
³&OHDYH�WR�QR�IDLWK�ZKHQ�IDLWK�EULQJV�EORRG�´�
      – Arthur Miller, The Crucible

&RQVLGHUDEOH�UHVHDUFK�RYHU� WKH�SDVW� WZR�GHFDGHV�IRFXVHV�RQ� WKH� LQÀX-

HQFH�RI�RUJDQL]DWLRQDO�FXOWXUH�LQ�D�YDULHW\�RI�LQVWLWXWLRQDO�VHWWLQJV��$VK-

NDQDV\��:LOGHURP�� 	� 3HWHUVRQ�� ������ 6FKHLQ�� ������ 7ULFH� 	� %H\HU��
�������LQFOXGLQJ�KLJKHU�HGXFDWLRQ��.XK�	�:KLWW��������7LHUQH\��������
1992).1 The salutary effects of shared beliefs and values in an organi-

]DWLRQ��VXFK�DV�JUHDWHU�LQVWLWXWLRQDO�DOLJQPHQW�DQG�HI¿FLHQF\��.RWWHU�	�
+HVNHWW��������7ULFH�	�%H\HU��������DQG�LQFUHDVHG�VDWLVIDFWLRQ�LQ�ZRUN�
DQG�FRPPLWPHQW�WR�WKH�RUJDQL]DWLRQ�DQG�LWV�H[SUHVVHG�SXUSRVHV��'HDO�	�
Kennedy, 1982; Kanter, 1972; Kets de Vries, 2001) have received par-

ticular emphasis in the literature. However, collective beliefs and behav-

iors that coalesce into a shared worldview, that is, an ideology (Abra-

YDQHO��������*HHUW]���������FDQ�FDVW�D�GDUN�VKDGRZ�RQ�LQVWLWXWLRQDO�OLIH��
On the one hand, a strong ideology can guide and regulate institutional 

behavior and instill in people a sense of belonging (Kanter, 1972; Pratt, 

�������,GHRORJ\�FDQ�SURYLGH�WKH�LPSHWXV�IRU�SURGXFWLYH�FKDQJH�DPRQJ�
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D�JURXS�RI�DGKHUHQWV��+DUWOH\��������.H]DU�	�(FNHO���������+RZHYHU��
VWURQJ�LGHRORJLHV�DOVR�KROG�WKH�FDSDFLW\�WR�DOLHQDWH�DQG�HYHQ�GHPRQL]H�
those who fail to conform (Hartley, 2002). Simply put, heartfelt com-

PLWPHQW�FDQ��LQ�FHUWDLQ�FLUFXPVWDQFHV��GHYROYH�LQWR�QDUURZ�]HDORWU\�
,Q� WKLV� DUWLFOH�� ZH� GHVFULEH� WKH� GLYLVLYH� FDSDFLW\� RI� RUJDQL]DWLRQDO�

ideologies through the analysis of an institutional case study of a col-

lege where, over time, the senior faculty and the president grew alien-

DWHG�DQG�XOWLPDWHO\�DQWDJRQLVWLF�WRZDUG�RQH�DQRWKHU��,Q�WKH�HYHQWV�WKDW�
unfolded, no clear assignment of blame is possible. What is important, 

UDWKHU�� LV� WKH� VHQVH� WKDW� SDUWLFLSDQWV� ZLWKLQ� WKH� RUJDQL]DWLRQ�PDGH� RI�
WKHVH�HYHQWV��7KH�SDWWHUQ�WKDW�XQIROGHG�DW�&UXFLEOH�8QLYHUVLW\2 conforms 

WR� WKH�FRQFHSW�RI�RUJDQL]DWLRQDO�ZLWFK�¿QGLQJ�RU�ZLWFK�KXQWLQJ��/XW]��
�������ZKHUH�WKH�PHDQLQJ�RI�HYHQWV�LV�FRQVWUXFWHG�E\�D�JURXS�LQ�RUGHU�
to assign blame and purge an undesirable element. 

8QLYHUVLWLHV�RIWHQ�DUH�YLHZHG�DV�RUJDQL]DWLRQV�VWHHSHG�LQ�VWURQJ�YDO-
XHV� DQG� VKDSHG� E\� WKHLU� LQWHUQDO� FXOWXUHV� �'LOO�� ������ .XK�	�:KLWW��
1988; Tierney, 1988). Where a particularly strong culture exists, some 

members may come to hold very strong—even absolutist—beliefs re-

garding the enterprise. However, cultures are not monolithic. Even in 

RUJDQL]DWLRQV� ZLWK� VWURQJ� FXOWXUHV�� VXEFXOWXUHV� RIWHQ� H[LVW� �7ULFH� 	�
%H\HU�� �������7KH�ZLWFK�KXQWLQJ� IUDPHZRUN�KLJKOLJKWV� RUJDQL]DWLRQDO�
dynamics that can occur when subcultures devolve into factions and 

FROOLGH��2XFKL��������:LONLQV�	�2XFKL���������&UXFLEOH�8QLYHUVLW\��WKH�
site of the empirical analysis featured in this article, is a case that richly 

illustrates the capacity of disparate ideologies to fracture a single orga-

QL]DWLRQ�ZKHQ�WKH\�IRUP��7KH�VWXG\�RIIHUV�LQVLJKWV�LQWR�KRZ�WKLV�SURFHVV�
can occur and what might be done to alleviate such tensions before a 

witch hunt unfolds. 

Literature Review

0XFK�RI� WKH� OLWHUDWXUH�RQ�RUJDQL]DWLRQDO�FXOWXUH� LQ�KLJKHU�HGXFDWLRQ�
assumes an integrationist perspective where culture is a point of con-

sensus and consistency around shared values, beliefs, and norms within 

WKH� LQVWLWXWLRQ� �7LHUQH\���������&RPPXQLW\�PHPEHUV�DUH�VRFLDOL]HG� WR�
the culture and the supposition that the variation among groups within 

WKH�RUJDQL]DWLRQ� LV� VPDOO� �'HDO�	�.HQQHG\�� �������$� VKDUHG� VHQVH�RI�
LQVWLWXWLRQDO� PHDQLQJ� DQG� SXUSRVH� ELQGV� PHPEHUV� WRJHWKHU� �&ROOLQV�
	� 3RUUDV�� ������ +DUWOH\�� ������ 7LHUQH\�� ������� ,QGLYLGXDOV� DI¿OLDWHG�
ZLWK�RUJDQL]DWLRQV�WKDW�KDYH�VWURQJ�FXOWXUHV�PD\�FRPH�WR�YLHZ�WKHP�DV�
VRPHWKLQJ�PRUH�WKDQ�D�PHUH�SODFH�RI�HPSOR\PHQW��&ODUN���������6XFK�D�
VKDUHG�LGHQWLW\�LQÀXHQFHV�RUJDQL]DWLRQDO�EHKDYLRU��IRU�H[DPSOH��WKRXJK�
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a greater sense of commitment) and conveys a sense of meaning and 

belonging.

&RPSHWLQJ�SHUVSHFWLYHV�RI�RUJDQL]DWLRQDO�FXOWXUH�KLJKOLJKW�WKH�UROH�RI�
subcultures which can have quite divergent values and interests (Mar-

tin, 2002; Sackmann, 1992). Subcultures may form around hierarchi-

FDO�UDQN�RU�RFFXSDWLRQDO�SRVLWLRQ��,Q�XQLYHUVLWLHV��WKH�GLVSDUDWH�KLVWRULHV�
and epistemological assumptions of various academic disciplines cause 

them to operate as independent “tribes” (Becher, 1989). Each institution 

is therefore comprised of many communities of practice, each of whom 

DWWULEXWH�WKHLU�RZQ�PHDQLQJ�DQG�SXUSRVH�WR�RUJDQL]DWLRQDO�PLVVLRQ�DQG�
activity. Such divisions are often tellingly revealed during times of cri-

sis (Meyer, 1982). Of course, diverse perspectives not only enrich in-

stitutional life, they have been shown to contribute to better decision- 

making, ensuring that ideas are vetted and contested (Hammond, Kee-

QH\��	�5DLIID�� ������ EXW� GLIIHUHQFHV�PD\� DOVR� FRQWULEXWH� WR� FRQÀLFW��
6RPHWLPHV�WKH�VRXUFH�RI�WKDW�FRQÀLFW�DSSHDUV�REYLRXV�DV�ZKHQ�JURXSV�
FRPSHWH�IRU�VFDUFH�UHVRXUFHV��+RZHYHU��FRQÀLFW�DOVR�DULVHV�RYHU�GLYHU-
gent opinions about what meaning to make about events. The process of 

sensemaking during times of crisis (Weick, 1988) presents special chal-

lenges and may lead individuals (and groups) to construct entirely dis-

similar views, ones that may place the groups sharply at odds with one 

another. Thus, the interplay between subcultures can serve as a powerful 

LQÀXHQFH�ZLWKLQ� WKH� LQVWLWXWLRQ� �0DUWLQ��������9DQ�0DDQHQ�	�%DUOH\��
������HLWKHU�EULQJLQJ�JURXSV�WRJHWKHU�RU�GULYLQJ�WKHP�DSDUW��
:KHQ�DQ�RUJDQL]DWLRQ¶V�FXOWXUH��LWV�VKDUHG�QRUPV�DQG�YDOXHV��HYROYHV�

into a complex belief system about “how and why we do things around 

KHUH�´�LW�FDQ�EH�VDLG�WR�FRQVWLWXWH�DQ�LGHRORJ\��,GHRORJLHV�DUH�³UHODWLYHO\�
coherent sets of beliefs that bind people together and explain their 

ZRUOGV´� �%H\HU�� ������ S�� ������7KH\� ³OHJLWLPL]H� FHUWDLQ� DFWLRQV�� UHQ-

der other actions heretical, evoke historical reinterpretations, and cre-

ate meanings for events that have yet to occur” (Meyer, 1982, p. 47). 

Strong ideologies can circumvent formal institutional structures (such 

as established policies) and dictate an institution’s response, particu-

larly during a crisis (Meyer, 1982). The ability of ideology to provide 

FXOWXUDO�LGHQWLW\�DQG�UDWLRQDOL]H�LQGLYLGXDO�FRPPLWPHQW�WR�D�ODUJHU�SXU-
SRVH�SURYLGHV�³D�SRZHUIXO�PHDQV�RI�XQLW\´��&ODUN��������S��������+RZ-

ever, the dark side of an ideology is the potential of becoming patho-

logical. 

7KH� VWXG\� RI� RUJDQL]DWLRQDO� SDWKRORJ\� H[DPLQHV� KRZ� EHOLHIV� DQG�
YDOXHV�RI�LQGLYLGXDOV�SOD\�D�UROH�LQ�GHVWDELOL]LQJ�RUJDQL]DWLRQV�DQG�DG-

versely impacting their performance (Harrison, 1972; Kets de Vries 

	�0LOOHU�� ������� ,QGLYLGXDOV� WKDW�PDNH�XS�DQ�RUJDQL]DWLRQ�EULQJ�ZLWK�
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them a host of strengths and weaknesses, assets and dysfunctional traits. 

When a guiding coalition embraces positive and productive values, or-

JDQL]DWLRQV�ÀRXULVK��.RWWHU���������:KHQ�WKH�FKDUDFWHULVWLFV�RI�VXFK�D�
group are dysfunctional, the very future of the institution may be imper-

LOHG��DV�HYHQWV�DW�$UWKXU�$QGHUVRQ��:RUOG&RP�DQG�(QURQ�KDYH�XQGHU-
VFRUHG�LQ�UHFHQW�\HDUV���.HUVWHQ��������FDOOV�IRU�RUJDQL]DWLRQDO�SDWKRO-
ogy studies that can “be helpful by providing systematic examinations 

RI�WKHVH�SKHQRPHQD�«�>LQFOXGLQJ@�WKH�VWUXFWXUDO�DQG�LGHRORJLFDO�IDFWRUV�
FRQVLGHUHG�E\�FULWLFDO�WKHRULVWV´��S��������)HZ�VXFK�VWXGLHV�H[LVW�LQ�GH-

scribing such dynamics in the higher education governance and man-

agement literature. 

