs to the same thing). As a general rule, this
is a supremely diffiéult task, It is difficult because it
-means that not only must projects be defined which straddle

disciplinary and problem area needs, but individuals must

Totman . 32



be found in the university, or outside it, who are free

of other commitments and can be persuaded to undertake a pro=-
ject. These tasks entail thorough familiarity with both
disciplinary and practical or problem area sitﬁatians,

and thorough knowledge of individual faculty interests, apti-
tudes and personal research situations. Uéually such projeet
initiation is a subtle task achieved not so much through direct
suggestion, but indirectly in personal interaction with indivi-
duals over a relatively lengthy time. When one is deeply

set in a colleague work group knowledge of individual interests
Can generate informally and gradually, almost imperceptibly,
Project conceptions. Thus, the line between aggressive ini-
tiation by leadership and spontaneous generation of research

projects and patﬁways becomes blurred and difficult to ascertain.

In cases where unit leadership does not undertake to
initiate projects it must be able to allocate funds to
projects which fit wellwithin the programmatiec research
‘mission of the unit. In order to do this, some of the same

skills as those just described are needed.

Funds must be allocated among competing projects without
damaging egos. Good political relations with departments
and with higher administrative levels must be maintained.
This often involves exchanges of favors of a delicate nature.
A summer, salary may be provided, for instance, for a faoulty
Bember who is petitioning a deanm for such support in return
for supporting released time for another faculty member from
the same unit so he can participate in the research.unit's
PTOgram, Maintenance of such essentially political support
can facilitate major accomplishments on the part of the unit

director. Such good relations might ease the wai te achieving

Totman
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faculty status for a talented research associate more strongly
associated with the goals of the unit than with the goals

of the other, tenure granting unit who would otherwise be
forced to leave the university.

"Management" is, as a general rule, n a word well- .

o
received by academics when used to mean self-conscious organ-

Lo /T

ization and administration of personnel and resources at this
level of individual researchers or groups of researchers in -
the university setting. At this level in the university,
there do not appear to be administrative prineciples, of the
sort underlying management decisions in more bureaucratic
organizations, followed by unit research directors. Research
is widely understood to be a difficult, chancy, unpredictable
and highly individualistic process. At this point jn this
project, the single most important aspect of "management"
which influences research production appears to be the
subtle leadership role just descriped.

e. Critical Mass and Corporate Identity

Critical mass refers to the m e
sufficient tangible and intangible resources to allow a
orporate identity to develop and continuous and high=quality

c
research production to occur.

Small initial investments of money and energy may lead to
enough publications or research reports to generate more money
from outside supporting organizations, may attract more staff,
develop technical and secretarial support services, and data
resources. Increases iﬁAsu;h resources faeilitate further
publications or mseful research reports. A reputation for

.productivity begins to develop-.
Funding agencies, attracted by the developing corporate

Totman
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identity, feel confident that investment of funds will
pay off in high-quality research.

Faculty feel that associati with the unit will enhance

earch. Funds are avail-

w

ion
their own ability to produce good re
able. Data resources and technical services are available.
Colleagues who can assist through criticism and moral support
the progress of others' work are available. Access to

Qutside agencies and organizations the cooperation of which

4re necessary to aecg_pllsh field work is made p@551ble by
b

the contacts which can

At some point in this process, corporate effects begin to
be felt. That is, the unit itself, as distinguished from
individuals affiliated with it, develops a reputation and
identity. At that point,, individuals in . outside
organizations and in the university are attracted to the
unit itself rather than individualsin it. A continuous
production of high-quality, interesting, and useful research

becomes possible as staff routinely turn over.
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