Organizational Witch-Hunting

:KHQ�KXPDQ�VRFLHWLHV�¿QG�WKHPVHOYHV�IDFLQJ�D�GLI¿FXOW�FULVLV��SDUWLF-
ularly in circumstances where either the nature of the danger or possible 

solutions are unclear, one pathological response is to look for a resolu-

tion to the crisis within the social-system itself—to seek out a person (or 

perhaps persons) who can be held responsible for the problem, to force 

blame upon them and then expunge them in hopes of resolving the situ-

ation. Simply put, creating a scapegoat. A functionalist approach views 

the witch hunt as “serving certain ‘useful’ functions such as the allevia-

tion of anxiety, integration, and the creation of cohesion” (Ben-Yehuda, 

������S������ ,Q� DGGLWLRQ��5XWKHUIRUG� �������QRWHV� WKDW� DQWKURSRORJLFDO�
discussions in recent years regarding witch-hunting view the act as a re-

sponse to “wider social forces of state domination, capitalistic commod-

LWL]DWLRQ��DQG�HYHQ�PRGHUQLW\�LWVHOI´��S��������)RU�IXUWKHU�GHWDLO�VHH�&R-

PDURII�	�&RPDURII���������7KH�³RUJDQL]DWLRQDO�ZLWFK�KXQW´�GHVFULEHG�
E\�/XW]�������� LQYROYHV� WKH�VRFLDO�G\QDPLFV�RI�¿UVW�VHDUFKLQJ�RXW� WKH�
source of “witchcraft” (or heretical and harmful behavior), conducting 

some sort of trial where the collective can see the evidence of guilt, and 

WKHQ�WKH�FDVWLQJ�RXW�RI�WKH�RIIHQGHU�IURP�WKH�JURXS��/XW]��������GH¿QHV�
“witchcraft” in this context as “an extreme and consistent violation of 

WKH� QRUPV� RI� WKH� LQIRUPDO� RUJDQL]DWLRQ´� �S�� ������7KH� FHQWUDO� IHDWXUH�
RI�ZLWFKFUDIW��WKHUHIRUH��LV�QRW�WKH�XVH�RI�PDJLF�RU�WUDI¿FNLQJ�ZLWK�GDUN�
SRZHUV�EXW� D�ÀDJUDQW� GLVUHJDUG�RI� WKH� DFFHSWHG�SDWWHUQ�RI� OLIH� IRU� WKH�
FRQYHQLHQFH�RU�EHQH¿W�RI� WKH�³ZLWFK�´�6LQFH�EUHDNLQJ�DFFHSWHG�QRUPV�
invites “ill luck” for the group (put another way it has the potential to 

GHVWDELOL]H�LW���D�ZLWFK�FDQ�EH�XQGHUVWRRG�DV�VRPHRQH�ZKR�KROGV�KLV�RU�
her interests above that of the community.3 Therefore, when a witch is 

discovered, he or she must either come back into proper harmony with 

the group or be prepared for confrontation and expulsion. 
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Groups may attempt to discover which person (or persons) are co-

vertly engaging in proscribed behavior in an effort to mitigate further 

danger to the community. When a culprit is suspected, those seeking to 

DVVLJQ�EODPH�RIWHQ�GR�VR�LQ�D�PDQQHU�FDOFXODWHG�WR�LQÀXHQFH�FRPPXQDO�
consensus regarding the character or morality of the suspected offender. 

,QQXHQGR�DQG�VXVSLFLRQ�GULYH�VXFK�HYHQWV��,Q�ZLWFK�KXQWV��WKH�FRQVHQVXV�
itself—the collective meaning making about events—becomes the evi-

dence that convicts. Though individual incidents of this sort may look 

somewhat different at various moments in history, the basic tenets of the 

EHKDYLRU�DUH�VWULNLQJO\�VLPLODU��$V�/XW]�SRLQWHGO\�QRWHV��ZLWFK�KXQWLQJ�
exist today in much the same form as more-distant historical examples 

VXFK�DV�0F&DUWK\LVP�RU�WKH�6DOHP�WULDOV��

Crucible University

7KH�FDVH�SUHVHQWHG�KHUH�GHVFULEHV�D�ZLWFK�KXQW�DW�&UXFLEOH�8QLYHU-
sity, a small, private faith-based college. The crisis came to a head after 

LW�ZDV� OHDUQHG� WKDW�&UXFLEOH¶V� SUHVLGHQW� DJUHHG� WR� DQ� DOWHUDWLRQ� LQ� WKH�
grade point average of a star athlete, which allowed him to continue to 

play. This action spurred a subsequent confrontation by a group of in-

ÀXHQWLDO�VHQLRU�IDFXOW\�PHPEHUV�ZKR�ZHUH�GHHSO\�FRQFHUQHG�DERXW�WKLV�
precedent and its effect on academic integrity.

A deeper examination of events, however, reveals that the incident 

exposed long-standing tensions that had developed at the institution re-

garding its future direction. The case describes the formation and details 

WKH�UHVSRQVHV�RI�WZR�LQÀXHQWLDO�LGHRORJLFDO�FDPSV��ERWK�RI�ZKLFK�VRXJKW�
WR�URRW�RXW� WKH�FDXVH�RI� WKH�LQVWLWXWLRQ¶V� LOO� IRUWXQH�E\�GHPRQL]LQJ�DQG�
QHXWUDOL]LQJ�WKH�RWKHU��(DFK�JURXS�ZDV�LQÀXHQFHG�E\�D�ODUJHU�RUJDQL]D-

tional culture, one that valued the faith-based mission of the institution 

and its claim to uphold and advance the highest standards of ethical be-

havior. However, the two factions came to very different opinions about 

how to best accomplish this and advance the interests of the institution 

moving forward. The resulting escalation demonstrates how poisonous 

invective and rigid dogmatism can damage even the most well-meaning 

academic community.

&UXFLEOH�FDPH�WR�RXU�DWWHQWLRQ�ZKHQ�D�FROOHDJXH�ZKR�ZRUNHG�DW�WKH�
institution happened to relate some of the details of the impending crisis 

WR�RQH�RI�XV��+DUULV���1HLWKHU�RI�XV�KDG�DQ\�SULRU�UHODWLRQVKLS�ZLWK�WKH�
university. While our contact was of great help assisting us negotiate 

access with administrators and faculty leaders, he was not a key player 

LQ� WKH�HYHQWV�� ,QLWLDOO\��RXU� LQWHQW�ZDV� WR�FUHDWH�D�EULHI�FDVH� WKDW�PLJKW�
be used for instructional purposes. We quickly became convinced, how-
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ever, that we had uncovered what Patton (1990) describes as an “infor-

PDWLRQ�ULFK´�FDVH��S��������7KH�IROORZLQJ�WKUHH�TXHVWLRQV�LQIRUPHG�RXU�
LQTXLU\�DW�&UXFLEOH�8QLYHUVLW\��

1. +RZ�GLG� YDULRXV�PHPEHUV� RI� WKH�&UXFLEOH� FRPPXQLW\� �H�J��� DG-

ministrators, staff, and faculty members) make sense of the con-

tentious events that unfolded?

2. How were the two dominant subgroups created and what were 

their disparate characteristics and beliefs that formed the basis of 

their guiding ideologies? 

3. ,Q�ZKDW�ZD\�GLG�WKH�HPHUJHQFH�RI�WZR�GLVWLQFW�EHOLHI�V\VWHPV�LQ-

ÀXHQFH�WKH�XQLYHUVLW\¶V�UHVSRQVH�WR�WKLV�FULVLV"

Methods

$V�(GJDU� 6FKHLQ� ������� KDV� QRWHG�� WKH� OLWHUDWXUH� RQ� RUJDQL]DWLRQDO�
culture needs more richly detailed case studies that reveal how norms 

DQG�YDOXHV�LQÀXHQFH�WKH�ZRUNLQJV�RI�RUJDQL]DWLRQV��*LYHQ�WKH�FRPSOH[-

ity of this phenomenon, and absence of empirical work on the negative 

LPSOLFDWLRQV�RI�RUJDQL]DWLRQDO�LGHRORJ\��ZH�HPSOR\HG�TXDOLWDWLYH�PHWK-

RGV��'DWD�JDWKHULQJ�EHJDQ�E\�LGHQWLI\LQJ�DQ�LQLWLDO�VXEVHW�RI� LQGLYLGX-

als that could provide a range of perspectives on the events that were 

unfolding given their disparate roles on campus (i.e., administrators, 

staff, and faculty members.) After developing a working understanding 

of what was occurring, we developed our interview protocols. One of us 

(Harris) visited campus and conducted the 21 interviews for this study, 

which included eight faculty members (junior and senior), seven ad-

ministrators, three students, and three community leaders. The length of 

service at the institution ranged from two years to nearly 30 years with 

PRVW�KDYLQJ�ZRUNHG�WKHUH�DSSUR[LPDWHO\����\HDUV��:H�VRXJKW�WR�LGHQ-

tify individuals with a range of perspectives regarding the events based 

RQ� WKHLU� YDULRXV� UROHV� RQ� FDPSXV�� &UXFLEOH� UHOLHV� RQ� WKH� VXUURXQGLQJ�
community for support and students leading us to interview the three 

community members. With the exception of the board of trustees (which 

we could not secure permission to contact), all of the key constituent 

JURXSV�DW�&UXFLEOH�ZHUH�LQWHUYLHZHG��
:H�HPSOR\HG�D�VHPLVWUXFWXUHG� LQWHUYLHZ�SURWRFRO� �5XELQ�	�5XELQ��

������ DVNLQJ� HDFK� LQGLYLGXDO� WR� GHVFULEH� WKHLU� RZQ� XQGHUVWDQGLQJ� RI�
how events had unfolded, to relate their own perceptions of events, to 

UHÀHFW� RQ� WKH� UROHV� WKDW� YDULRXV� LQGLYLGXDOV� SOD\HG�� DQG� WR� RIIHU� WKHLU�
thoughts on the implications of the crisis for the institution. Each in-

terview lasted approximately an hour and early accounts were cross-
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checked during subsequent interviews, an example of the “overlap 

PHWKRG´��/LQFROQ�	�*XED���������,Q�HVVHQFH��WKH�LQWHQW�RI�WKH�SURWRFRO�
was to understand the events and perceptions of various participants in 

RUGHU�IRU�XV�WR�XQGHUVWDQG�WKH�HI¿FDF\�RI�WKH�ZLWFK�KXQWLQJ�IUDPHZRUN��
Additional names were solicited from each participant, a variation of 

WKH� VQRZEDOOLQJ� RU� FKDLQ� WHFKQLTXH� �%RJGDQ�	�%LONHQ�� ������ 3DWWRQ��
1990). 

One of the challenges of conducting this kind of study is the reti-

cence of potential participants. The contentious nature of the events 

PDGH�PDQ\�SDUWLFLSDQWV�FRQFHUQHG�DERXW�FRQ¿GHQWLDOLW\��$�QXPEHU�RI�
individuals insisted that the institution be disguised as a condition for 

WKHLU� SDUWLFLSDWLRQ��ZKLFK�ZH� DJUHHG� WR� GR��'HVSLWH� WKH� IDFW� WKDW� RQO\�
one administrator was eventually relieved of duty, several participants 

expressed fears of reprisal if their opinions, which were contrary to their 

perception of the administration’s “party line,” were to become known. 

Harris assured participants (sometimes repeatedly) that no quotes would 

be used for attribution. At least two participants asked whether the re-

searcher intended to feed the information to the media. Seven of the 

21 interviewees asked not to be audiotaped and several of these asked 

WR�PHHW�DW�RII�FDPSXV�ORFDWLRQV�IRU�WKH�LQWHUYLHZ��([WHQVLYH�¿HOG�QRWHV�
ZHUH�WDNHQ�GXULQJ�WKH�LQWHUYLHZV�QRW�UHFRUGHG�SURYLGLQJ�GDWD�WR�DQDO\]H�
along with documents and transcriptions.

,QVWLWXWLRQDO� GRFXPHQWV� DQG�PHGLD� DFFRXQWV� SURYLGHG� DQ� LPSRUWDQW�
DGGLWLRQDO� VRXUFH�RI�GDWD� �(ULNVRQ��������S��������7KHVH�PDWHULDOV� LQ-

cluded institutional and widely disseminated internal memoranda as 

well as private documents and correspondence (provided by partici-

pants) that were not readily available to the public. These sources not 

RQO\�FRQ¿UPHG�PXFK�RI�WKH�LQIRUPDWLRQ�OHDUQHG�WKURXJK�WKH�LQWHUYLHZ�
process, but also provided additional insight into the views of members 

DV�HYHQWV�ZHUH�XQIROGLQJ��1RWHV�ZHUH� WDNHQ�GXULQJ�HDFK� LQWHUYLHZ��DW�
WKH� FRQFOXVLRQ� RI� WKH� GD\�� WKH� LQWHUYLHZHU�PDGH� H[WHQVLYH� ¿HOG� QRWHV�
based on observations and notes from the interviews. The audio taped 

interviews were transcribed and stored electronically. 

The two primary modes of data analysis were (a) searching for pat-

WHUQV�E\�FRPSDULQJ� UHVXOWV�ZLWK�SDWWHUQV� LGHQWL¿HG� LQ� WKH� OLWHUDWXUH�RQ�
RUJDQL]DWLRQDO� FXOWXUH� DQG� �E�� H[DPLQLQJ� ¿QGLQJV� IRU� RWKHU� SRVVLEOH�
conclusions of the events in order to build the case (Yin, 1994). We fol-

ORZHG�0HUULDP¶V��������GLVFXVVLRQ�RI�DQDO\]LQJ�GDWD�ZLWK�GDWD�UHGXF-

tion and interpretation by coding to identify broad concepts and themes 

WKDW�HPHUJHG�WR�SDLQW�D�EURDG�SLFWXUH�IRU�RXU�DXGLHQFH��&RQVLVWHQW�ZLWK�
6WUDXVV�DQG�&RUELQ���������FRGLQJ�LQWR�FDWHJRULHV�DVVLVWHG�LQ�LGHQWLI\LQJ�
the important categories and themes that our research uncovered. We 
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were particularly concerned with clearly understanding how participants 

fell into the two camps and how this process occurred. Although par-

ticipants made sense of the events in striking different ways, there was 

substantial agreement about what actually occurred. This is perhaps not 

VXUSULVLQJ�VLQFH�&UXFLEOH�LV�RI�WKH�VL]H�WKDW�PRVW�RI�WKH�NH\�SOD\HUV��DG-

PLQLVWUDWRUV��VWDII��DQG�IDFXOW\��NQRZ�HDFK�RWKHU�ZHOO��,W�LV�QRW�D�ODUJH��
complex university. 

The Crucible University Case

&UXFLEOH�8QLYHUVLW\� LV� D�SULYDWH�� IDLWK�EDVHG� LQVWLWXWLRQ� ORFDWHG� LQ�D�
rural area in the Mid-Atlantic region. The institution enrolls fewer than 

3,000 students and has a small graduate population. Many of the univer-

sity’s students come from the region and a substantial proportion come 

IURP� WKH� ORFDO� DUHD��&UXFLEOH¶V�PLVVLRQ� DLPV� WR� VKDSH�ERWK� WKH�PLQGV�
DQG�YDOXHV� RI� LWV� VWXGHQWV� E\�XSKROGLQJ� ³-XGHR�&KULVWLDQ´� YDOXHV�� HV-
pecially ethical conduct of the highest order. The educational mission 

is embraced by the university’s faculty and administrators, and is a key 

GUDZ� IRU�PDQ\� VWXGHQWV�� �,QGHHG�� WKH� QRWLRQ� RI� ³XSKROGLQJ´� RU� ³KRQ-

RULQJ´�-XGHR�&KULVWLDQ�YDOXHV�SURYHG�D�FRQVWDQW�UHIUDLQ�ZKHQ�VSHDNLQJ�
ZLWK�PHPEHUV�RI�WKH�&UXFLEOH�FRPPXQLW\���$V�RQH�VWDII�PHPEHU�SXW�LW��
³,�IHHO�OLNH�LW¶V�LPSRUWDQW�WKDW��DV�D�&KULVWLDQ�XQLYHUVLW\��ZH�FDQ�KDYH�DQ�
impact on our kids.” Though it takes its faith-based mission seriously, 

&UXFLEOH� LV� QRW� IXQGDPHQWDOLVW�� 7KH� LQVWLWXWLRQ¶V� DGPLVVLRQV� PDWHUL-
als describe its education as “grounded in the liberal arts” and one that 

“encourages intellectual thought, critical analysis, and spiritual growth 

within a diverse community of learners.”

,Q�WKH�PLG�����V��&UXFLEOH�ZDV�DGULIW��7KLV�ZDV�LQ�GXH�WR�³D�FRPELQD-
tion maybe of poor leadership on the part of [the former president] and 

the country’s general economic stagnation” as one senior faculty mem-

ber explained. Then, President Samuel Parris arrived. An often aloof 

DQG�KDUG�GULYLQJ�PDQ��3DUULV�WRRN�&UXFLEOH�RQ�DV�D�SHUVRQDO�FDXVH��3ULRU�
WR�KLV�DUULYDO��&UXFLEOH�KDG�VWUXJJOHG�IRU�\HDUV��0DQ\�\HDUV�SULRU�LW�KDG�
gone from a two-year to a four-year institution. Teaching a local, com-

muter population remained its core purpose and there was scant atten-

WLRQ�SDLG�WR�UHVHDUFK�RU�JUDGXDWH�HGXFDWLRQ��'XULQJ�3DUULV¶�WHQXUH��ERWK�
WKH�SK\VLFDO�FDPSXV�DQG�WKH�DVSLUDWLRQV�RI�&UXFLEOH¶V�IDFXOW\�DQG�VWDII�
were transformed. As one long-time faculty member explained:

'U��3DUULV�SOD\HG�D�KXJH�UROH�LQ�WUDQVIRUPLQJ�WKLV�VFKRRO�IURP�D�WZR�\HDU�
college to a four-year college. When he came here, it was already a four-

year college but it still had a two-year mentality on the part of a lot of the 
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VWDII��EXVLQHVV�RI¿FH�IRONV��DQG�WKH�IDFXOW\��7KH�IDFXOW\�GLG�QRW�JHW�VDEEDWL-
FDOV�DQG�ZH�GLG�QRW�RIIHU�ZKDW�,�ZRXOG�FDOO�D�XQLYHUVLW\�HGXFDWLRQ��+H�GLG�
a big job—a great job, really—in transforming the campus.

Some of President Parris’ early initiatives included the successful devel-

RSPHQW�RI�D�UDQJH�RI�SUR¿WDEOH�PDVWHUV�GHJUHH�SURJUDPV��WKH�H[SDQVLRQ�
RI�WKH�GHYHORSPHQW�RI¿FH�DQG�D�JURZWK�LQ�IXQGUDLVLQJ��DQG�UHQRYDWLRQV�
WR�&UXFLEOH¶V�EXVLQHVV�VFKRRO��6XFK�HIIRUWV�RYHU�WLPH�KHOSHG�WKH�LQVWLWX-

WLRQ�UHJDLQ�LWV�¿QDQFLDO�IRRWLQJ��$V�WKH�GHDQ�RI�DFDGHPLF�DIIDLUV�SRLQW-
edly noted, “our situation improved rather dramatically.” 

3DUULV� WKHQ� EHJDQ� WR� JLYH� JUHDWHU� DWWHQWLRQ� WR� &UXFLEOH¶V� DFDGHPLF�
PLVVLRQ��'XULQJ�WKLV�WLPH�D�QXPEHU�RI�SHRSOH�RQ�FDPSXV�FDPH�WR�YLHZ�
the President as a “visionary micro-manager.” Parris not only believed 

he knew in which direction the Promised Land lay, he was also intent on 

ensuring that each and every wagon in the caravan moved forward si-

multaneously and briskly. A strong supporter of President Parris pointed 

to this resolve and compared him with another prominent, strong-willed 

leader of a faith-based institution of higher education:

,�WKLQN�'U��3DUULV�ZDV�D�YLVLRQDU\��+H�ZDV�VLPLODU�WR�'U��-HUU\�)DOZHOO�LQ�
that way. They both could see the big picture and the importance of dream-

LQJ�DQG�WKLQNLQJ�ELJ��7KH�ELJ�WKLQJ�'U��3DUULV�GLG�«�KH�ZDV�ZLOOLQJ�WR�SXW�
WKH�VWHSV�WR�WKRVH�YLVLRQV�DQG�PDNH�FKDQJHV��,�NQRZ�WKDW�VW\OH�RI�OHDGHU�LV�
obviously at some times going to open himself up for criticism because 

a lot of people want things to stay status quo. They don’t want to see im-

provement and don’t want to see change.

Parris held substantial control over the day-to-day decisions of the in-

stitution, including activities such as selecting the furniture and pic-

WXUHV�SODFHG�LQ�WKH�DGPLVVLRQV�RI¿FH��$V�RQH�GHDQ�H[SODLQHG��³>3DUULV@�
would be the one overseeing everything. For example, a vice president 

FRXOG�QRW�FKDQJH�WKH�RI¿FHV�RI�ZKHUH�VWDII�PHPEHUV�VDW�ZLWKRXW�KLV�DS-

proval— it was a bit unusual.”

3UHVLGHQW�3DUULV�FRQVLVWHQWO\�DVVHUWHG�WKDW�&UXFLEOH�QHHGHG�WR�WDNH�VH-

riously the competition for better students, faculty, and resources. He 

worked tirelessly to improve the physical infrastructure of the campus. 

$�VXFFHVVIXO�IXQGUDLVHU�DQG�D�¿VFDOO\�VKDUS�DQG�GULYHQ�PDQDJHU��KH�GUD-

PDWLFDOO\�LPSURYHG�WKH�¿QDQFLDO�SLFWXUH�RI�WKH�XQLYHUVLW\��:LWKLQ�D�IHZ�
\HDUV�&UXFLEOH¶V�UHSXWDWLRQ�UHJLRQDOO\�EHJDQ�WR�LPSURYH��7KH�LQVWLWXWLRQ�
had great success recruiting more academically talented students. A rest-

OHVV�3DUULV� DUJXHG� WKDW�&UXFLEOH� VKRXOG� QRW� UHVW� RQ� LWV� ODXUHOV�� 6XFK� D�
prodigious effort began to exact a toll. While administrators and faculty 
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alike had readily embraced a vision of renewed excellence, some began 

WR�TXHVWLRQ� WKH� VRUW�RI� ³H[FHOOHQFH´�&UXFLEOH�RXJKW� WR� VHHN��$IWHU� DOO��
hadn’t the university served a worthy purpose for years offering a caring 

environment and a well-rounded and spiritually anchored education for 

its students? What were the rightful markers of progress?

Witchcraft. President Parris began to set his sights on a goal that 

KH� IHOW�ZRXOG� VHUYH�DV� WKH�YHU\�SLQQDFOH�RI�&UXFLEOH¶V� ULVH��EHFRPLQJ�
DQ�1&$$�'LYLVLRQ�,� LQVWLWXWLRQ��$V�RQH�VXSSRUWHU�RI� WKH�SUHVLGHQW�H[-

plained, “he felt like that was the next progressive move for the insti-

WXWLRQ´� EHFDXVH� WKH�PRYH�ZRXOG� VHW� &UXFLEOH� DSDUW� IURP�PDQ\� RI� LWV�
UHJLRQDO�SHHUV��%HFRPLQJ�'LYLVLRQ�,�ZRXOG�EH�WKH�MHZHO�LQ�XQLYHUVLW\¶V�
crown, a source of distinction and pride. Parris was relentless in his 

competition with other institutions. He wanted not only to win athleti-

cally, but also to best them in terms of the number and breadth of gradu-

ate programs offered and in faculty and staff salaries. A senior adminis-

trator explained how Parris saw these various goals as linked: 

He would look at how our salaries were at the bottom, and he would set a 

JRDO�WR�PRYH�WKRVH�VDODULHV�XS��«�1RZ�ZKDW�ZH�ZRXOG�EH�IRUFHG�WR�GR�LV�
improve those salaries so that we could get those faculty members that not 

only wanted to teach at a more regional based institution, but one that’s a 

'LYLVLRQ���VFKRRO��,�KRQHVWO\�WKLQN�KH�VDZ�WKDW�DV�EHLQJ�DQ�LQVWLWXWLRQ�ZLGH�
move to be made.

Some faculty members began to privately question Parris’ dream. 

Was this a shrewd bit of strategic positioning or merely an expression 

of personal vanity? They were particularly concerned about the expense 

of the transition. The faculty was also left out of any major discussions 

regarding the decision. Some faculty members accepted the situation at 

IDFH�YDOXH��$V�RQH�H[SODLQHG��³,�GRQ¶W� UHDOO\�NQRZ�DERXW� WKH� IXQGLQJ��
Of course, we’re never involved in that— that’s considered a trustee 

PDWWHU�´�$QRWKHU�SURIHVVRU��KRZHYHU��UHÀHFWLQJ�D�VHQWLPHQW�KHOG�E\�RWK-

ers, quipped that Parris’s chief desire was to “see the university’s name 

VFUROO� WKURXJK�WKH�VSRUWV� WLFNHU�DW� WKH�ERWWRP�RI�(631�´�8QLYHUVLW\�¿-

QDQFH�RI¿FHUV�HVWLPDWHG�WKDW�D�PRYH�WR�'LYLVLRQ�,�ZRXOG�UHTXLUH�DQ�LQ-

crease in annual athletic expenditures of between three and four million 

GROODUV�WR�PHHW�1&$$�UHTXLUHPHQWV�
From the viewpoint of other faculty members, Parris made the deci-

sion to move forward with little evident analysis and no discussion or 

debate. Even his supporters acknowledged Parris’ actions were unilat-

HUDO��$V�DQ�DGPLQLVWUDWRU�FODUL¿HG��³,�GRQ¶W�ZDQW�WR�VLW�KHUH�DQG�PLVOHDG�
DQG� VD\� WKDW� WKHUH�ZDV�D� ORW�RI� LQSXW� IURP�RWKHU�SHRSOH�� ,�GRQ¶W� WKLQN�
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WKDW�ZDV�HYHU�UHDOO\� WKH�FDVH��«�+H�ZDV�WKH�SUHVLGHQW�DQG�KH�IHOW� OLNH�
WKLV�ZDV�ZKDW�ZDV�JRLQJ� WR�KHOS�XV�´� ,Q� WKH�HQVXLQJ�PRQWKV� WKH� IRRW-
EDOO�VWDGLXP�ZDV�H[SDQGHG�WR�QHDUO\�GRXEOH�LWV�SUHYLRXV�VL]H��)LQDQFLDO�
aid, in the form of additional sports scholarships, was reallocated to at-

tract new athletic talent. Unfortunately, the change in policy occurred 

at precisely the time that the arts and sciences were being pressured to 

grow their enrollments. An academic dean detailed the challenges stat-

ing, “Our budgets in academics were not going up and we needed the 

extra money—for more students, more phone calls, more packets to 

PDLO�RXW��PRUH�¿OHV�WR�WDNH�FDUH�RI�DQG�DOO�RI�WKDW�´�0HDQZKLOH��DQ�DWK-

letic leviathan was growing before their eyes. Many faculty members 

could see the construction cranes at the football stadium from their of-

¿FH�ZLQGRZV��:KHQ�QHZV�RI�GLVFRQWHQW�UHDFKHG�KLP��3DUULV�GLVPLVVHG�
it as the grousing of a few faculty naysayers unwilling to make the sac-

UL¿FH�QHFHVVDU\�WR�OLIW�&UXFLEOH�IURP�LWV�FXUUHQW�REVFXULW\�DQG�VHFXUH�WKH�
LQVWLWXWLRQ¶V�IXWXUH��,W�ZDV�DW�WKLV�SRLQW�WKDW�WKH�IDFXOW\�EHJDQ�WR�H[KLELW��
what one described, as “extreme unhappiness with his leadership style.” 

7KH�¿UHV�RI�GLVFRQWHQW�ZHUH�DOUHDG\�VPROGHULQJ�ORQJ�EHIRUH�D�SDUWLFXODU�
FULVLV�IDQQHG�WKHP�LQWR�D�FRQÀDJUDWLRQ�
:LWFK�¿QGLQJ��6HYHUDO�\HDUV� ODWHU� LQ�WKH�HDUO\�IDOO��RQH�RI�&UXFLEOH¶V�

star athletes learned that he was in trouble academically. He had failed 

a course the previous year and had retaken it the following semester 

hoping to do better. His faculty academic advisor told him that doing so 

would allow him to replace the “F” with a higher grade (what turned out 

WR�EH�D�³&�´��+RZHYHU��WKLV�SURYHG�WR�EH�LQFRQVLVWHQW�ZLWK�WKH�VFKRRO¶V�
written policy. A student could retake a course but all grades would be 

factored into the grade point average. The athlete’s GPA was so close to 

dipping below academic eligibility that not replacing the “F” meant the 

difference between playing and sitting on the sidelines. When the stu-

GHQW¶V�DGYLVRU�OHDUQHG�RI�KLV�HUURU��KH�ZHQW�WR�WKH�DWKOHWLF�GLUHFWRU��$'��
extremely apologetic for the mistake. However, he remained adamant 

that despite his error, university policy clearly indicated that the player 

would be ineligible. The athletics department, he recalled, “was pretty 

XSVHW�´�,QGLJQDQW��WKH�$'�EURXJKW�WKH�LVVXH�WR�3UHVLGHQW�3DUULV��5HFDOO-
LQJ� WKH�PHHWLQJ�� WKH�$'� VWDWHG� WKDW� KH� KDG� DSSURDFKHG� WKH� SUHVLGHQW�
about the advisor’s error and argued that “out of fairness” an exception 

should be granted. After all, had the student known the grade would not 

be substituted he might have done other things to ensure he remained 

academically eligible (presumably study harder or take an additional 

course.) Following the meeting, the president directed the registrar to 

change how the athlete’s grade point average was calculated, thereby 

making him academically eligible to play. 
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6RRQ� WKHUHDIWHU��'HDQ�RI�$FDGHPLF�$IIDLUV� -RKQ�3URFWRU� OHDUQHG�RI�
the president’s decision. He was outraged. Recalling the events later he 

H[SODLQHG�� ³,�ZDV� H[WUHPHO\�� H[WUHPHO\�XSVHW� DERXW� WKLV��0\�¿UVW� LP-

SXOVH�ZDV�,¶P�JRLQJ�WR�UHVLJQ�LI�WKH�SUHVLGHQW�ZRXOGQ¶W�FKDQJH�KLV�PLQG��
,�ZDV�IXULRXV�ZLWK�KLP��,�UHDOO\�IHOW�EHWUD\HG�LQ�WKH�PDWWHU�LQ�ZKLFK�WKLV�
had come about.” Proctor, who had been a star baseball player at the 

XQLYHUVLW\�GXULQJ�KLV�XQGHUJUDGXDWH�\HDUV��¿UPO\�EHOLHYHG�WKDW�DWKOHWLFV�
ZDV� DQ� LPSRUWDQW� GLPHQVLRQ�RI� WKH�&UXFLEOH� H[SHULHQFH�� EXW�RQH�XOWL-
PDWHO\�DQFLOODU\�WR�WKH�DFDGHPLF�PLVVLRQ��$V�3URFWRU�FRQWHQGHG��³,�KDYH�
D�SLFWXUH�LQ�P\�RI¿FH�ZLWK�PH�DQG�P\�WHDPPDWHV�IURP�IRUW\�\HDUV�DJR��
They couldn’t paint me as anti-athletics. But this decision was against 

HYHU\WKLQJ� ,�EHOLHYH� LQ�� ,� FRXOGQ¶W�EH�GLVPLVVHG�DV� MXVW� DQ�DQWL�DWKOHW-
ics faculty member.” Proctor confronted Parris. However, the president 

waved aside his concerns, reminding the dean that the grade change 

was one of many appeals that crossed his desk every day and that in 

his judgment the case for changing the grade had real merit. Proctor 

remained unconvinced and he left the meeting believing that ultimately 

the president’s actions constituted hero-worshipping of a star athlete 

plain and simple and that Parris’ desire for “the athletics [department] to 

like him” had superseded his commitment to academic integrity. 

7KH�PRUH�KH�SRQGHUHG�WKH�GHFLVLRQ�� WKH�PRUH�'HDQ�3URFWRU�EHFDPH�
convinced that the president’s agenda for change had become so sin-

JOH�PLQGHGO\�IRFXVHG�RQ�DWKOHWLFV�WKDW�LW�ZDV�IDWDOO\�ÀDZHG��'XULQJ�WKH�
past several years, Proctor had tried to spark debate about institutional 

SULRULWLHV� DQG�TXHVWLRQHG� WKH� ODUJH�H[SHQVH�RI�PRYLQJ� WR� D�'LYLVLRQ� ,�
school during senior staff meetings. However, his concerns fell on in-

creasingly deaf ears. He saw the rest of the senior administrative team 

DV�³D�EXQFK�RI�\HV�PHQ�´�+H�H[SODLQHG��³,Q�WKH�QLQH�\HDUV�,�ZDV�RQ�VH-

QLRU�VWDII��ZKHQ�,�WRRN�LVVXH�ZLWK�WKH�SUHVLGHQW��ZKLFK�,�GLG�RQ�RFFDVLRQ��
not once in nine years did any other member of the senior staff side with 

PH�DJDLQVW�WKH�SUHVLGHQW��«�,�KDG�WR�VXIIHU�XQGHU�WKDW�UHJLPH�IRU�TXLWH�
D�ZKLOH�´� ,QGHHG�� WKH� VHQLRU�DGPLQLVWUDWLYH� WHDP�XQTXHVWLRQLQJO\� VXS-

ported the president’s efforts, convinced that his actions were moving 

&UXFLEOH� IRUZDUG�� 6HYHUDO� DGPLQLVWUDWRUV� YLHZHG�3URFWRU¶V� RFFDVLRQDO�
³UDQWV´�DV�³SX]]OLQJ´�DQG�JUDGXDOO\�OHDUQHG�WR�LJQRUH�WKHP�
'XULQJ�WKH�VHPHVWHU�IROORZLQJ�WKH�SUHVLGHQW¶V�GHFLVLRQ�WR�DSSURYH�WKH�

FKDQJH�LQ�WKH�DWKOHWH¶V�*3$��WKH�DGPLQLVWUDWLRQ�OHDUQHG�WKDW�WKH�1&$$¶V�
FRPSOLDQFH�RI¿FH�ZDV�PRXQWLQJ�DQ�LQYHVWLJDWLRQ�RI�&UXFLEOH¶V�DWKOHWLF�
GHSDUWPHQW��7KH�1&$$� LQYHVWLJDWLRQ� LQLWLDOO\� EHJDQ� E\� SURELQJ� FRQ-

cerns over a recruiting violation in another sport. However, when Proc-

tor learned of the investigation, he felt that the opportunity was ripe to 

raise the issue of the grade change in order to ensure that the universi-
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WLHV�SROLFLHV�ZHUH�FODUL¿HG�DQG�WKDW�WKH\�UHÀHFWHG�D�FRPPLWPHQW�WR�DFD-

demic integrity.

Proctor began by gathering together “a group of the most respected 

academicians on the campus.” His goal for the group was to “deal 

ZLWK�WKLV�EHIRUH�WKH�1&$$�FRPHV�´�6RPH�PHPEHUV�RI�WKH�JURXS�KDG�D�
longstanding and very good working relationship with the president. A 

number of them had supported and applauded his efforts to expand the 

graduate programs. When the group met, Proctor told them about the 

president’s decision to change the star athlete’s GPA. He argued that 

&UXFLEOH�ZDV�LQ�D�³GLUH�VLWXDWLRQ´²PDWHULDOO\�EHFDXVH�RI�WKH�LPSHQGLQJ�
1&$$�LQYHVWLJDWLRQ�DQG�PRUDOO\�EHFDXVH�3DUULV�KDG�ZDQWRQO\�YLRODWHG�
FRUH� LQVWLWXWLRQDO�YDOXHV�E\�VDFUL¿FLQJ�LQWHJULW\�RQ�WKH�DOWDU�RI�DWKOHWLF�
success. As one faculty member recalled, at the end of the meeting, “We 

were all unanimous that we had to address the situation immediately.” 

One suggested that they take a scriptural approach to resolving the situ-

ation by meeting with the president, laying out their concerns, seeking 

KLV� UHSHQWDQFH� DQG� UHFRQFLOLDWLRQ��4XRWLQJ� WKH�1HZ�7HVWDPHQW�KH� H[-

plained,

,I�\RXU�EURWKHU�VLQV�DJDLQVW�\RX��JR�DQG�VKRZ�KLP�KLV�IDXOW��MXVW�EHWZHHQ�
WKH�WZR�RI�\RX��«�,I�KH�ZLOO�QRW�OLVWHQ��WDNH�RQH�RU�WZR�RWKHUV�DORQJ��VR�
that every matter may be established by the testimony of two or three wit-

QHVVHV��,I�KH�UHIXVHV�WR�OLVWHQ�WR�WKHP��WHOO�LW�WR�WKH�FKXUFK��DQG�LI�KH�UHIXVHV�
to listen even to the church, treat him as you would a pagan or tax collector.

Such a meeting would provide an opportunity to not only address that 

particular decision but to air what became a growing set of grievances 

about the president’s autocratic leadership style. The group scheduled a 

time for all concerned faculty to meet with the president the following 

Monday.

Two Trials. On the scheduled day of the meeting, the story of the im-

SHQGLQJ�1&$$�LQYHVWLJDWLRQ�ZDV� OHDNHG� WR� WKH� ORFDO�QHZVSDSHU�� �7KH�
VRXUFH�RI�WKH�OHDN�ZDV�QHYHU�UHYHDOHG���,W�LPPHGLDWHO\�EHFDPH�WKH�OHDG�
VWRU\��7KH� DUWLFOH� DOVR� VWDWHG� WKDW�&UXFLEOH¶V� IDFXOW\�ZDV� VFKHGXOHG� WR�
meet with President Parris that afternoon to “discuss issues involving 

the athletic department.” Seeing that the newspaper account had char-

DFWHUL]HG� WKH�PHHWLQJ�DV� VRPH�VRUW�RI� VKRZGRZQ�� WKH�JURXS�RI� VHQLRU�
faculty members met with President Parris that morning to explain 

that their intentions had been to engage in a collegial discussion about 

events. They were met, however, by what one faculty member described 

as an “angry and shocked” Parris who, although uncommunicative, 

VHHPHG�QRW�DW�DOO�LQFOLQHG�WR�EDFN�GRZQ��1HZV�WKDW�VRPHWKLQJ�PRPHQ-
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tous was at hand began to spread. By the time the meeting convened 

WKDW�DIWHUQRRQ��WKH�DXGLWRULXP�ZDV�¿OOHG�WR�QHDU�FDSDFLW\��7KH�PHHWLQJ�
RSHQHG�ZLWK�VRPH�FRQIXVLRQ�UHJDUGLQJ�WKH�VSHFL¿FV�RI� WKH�DWKOHWLF�GH-

partment issues. A professor from the group who approached the presi-

dent who attended the meeting described the scene:

,W�ZDV�YHU\�GLI¿FXOW��7KHUH�ZHUH�VHYHUDO�IDFXOW\�PHPEHUV�WKHUH�WKDW�NQHZ�
QRWKLQJ�RI�ZKDW�ZDV�JRLQJ�RQ��7KH\�KDG�QRW�HYHQ�UHDG�WKH�SDSHU��,�WKLQN�
ZH�FRXOG�KDYH�GRQH�D�EHWWHU� MRE�RI�JLYLQJ� WKHP�VRPH�EDFNJURXQG�� ,� UH-
DOO\�FDQ¶W�HVWLPDWH�KRZ�PDQ\�NQHZ��7KH�UXPRU�PLOO�KDG�EHHQ�À\LQJ��0RVW�
people had read the newspaper, but some had not. 

President Parris arrived, walked calmly to the front of the room and 

took charge of the meeting. Rather than directly addressing the issue of 

WKH�1&$$�LQYHVWLJDWLRQ�RU�KLV�GHFLVLRQ�WR�VDQFWLRQ�WKH�FKDQJH�LQ�KRZ�
the star student athlete’s GPA was calculated, Parris instead offered 

VRPH�SHUVRQDO�UHÀHFWLRQV�DOOXGLQJ�WR�VHYHUDO�%LEOLFDO�H[DPSOHV�RI�IRU-
giveness. He asked the faculty to think carefully and rationally about 

KRZ� &UXFLEOH� 8QLYHUVLW\� PLJKW� EHVW� PRYH� SURGXFWLYHO\� IRUZDUG�� +H�
HQGHG�KLV�FRPPHQWV�E\�FRQFHGLQJ��³,¶P�YHU\�KXPDQ�DQG�KXPDQV�WHQG�
to do things that are not right.” He then calmly left the meeting.

Proctor did not moderate the meeting, as was customary; because he 

felt it would be inappropriate for him to “prosecute the case and chair 

the meeting.” However, when the president chose to leave it became 

clear there would be no dialogue. Therefore, Proctor rose and began to 

carefully outline the case against Parris presenting evidence by placing 

the student’s transcript on an overhead projector and showing it before 

and after the change. He displayed the pertinent academic policy on cal-

culating grades that had been violated. Proctor then argued that Parris 

had violated the most sacred trust of any community of scholars, aca-

demic integrity. He had run roughshod over clearly written policies—

ones endorsed by the faculty—in order to keep a star player in the game 

DQG� NHHS�&UXFLEOH¶V� WHDP� FRPSHWLWLYH�� 3DUULV� KDG� DOVR� OLHG� DERXW� WKH�
propriety of his actions. The President had no authority to circumvent 

written policy. By doing so he had violated the university’s honor code. 

When Proctor stepped down, three other senior faculty rose to endorse 

Proctor’s case against the president. They were followed by two faculty 

members who argued that even if the president had perhaps made mis-

takes, he had not wantonly done anything unethical or immoral. Another 

faculty member suggested that the views of the two were suspect and 

implied they were Parris partisans because they held primarily admin-

istrative appointments. The meeting spiraled into confusion. Many fac-
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XOW\�ZHUH�XQFHUWDLQ�KRZ�EHVW�WR�SURFHHG��2QH�ODWHU�VDLG�WR�3URFWRU��³,¶P�
EHKLQG�\RX�����SHUFHQW��EXW� ,�XQGHUVWDQG� WKH�SUHVLGHQW¶V�VLGH� WRR�� ,W¶V�
really hard.” Much of the discussion centered on reviewing the details 

of what had occurred and debating the president’s authority or lack of 

authority to make such a change. 

Finally, a vote was taken. A faculty participant described the dynam-

LFV� RI� WKH�PHHWLQJ�� ³,W�ZDV�QRW� D� XQDQLPRXV�YRWH�� E\� DQ\�PHDQV��:H�
were there for quite a while. There was a great deal of give and take. 

There was an anger on the part of – some felt they had not been given 

HQRXJK� QRWLFH�´� 7KH� ¿QDO� YRWH� VXSSRUWHG� D� UHVROXWLRQ� H[SUHVVLQJ� QR�
FRQ¿GHQFH�LQ�WKH�SUHVLGHQW¶V�OHDGHUVKLS�E\�D�PDUJLQ�RI��������6RPH�RI�
the faculty members voting against the motion were not unsympathetic 

to the concerns being raised, however they were distressed that there 

ZDV�LQVXI¿FLHQW�WLPH�IRU�UHÀHFWLRQ��*LYHQ�WKH�HPLQHQFH�DQG�LQÀXHQFH�RI�
WKH�VHQLRU�IDFXOW\�PHPEHUV�DUJXLQJ�LQ�IDYRU�RI�D�YRWH�RI�QR�FRQ¿GHQFH��
some faculty found themselves unwilling to speak up in support of the 

president or even in favor of delaying the vote in favor of more delib-

eration. Berating those who were still undecided one faculty member 

asserted, “You can admire somebody who stands up for what he or she 

believes is right, but to sit on the fence on an issue like this?” 

3URFWRU�ODWHU�PDLQWDLQHG�WKDW�WKH�FKDQJHG�*3$�¿DVFR�ZDV�RQO\�D�SDUW�
RI� WKH� GHFLVLRQ� WKDW� OHG� WR� WKH� QR� FRQ¿GHQFH� YRWH�� FRQFHUQV� RYHU� WKH�
institution’s direction and leadership style were the major contribut-

LQJ�IDFWRUV��$V�D�IDFXOW\�PHPEHU�UHÀHFWHG��³%HFDXVH�RI�KLV� OHDGHUVKLS�
VW\OH�� ,� EHOLHYHG� WKDW�'U��3DUULV�ZRXOG� HYHQWXDOO\�JHW� KLPVHOI� LQWR� WKH�
kind of trouble he couldn’t get out of.” Another professor supported the 

QR�FRQ¿GHQFH�YRWH�IRU�UHDVRQV�HFKRHG�E\�RWKHUV�DW� WKH�PHHWLQJ��³<HV��
he’s visionary and has helped the university, but he also has a sense of 

self that places him above everyone else.” One professor went so far as 

WR�VWDWH� WKDW� LI� WKH�YRWH�KDG�EHHQ� WDNHQ�EHIRUH� WKH�QHZV�RI� WKH�1&$$�
LQYHVWLJDWLRQ��LW�ZRXOG�SUREDEO\�KDYH�EHHQ�³������´�,QWHUHVWLQJO\��LQ�DQ�
DFNQRZOHGJHPHQW�RI� WKH�DXWKRULW\�RI�3DUULV�DQG�KLV�RQJRLQJ�LQÀXHQFH�
on campus, many individuals on both sides of the issue believed that a 

strong and unequivocal apology by him could have thwarted the effort 

WR�UHPRYH�KLP�IURP�RI¿FH��7KDW�ZDV�QRW�WR�EH��
The fault lines on campus became clear in the days following the 

YRWH�RI�QR�FRQ¿GHQFH��6HQLRU�DGPLQLVWUDWRUV�RQ�WKH�SUHVLGHQW¶V�FDELQHW�
and several deans and department chairs came out strongly in support 

of Parris. Two days later the morning edition of the local newspaper 

FKDUDFWHUL]HG�WKH�SRVLWLRQ�RI�WKH�ERDUG�ZLWK�D�IURQW�SDJH��EDQQHU�KHDG-

line, “Trustees support Parris,” which was accompanied by a brief story 
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referencing a public statement written by the board chair. Although the 

ERDUG� H[SUHVVHG� LWV� IXOO� FRQ¿GHQFH� LQ� WKH� SUHVLGHQW¶V� OHDGHUVKLS�� WKH\�
indicated in a press release that “they would begin a full and thorough 

investigation of all allegations and the actions that had been taken in the 

IDFXOW\�PHHWLQJ�´�7KH�ERDUG�DOVR�DSRORJL]HG�WR�WKH�DWKOHWH�DQG�KLV�IDP-

ily for any embarrassment caused him by the recent allegations. The fol-

ORZLQJ�GD\�WKH�WUXVWHHV�KLUHG�D�ODZ�¿UP�WR�EHJLQ�DQ�LQYHVWLJDWLRQ�
The senior faculty who had raised the concerns and later championed 

WKH�QR�FRQ¿GHQFH�YRWH�ZDV�LQFUHGXORXV�ZKHQ�WKH\�KHDUG�RI�WKH�WUXVWHHV¶�
apparent unequivocal support for Parris. They were also shaken when 

D� WHDP� RI� ODZ\HUV� GHVFHQGHG� RQ� FDPSXV� FRQGXFWLQJ� GR]HQV� RI� LQWHU-
views in order to prepare a report for the regularly scheduled trustee 

meeting, which was occurring the following week. The legal team ex-

amined email accounts of the senior faculty, informing them only after 

the fact. The lawyers focused particular attention on the senior faculty 

who had met with the president. They also seemed especially interested 

in the faculty discussions at the afternoon meeting and who had made 

DUJXPHQWV�WKDW�KDG�OHG�WR�WKH�YRWH�RI�QR�FRQ¿GHQFH��2QH�VHQLRU�IDFXOW\�
member felt that “conclusions had already been reached when the inves-

tigation has just started.” Another told the local newspaper “the trustees 

are looking for a way to discredit those of us who spoke.”

The next week, the entire board met and discussed the report pre-

pared by the legal team. The document conceded that the president had 

erred and had mistakenly overstepped his authority. However, he had 

done so in order to right a wrong (that is, to make good on the academic 

DGYLVRU¶V�SURPLVH�WR�WKH�VWXGHQW�WKDW�WKH�³&´�ZRXOG�UHSODFH�KLV�³)´�DQG�
PDNH�KLP�HOLJLEOH�WR�SOD\���,I�WKH�OHWWHU�RI�WKH�ODZ�KDG�EHHQ�YLRODWHG��D�
broader spirit of generosity and fairness towards the students had been 

XSKHOG��7KH� YDVW�PDMRULW\� RI� WKH� UHSRUW� IRFXVHG� RQ�&UXFLEOH¶V� SRWHQ-

WLDO� OHJDO� H[SRVXUH� EHFDXVH� WKH� OHJDO� WHDP� FRQVLGHUHG�'HDQ�3URFWRU¶V�
showing the student’s transcript in the faculty meeting as a violation of 

FERPA. The report even went so far as to suggest that the breach might 

OHDG�WR�D�ORVV�RI�IHGHUDO�¿QDQFLDO�IXQGLQJ��D�WHQXRXV�FODLP�VLQFH�QR�LQ-

stitution has ever lost funding as a result of FERPA violations and the 

student never showed any signs of wanting to sue the institution). 

&UXFLEOH¶V�GLUHFWRU�RI�SXEOLF�UHODWLRQV�KDG�DVNHG�WKDW�D�QXPEHU�RI�VH-

QLRU�IDFXOW\�PHPEHUV�FRQYHQH�LQ�'HDQ�3URFWRU¶V�RI¿FH�LQ�WKH�HYHQW�WKH�
board wished to speak with them. They were never called. The board 

chair decided only to hear from the legal team even though some trust-

HHV�KDG� UHTXHVWHG� WR�KHDU� IURP� WKH� IDFXOW\�� ³,W¶V� DOPRVW� OLNH� VRPHRQH�
accused of a crime never allowed to appear in court,” said a senior fac-

ulty member. A number of faculty later found it suspicious that the trust-
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HHV�KDG�NHSW�WKH�PRVW�LQÀXHQWLDO�IDFXOW\�PHPEHUV�VLGHOLQHG�GXULQJ�WKH�
meeting, “in one place where we couldn’t cause trouble.”

Purging. Following the meeting, the board chair announced a deci-

VLRQ��7KH�ERDUG�DI¿UPHG�LWV�VXSSRUW�IRU�3UHVLGHQW�3DUULV�DQG�GHFLGHG�WR�
remove Proctor from his position as dean of academic affairs. Proctor 

would be allowed to retain his position as a tenured faculty member, 

but he would no longer maintain his administrative role or salary. The 

trustees acknowledged that Parris had erred, but they argued that his 

long, distinguished service to the institution far outweighed this minor 

indiscretion. Proctor, who the trustees concluded was the leader of the 

faculty uprising, was seen in a very different light. A statement released 

by the board explained that by displaying the athlete’s transcript at the 

faculty meeting, privacy policies and federal law were violated which 

MXVWL¿HG�3URFWRU¶V� UHPRYDO��7KH�GHFLVLRQ� VHHPHG� WR� HQWLUHO\�YLQGLFDWH�
Parris.

However, following the meeting word began to spread on campus 

WKDW�WKH�ERDUG�FKDLU�DQG�D�JURXS�RI�LQÀXHQWLDO�WUXVWHHV�KDG�EHHQ�VKRFNHG�
by the strident dissent that had seemingly arisen from nowhere. Faculty 

and staff members with board connections learned that these trustees 

had concluded that the group of senior faculty members must have been 

conspiring for some time, waiting for an opportune time to stab Parris 

LQ� WKH�EDFN�� ,Q� IDFW�� WKH� IDFXOW\� JURXS�KDG�RQO\�PHW� IRU� WKH�¿UVW� WLPH�
WKH�ZHHN�RI� WKH�YRWH�� ,Q� OHDNHG�GLVFXVVLRQV�IURP�WKH�ERDUG¶V�PHHWLQJ��
3DUULV� GHVFULEHG� WKH� VLWXDWLRQ� DV� IROORZV�� ³>,@� DP� WKH�YLFWLP�RI� DQ� DW-
tempted coup, an ouster, an ‘assassination.’ A small group of highly mo-

WLYDWHG�DQG�RUJDQL]HG�LQGLYLGXDOV�DUH�OHG�E\�WKHLU�µUHOLJLRXV�]HDO�¶�3URF-

tor ‘turned on me’ and intended to nail me for a long time.”

Members of the senior faculty immediately contacted the local news-

SDSHU��'HFU\LQJ� WKH� LQMXVWLFH�RI� WKH� WUXVWHHV¶� LQGLFWPHQW��RQH�ZURWH� LQ�
DQ�RS�HG�SLHFH��³,�QRZ�NQRZ�ZKDW�-HVXV�PHDQW�ZKHQ�KH�VSRNH�RI�EHLQJ�
‘persecuted for righteousness’ sake.” The faculty continued to main-

tain that the president’s actions were clearly and manifestly immoral 

and that his unwillingness to recant and the trustees’ inability to discern 

ULJKW�IURP�ZURQJ�ERGHG�LOO�IRU�&UXFLEOH�DQG�LWV�PLVVLRQ�RI�HGXFDWLQJ�VWX-

dents to become people of intellect and character rather than following 

the ways of the world by seeking acclaim. 

,Q� WKH� GD\V� WKDW� IROORZHG�� WKH� QHZVSDSHU� DUWLFOHV� DQG� OHWWHUV� WR� WKH�
editor showed public opinion shifting decisively in favor of the faculty. 

,Q�IDFW��PDQ\�IDFXOW\�OHDGHUV�ZHUH�DFWLYH�PHPEHUV�RI�WKH�EURDGHU�FRP-

PXQLW\��2QH�VHUYHG�RQ�WKH�HOHFWHG�WRZQ�FRXQFLO��&RPPXQLW\�PHPEHUV�
knew and trusted the faculty from seeing them in the barbershop, at 

little league games, and on Sunday morning at church. As a commu-
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QLW\� OHDGHU� H[SODLQHG�� ³,¶YH� NQRZQ� -RKQ�3URFWRU� IRU� D� ORQJ� WLPH��+LV�
LQWHJULW\�LV�EH\RQG�UHSURDFK�´�,I�&UXFLEOH¶V�VWXGHQWV�KDG�LQ�WKH�SDVW�EHHQ�
relatively docile, they now began protesting right outside of the presi-

GHQW¶V�RI¿FH��7HOHYLVLRQ�FUHZV�ÀRFNHG�WR�WKH�VPDOO�WRZQ��GUDZQ�E\�WKH�
spectacle. With pressure mounting from the faculty and parents, alumni 

DQG�ORFDO�FLWL]HQV��WKH�WUXVWHHV�FDOOHG�D�VSHFLDO�PHHWLQJ�IRU�)ULGD\��SUH-

cisely two weeks after the meeting where they had demoted Proctor. 

The trustees met for hours in a closed-door session. Although a num-

EHU�RI� LQÀXHQWLDO� WUXVWHHV�FRQWLQXHG� WR� VXSSRUW� WKH�SUHVLGHQW�� WKH� UDQN�
DQG�¿OH�ERDUG�PHPEHUV�ZHUH�GHHSO\�GLVWUDXJKW�E\� WKH� WXUQ�RI� HYHQWV��
Ultimately it was their discontent and discomfort at Parris’s actions that 

convinced the chair that the president no longer enjoyed the support of 

WKH�ERDUG��'XULQJ�D�EUHDN�KH�KDG�D�SULYDWH�ZRUG�ZLWK�3UHVLGHQW�3DUULV��
At the conclusion of the special meeting, the trustees announced that 

Parris had resigned. His resignation letter stated:

,�DP�VRUU\�WKDW�ZKDW�,�GLG�RXW�RI�IDLUQHVV�WR�D�VWXGHQW�KDV�OHG�WR�VXFK�FRQWUR-

YHUV\��%XW�,�DP�PRUH�VRUU\�WKDW�WKH�KDUP�LQÀLFWHG�RQ�&UXFLEOH�8QLYHUVLW\�
WKH�SDVW�IHZ�ZHHNV�KDV�EHHQ�VHOI�LQÀLFWHG�E\�PHQ�DQG�ZRPHQ�RI�WKH�&UX-

cible community to the detriment of our students who we are here to show 

the abiding values of charity and justice. 

Following the announcement that Parris was leaving, the board also an-

QRXQFHG�WKDW�WKH�GHFLVLRQ�UHJDUGLQJ�'HDQ�3URFWRU�ZDV�¿QDO�DQG�LUUHYR-

cable. Although upset at the injustice to Proctor, most of the faculty ex-

pressed relief that, as one put it, “The organism had rejected the virus.”

Discussion: Organizational Witch-Hunting at Crucible University

$Q�DQDO\VLV�RI� WKH�HYHQWV� WKDW�XQIROGHG�DW�&UXFLEOH�8QLYHUVLW\�VXJ-

JHVWV�WKDW�IRXU�IDFWRUV�FRQWULEXWHG�WR�WKH�RUJDQL]DWLRQDO�ZLWFK�KXQW��WKH�
establishment of distinct ideological divisions, the control of communi-

cation networks and the shaping of the predominant institutional narra-

tive about what events meant, and the construction of perceived viola-

tions of institutional norms. 

Ideological Division of Two Camps
7KH� GHEDWH� DW� &UXFLEOH� UHJDUGLQJ� D� VHW� RI� LVVXHV� �WKH� SURSULHW\� RI�

changing the student’s GPA, the leadership style of the president) was 

increasingly shaped by the emergence of two distinct ideologies. These 

particular sets of beliefs and suppositions provided a lens through which 

DGKHUHQWV�XQGHUVWRRG�WKH�HYHQWV�DW�WKH�XQLYHUVLW\��,W�LV�LPSRUWDQW�WR�QRWH�
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that the ideologies, while upheld by certain “facts,” are constructed by 

the interpretation of the evidence. Thus, supporters of the president 

pointed to gains in admissions statistics, more fundraising, and the cre-

DWLRQ�RI�D�YLDEOH�'LYLVLRQ�,�SURJUDP�DV�HYLGHQFH�IRU�KLV�HI¿FDFLRXV�OHDG-

HUVKLS��'HWUDFWRUV�XVHG�WKH�VDPH�VHW�RI�IDFWV�DV�HYLGHQFH�RI�QDUFLVVLVWLF�
“striving.” An ideology, therefore, is a highly interpretive worldview.

,GHRORJLHV�SURGXFH�KLJKO\�DIIHFWLYH�UHVSRQVHV�DPRQJ�WKHLU�DGKHUHQWV��
They thereby exert profound normative pressures. At several points in 

WKH�FDVH�LQGLYLGXDOV�IHOW�VLJQL¿FDQW�SUHVVXUHG�WR�JHW�³RII�WKH�IHQFH´�DQG�
join one of the two ideological camps because of the self-evident “truth” 

or morality of its stance. Both ideological camps creatively made use of 

the escalation of events to bring more devotees to their respective posi-

tions. Perhaps the best examples of this are the faculty meeting that led 

WR�WKH�YRWH�RI�QR�FRQ¿GHQFH�DQG�WKH�WUXVWHH�PHHWLQJ�WKDW�OHG�WR�WKH�GH-

SRVLQJ�RI�'HDQ�3URFWRU��7KH�VXSSRUWHUV�RI�HDFK�FDPS�VRXJKW�WR�FRHUFH�
non-committed members of the campus to make a decision. The grow-

ing pressure from the camps to gain supporters led to the use of increas-

LQJO\�SXEOLF�YHQXHV�ZKHUH�RUJDQL]DWLRQDO�PHPEHUV�ZHUH�SXW�RQ�WKH�VSRW�
and made to feel that they had to make a choice. Both camps at times 

limited debate in pursuit of an outcome that appeared forgone from their 

ideological perspectives. 

7KH�&UXFLEOH�FDVH�GHPRQVWUDWHV�WKH�SRWHQWLDOO\�GHVWUXFWLYH�SRZHU�WKDW�
ideologically divisive confrontation can have on an institution, particu-

larly when powerful entities such as the president, chair of the board 

RI�WUXVWHHV��RU�VHQLRU�IDFXOW\�DUH�LQYROYHG��,GHRORJLFDOO\�GULYHQ�GHEDWHV�
leave little room for moderates or fence-sitters who might otherwise be 

WKH�VRXUFH�RI�FRQFLOLDWRU\�GHFLVLRQV��,Q�WKLV�ZD\�WKH\�SXVK�FRPPXQLW\�
members to opposite ends of the ideological spectrum which intensives 

DQ�HYHU�ZLGHQLQJ�VSLUDO�RI�GLYLVLYHQHVV�IXHOHG�E\�]HDORWU\��:KDW�LV�SDU-
ticularly noteworthy is that despite their underlying differences in the 

interpretation of events and motives, both camps behaved quite simi-

ODUO\��,Q�DGGLWLRQ�WR� WKH�EURDG�VLPLODULWLHV� OLVWHG�EHORZ��7DEOH���IXUWKHU�
details the parallels in the views of each ideological camp.

�� Both camps were concerned about the external perceptions of the in-
stitution: Each group believed that the actions of the other negatively 

impacted the reputation of the institution as an exemplar of faith-

based higher education.

�� A shared worldview or ideology drove each camp and provided justi-
¿FDWLRQ�IRU�DFWLRQV�RQ�PRUDO�JURXQGV� To the senior faculty members, 

the president engaged in immoral behavior, which required him to 

“come forward to repent.” From the perspective of the president and 
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senior administrators, the faculty behaved in an “unchristian” manner 

by failing to forgive the president for the indiscretion of changing the 

athlete’s grade. While the president’s supporters no doubt saw his ad-

mission of human frailty as indicative of his high moral character, the 

JURXS�RI�VHQLRU�IDFXOW\�IHOW�WKDW�KLV�XQZLOOLQJQHVV�WR�GLUHFWO\�DSRORJL]H�
was evidence of his recalcitrance and failure to take responsibility.

�� Each camp sought to eradicate the source of the problem in order 
to resolve the crisis: According to senior faculty who challenged the 

SUHVLGHQW�DQG�RUFKHVWUDWHG�WKH�VXEVHTXHQW�QR�FRQ¿GHQFH�YRWH��WKH�IDF-
ulty were retaking their proper place in the institution. The president, 

board chair, and several supportive trustees moved to demote the 

leader of the senior faculty from his administrative post and brought 

in an outside legal team to investigate the senior faculty’s actions fol-

lowing the publication of the grade change. 

The convicted individuals were further judged by the community (in-

FOXGLQJ� WKH�GHPRWLRQ�RI�'HDQ�3URFWRU�E\� WKH� WUXVWHHV�DQG� WKH�QR�FRQ-

¿GHQFH�YRWH�E\�WKH�IDFXOW\�DQG�XOWLPDWHO\� WKH�SUHVLGHQW¶V�UHVLJQDWLRQ���
$IWHU�WKH�FRPPXQLW\�MXGJPHQW��WKH�FRQYLFWHG�PHPEHUV�RI�WKH�RUJDQL]D-

TABLE 1

&RPSDULVRQ�RI�3DUWLFLSDQW�3HUVSHFWLYHV

President and Supporters Senior Faculty and Supporters

7KH�-XGHR�&KULVWLDQ�YDOXHV�RI�&UXFLEOH�DUH�
most important.

7KH�-XGHR�&KULVWLDQ�YDOXHV�RI�&UXFLEOH�DUH�
most important

'HDQ�3URFWRU�YLRODWHG�WKH�LGHDOV�RI�WKH�KRQRU�
code by showing the grades of the student and 

the faculty violated it by calling an impromptu 

faculty meeting and then summarily calling for 

D�YRWH�RI�QR�FRQ¿GHQFH�

The president violated the ideals of the honor 

code by changing the student athlete’s GPA 

rather than following the stated University 

policy.

,I�\RX�EHOLHYH�LQ�LQWHJULW\��WKHQ�3URFWRU�DQG�KLV�
collaborators must be sanctioned and Proctor 

must be removed from his position.

,I�\RX�EHOLHYH�LQ�LQWHJULW\��3DUULV�PXVW�EH�
removed.

The faculty overstepped their authority by  

calling an impromptu faculty meeting and  

IRUFLQJ�D�YRWH�RI�QR�FRQ¿GHQFH�

The president overstepped his authority by 

changing the athlete’s GPA calculation.

The academic dean is a disruptive naysayer. The senior administrative team is made up of 

“yes men.”

The faculty are using underhanded tactics by 

going to the media.

The president is using underhanded tactics by 

JRLQJ�WR�DQ�RXWVLGH�ODZ�¿UP�

We were vindicated by the trustees who  

supported us by removing the academic dean 

from his post.

We were vindicated by the trustees who  

supported us by having the president resign.
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WLRQ�ZHUH��¿JXUDWLYHO\�VSHDNLQJ��³EXUQHG�DW� WKH�VWDNH´²VDFUL¿FHG�DQG�
sanctioned in the interest of restoring order. Both sides engaged in ideo-

logical warfare that made it impossible to determine who was the witch 

RU� WKH� ZLWFK� KXQWHU�� &RQFXUUHQWO\�� WKH� VWUDWHJ\� HPSOR\HG� E\� WKH� WZR�
groups appeared to exhibit similar themes of ideological driven rheto-

ric and interpretation. Each camp maintained that they, and they alone, 

were acting in the institution’s best interests.

Control of Communication
,Q�RUGHU� WR�PRWLYDWH� VXSSRUWHUV�DQG�FRQYHUW� IHQFH� VLWWHUV�� DGKHUHQWV�

used both formal and informal communication strategies to promote 

their particular ideologies. The core adherents of each side responded 

thereby escalating the desire to impose their interpretation (and even 

SDUDQRLD�� RQ� WKH� RUJDQL]DWLRQ�� )RU� H[DPSOH�� 3UHVLGHQW� 3DUULV� DQG� WKH�
board chair went to great lengths to control the dissemination of infor-

mation after the board meeting and achieved a measure of success. The 

trustees, senior staff, and supportive faculty diligently issued public 

statements at key moments in order to support the president. Addition-

DOO\��WKH�SUHVLGHQW�DQG�KLV�VXSSRUWHUV�EHQH¿WHG�E\�XVLQJ�WKH�XQLYHUVLW\¶V�
SXEOLF�UHODWLRQV�XQLW�WR�FRQWURO�RI¿FLDO�LQIRUPDWLRQ�WKDW�ZDV�FRQYH\HG�WR�
external constituents (as evidenced by the ability of the board to gener-

DWH�D�QHZVSDSHU�KHDGOLQH�LQ�WKH�DIWHUPDWK�RI�WKH�YRWH�RI�QR�FRQ¿GHQFH��
“Trustees support Parris.”). 

The formal communication patterns established in particular venues 

allowed certain messages to prevail. The trustee meeting that led to a 

resolution supporting the president and the removal of the dean from 

his position serves as a prime example of this sort of control. Although 

prior to that meeting a few trustees made public statements that evoked 

a note of caution about Parris’ leadership, at the meeting itself all ques-

tions regarding the president or current issues were deferred and the 

board was informed that the university spokesman or the board chair 

would be the sole public voice in the matter for the time being. Trustees 

ZKRVH�VXSSRUW�SULRU�WR�WKH�PHHWLQJ�ZDV�TXDOL¿HG�ZHUH�WKHUHE\�EURXJKW�
into line. Even the information the board received in the meeting was 

tightly controlled and no member of the opposition was allowed to 

speak. A similar dynamic was also at work in the faculty meeting that 

HQGHG�LQ�WKH�YRWH�RI�QR�FRQ¿GHQFH�DV�IHQFH�VLWWHUV�ZHUH�FDVWLJDWHG�RU�WKH�
faculty status of two proponents of the president questioned.

'RPLQDQW�LGHRORJLHV�DUH�DOVR�DEOH�WR�GUDZ�XSRQ�RU�UHSODFH�VWUXFWXUDO�
supports to communicate their messages (Meyer, 1982). The president 

and board chair did so through the public relations machine of the uni-
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versity. Proctor and the senior faculty made use of their own control of 

institutional structures to support their efforts. For example, they set the 

agenda of the faculty meeting in the form of a trial during with Proctor 

serving as prosecutor and judge. The senior faculty supporting the vote 

made it uncomfortable for those with dissenting ideas to raise them. The 

SXVK�WR�KDYH�D�QR�FRQ¿GHQFH�YRWH�WKDW�DIWHUQRRQ��HYHQ�WKRXJK�VRPH�FRO-
leagues had great misgivings about making that decision without time to 

deliberate, was calculated to send a message that the president needed 

to leave precisely when trustees were about to arrive on campus. Each 

FDPS�WRRN�DGYDQWDJH�RI�WKH�RUJDQL]DWLRQDO�VWUXFWXUHV�LQ�SODFH�WR�VXSSRUW�
and communicate their respective views, which quickly increased the 

contentiousness between the groups.

The role of informal communication, or gossip, is another key ele-

PHQW� RI� ZLWFK�KXQWLQJ�� ,QIRUPDO� FRPPXQLFDWLRQ� V\VWHPV� SURYLGH� D�
foundation for determining if an individual within the community is the 

source of trouble for the group. As a result, a formal accusation and 

WULDO�RQO\�FRQ¿UPV�ZKDW�KDV�DOUHDG\�EHHQ�HVWDEOLVKHG�E\�UXPRU�DQG�LQ-

QXHQGR�� /XW]� ������� QRWHV� WKDW� WKH� DFFXVHUV� LQ� 6DOHP� LQ�PDQ\� FDVHV�
“knew” the identity of the witches because of their star witnesses, but 

they needed a formal trial in order to legitimately put the witch to death. 

The value of the formal process is to develop consensus among the 

entire community, not just those accusers at the forefront. This is one 

area in which the senior faculty of the institution (with their roots in 

WKH�FRPPXQLW\��KDG�D�GLVWLQFW�DGYDQWDJH��,W�ZDV�QRW�SRVVLEOH�IRU�WKH�DG-

ministration to impugn the character of their opponents because these 

individuals were well known at the institution and in the community. 

$�FKDUJH� WKDW�'HDQ�3URFWRU�ZDV� VRPHKRZ�DFWLQJ� LQ�QHIDULRXV�RU� VHOI�
VHUYLQJ�ZD\V�ZDV�QRW�FUHGLEOH�DPRQJ�WKRVH�ZKR�NQHZ�KLP��,QGHHG��WKH�
YHU\�FKDUDFWHUL]DWLRQ�FDOOHG�LQWR�TXHVWLRQ�WKH�PRWLYHV�RI�WKH�DFFXVHUV�
3HUKDSV�RQH�RI�WKH�PRVW�GHWULPHQWDO�DVSHFWV�RI�RUJDQL]DWLRQDO�ZLWFK�

hunting is that the “evidence” is often simply speculation, rumor, and 

supposition. The focus of allegations during institutional witch-hunting 

DUH�³FDSDEOH�QHLWKHU�RI�SURRI�QRU�GLVSURRI�«�WKH�DFFXVHG�DUH�KHOSOHVV�WR�
SURYH�WKHLU�LQQRFHQFH´��/XW]��������S��������$�SHUVLVWHQW�DQG�GDPDJLQJ�
rumor that the president’s supporters cited was that the group of senior 

faculty members had been holding secret group meetings for months in 

an effort to plot against the president and had been merely waiting for a 

chance to strike. There is not a shred of evidence to support the claim, 

\HW�WKH�IDFXOW\�IRXQG�WKH�FKDUJH�GLI¿FXOW�WR�¿JKW�EHFDXVH�WKH\�FRXOG�QRW�
produce evidence proving they had not been convening. Similarly, the 

faculty charged the president with narcissistic tendencies including the 

idea that Parris wanted to “see the university’s name scroll through the 
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VSRUWV� WLFNHU�DW� WKH�ERWWRP�RI�(631�´�3DUULV�FRXOG�QRW�HIIHFWLYHO\�GLV-
SXWH�WKH�FKDUJH��,W�ZDV�DQ�DUWLFOH�RI�IDLWK�QRW�D�SURGXFW�RI�HYLGHQFH�

Both sides projected motives onto the other that fostered the carica-

ture necessary to support their own claims. The president’s actions were 

YLHZHG� DV� VHO¿VK� DQG� VHOI�VHHNLQJ� WR� HQVXUH� WKH� VXFFHVV� RI� WKH�PRYH�
WR�'LYLVLRQ�,�DWKOHWLFV��7KH�VHQLRU� IDFXOW\�DQG�HVSHFLDOO\�3URFWRU�ZHUH�
YLHZHG� DV� WUDLWRURXV� FROODERUDWRUV� ORRNLQJ� IRU� WKH�¿UVW� RSSRUWXQLW\� WR�
DWWDFN� WKH� SUHVLGHQW�� ,Q� UHDOLW\�� QHLWKHU� VLGH� ZDV� SUREDEO\� ULJKW�� EXW�
ZLWK�FHUWDLQW\�QHLWKHU�FDQ�EH�SURYHG��'XH�WR�WKH�QDWXUH�RI�WKH�LGHRORJL-
FDO� FRQÀLFW� RFFXUULQJ�ZLWKLQ� WKH�RUJDQL]DWLRQ�� WKH� FKDUJHV� DORQH�ZHUH�
enough for some members of the institution to become adherents.

Violation of Institutional Norms
,QVWLWXWLRQDO�QRUPV�DUH�WKH�JXLGHOLQHV�WKDW�GH¿QH�DSSURSULDWH�RU�XQDF-

FHSWDEOH�EHKDYLRU�ZLWKLQ�D�JURXS�� ,Q� WKLV�FRQWH[W��JURXSV�SURWHFW� WKHLU�
values and beliefs by punitively responding to behavior that does not 

FRQ¿UP�WR�WKH�JURXS�QRUPV��/XW]��������GH¿QHV�ZLWFKFUDIW�DV�FRQWLQXDO�
violation of norms that is seen as detrimental to the institution. Presi-

dent Parris spoke of forgiveness at the initial faculty meeting where the 

QR�FRQ¿GHQFH�YRWH�ZDV�WDNHQ��\HW�KLV�ODWHU�¿JKW�WR�NHHS�KLV�MRE�ZDV�LQ-

terpreted by the senior faculty and their supporters as a sign that the talk 

of contrition was disingenuous. The president’s comments at the faculty 

meeting were only heard by a relatively small number of the overall 

campus community and open to often widely varying interpretations. 

Furthermore, there were different interpretations over the grade 

change, depending on an individual’s ideological bent. Parris contended 

that he acted within the scope of his authority as president and that 

FKDQJLQJ�WKH�*3$�KDG�QRWKLQJ�WR�GR�ZLWK�DWKOHWLFV��,QVWHDG��KH�FODLPHG�
it was about helping a student. Many interviewees, supporters and op-

ponents of Parris alike, reported that they believed the crisis could have 

EHHQ� DYHUWHG� LI� 3DUULV� KDG� DSRORJL]HG� FOHDUO\�� GLUHFWO\�� DQG� SURIXVHO\��
There is certainly no way to know if this is true; however, the fact that 

so many on campus believed the situation could have been resolved by 

an apology demonstrates the power of such language within the norms 

of the campus community. The absence of an “apology” exacerbated the 

existing ideological division. The ideological construction of events by 

the senior faculty depicted the president as powerful and unwilling to 

listen to faculty voices. 

,Q� WKH� FDVH� RI� ZLWFK�KXQWLQJ�� FRPPXQLW\� PHPEHUV� OHDUQ�� PDLQO\�
through gossip, the identity of the witch. Typically, an “accepted diviner” 

arises during a negative situation, not to “discover but to proclaim 

ZLWFKHV�VR�WKH\�FDQ�EH�GHDOW�ZLWK´��/XW]��������S��������2QH�RI�WKH�PRVW�
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UHPDUNDEOH� DVSHFWV�RI� WKH�ZLWFK�KXQW� DW�&UXFLEOH�ZDV� WKH�SUHVHQFH�RI�
WZR�GLYLQHUV��3URFWRU�JDOYDQL]HG�WKH�IDFXOW\�DQG�PHWDSKRULFDOO\� OLW� WKH�
torches for the opposition; he wrapped himself in the espoused moral 

values of the institution, and pressed the case against the president. 

Proctor’s decisions and actions created a situation where confrontation 

inevitably couched his own ideological argument on the pedestal of 

KRQRU�DQG�LQWHJULW\��7KLV�FRQÀLFW�VHW�XS�D�GLFKRWRPRXV�VFHQDULR�ZLWKLQ�
WKH�RUJDQL]DWLRQ�LQ�ZKLFK�³FLWL]HQV´�FRXOG�EH�LQ�IDYRU�RI�LQWHJULW\�or the 

SUHVLGHQW��EXW�QRW�ERWK��2UJDQL]DWLRQDO�PHPEHUV�ZHUH�IRUFHG�WR�FKRRVH�
VLGHV�LQ�WKH�FRQÀLFW��,URQLFDOO\��WKH�VDPH�WKLQJ�KDSSHQHG�WR�3URFWRU��7KH�
board chair in particular sought to cast Proctor as a violator of cherished 

norms and led efforts by the trustees to remove him from his adminis-

trative position. Proctor’s longstanding and outspoken critiques of the 

administration set him up to be the symbolic witch of the mutinous se-

nior faculty who engaged in overstepping rightful bounds and using the 

media as a pawn against the rest of the community in a power play for 

institutional control. 

Competing Ideologies
$V�ZH�KDYH�GLVFXVVHG�WKURXJKRXW��DQ�RUJDQL]DWLRQDO�ZLWFK�KXQW�OHDGV�

to a divisive spiral where the ideologies become increasingly entrenched 

DQG� FRQWHQWLRXV� LQÀXHQFLQJ� WKH� RUJDQL]DWLRQ¶V� FXOWXUH� �9DQ� 0DDQHQ�
	�%DUOH\�� �������2XU� ¿QGLQJV� H[SDQG� WKH�/XW]�ZLWFK�KXQWLQJ� IUDPH-

work to consider the role of two competing ideological interpretation of 

events within an institution. The role of historically strong stakehold-

ers groups and diffused power within higher education governance sys-

tems provides potential fuel for the development of multiple ideological 

LQWHUSUHWDWLRQV��2UJDQL]DWLRQDO� VWRULHV� SHUSHWXDWH� WKHVH� LQWHUSUHWDWLRQV�
serving to “[anchor] the present in the past and lending meaning to the 

IXWXUH�«�LQWHUPL[>LQJ@�KLVWRULFDO�IDFWV��UHWURVSHFWLYH�MXVWL¿FDWLRQV��DQG�
ZLVKIXO� WKLQNLQJ´� �0H\HU��������S�������7KURXJKRXW� WKH�FRXUVH�RI�RXU�
study, participants from each camp described essentially the same facts, 

yet as ideologues understood the cause and effect of the events funda-

PHQWDOO\�GLIIHUHQWO\��:KLOH�WKH�UROH�RI�&KULVWLDQLW\�LQ�ERWK�SDUWLFLSDQWV�
DQG�WKH�LQVWLWXWLRQ�LQÀXHQFHG�HYHQWV�LQ�WKLV�FDVH��ZH�FRQWHQG�D�VLPLODU�
process would occur around other seminal ideas such as the debate re-

garding the role and purpose of a liberal arts education. Fundamental-

LVW�EHOLHIV� UHJDUGLQJ�DQ� LGHDO��DV� LQ� WKH�FDVH�RI� WKH� WZR�FDPSV�DW�&UX-

cible, can create intractable views that prevent any sustained attempt to 

achieve détente. 

:LWKLQ� WKH� FRQWH[W�RI�KLJKO\� LGHRORJLFDO�JURXSV� LQ� DQ�RUJDQL]DWLRQ��
an individual or cadre that assumes leadership evolves in the minds of 
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GHYRWHHV�DV�³TXDVL�P\WKLFDO�KHURHV´��0H\HU��������S������&ODUN���������
7KH�LURQ\��DV�LQ�WKH�FDVH�RI�&UXFLEOH��EHFRPHV�WKH�SHUFHSWLRQ�RI�RSSRV-
ing groups or non-believers who consider the leaders’ actions as icon-

RFODVWLF�DQG�GHWULPHQWDO� WR�RUJDQL]DWLRQDO�JRDOV��7KH�UHVXOWLQJ�FRQÀLFW�
over the leaders further exacerbates the differences between the compet-

LQJ�YLHZV��/XW]��������GHVFULEHV�D�ZLWFK�DV�³XVXDOO\�PDUJLQDO�RU�ZHDN�
persons without strong protectors” (p. 334). However, the example of 

&UXFLEOH�VKRZV�WKLV�LV�QRW�D�QHFHVVDU\�UHTXLUHPHQW�DQG�LQGHHG�PD\�QRW�
KROG�WKH�VLJQL¿FDQFH�/XW]�FRQWHQGV��0RUH�LQÀXHQWLDO��SDUWLFXODUO\�DV�WKH�
FRQÀLFW�JURZV��LV�WKDW�HDFK�VLGH�EHFRPHV�LQFUHDVLQJO\�HQWUHQFKHG�WR�WKH�
SRLQW� WKDW�SDVW� LQVWLWXWLRQDO�RU� LQGLYLGXDO�VXFFHVV�SURYHV�LQVXI¿FLHQW� WR�
bridge the gulf between the disparate ideologues. The only resolution 

WR�WKH�FRQÀLFW�LV�IRU�WKH�FRPPXQLW\�WR�HOLPLQDWH�WKH�ZLWFK�WR�UHHVWDEOLVK�
RUGHU��,Q�WKH�HQG��ERWK�3DUULV�DQG�3URFWRU�KDG�WR�EH�UHPRYHG�IURP�SRZHU�
to appease both ideological camps. Throughout the crisis, each of the 

PHQ�KDG�EHHQ�VR�GHPRQL]HG�DQG�EHFRPH�VR�FRQWURYHUVLDO�WKDW�WKH�RQO\�
ZD\�WR�UHGXFH�WKH�FRQÀLFW�ZDV� WKH�RXVWHU�RI�ERWK��7KLV�DFWLRQ�HQDEOHG�
both camps to place blame as needed, claim the moral high ground, and 

begin a process of reconciliation. Once ideological tactics are used, an 

RQJRLQJ�GDQJHU�H[LVWV�WKDW�WKH\�PD\�EH�XWLOL]HG�LQ�IXWXUH�FRQÀLFWV��7KH�
source of the immediate problem and crisis has been eliminated, but 

many of the underlying tensions may still remain.

Although the case here presents a seemingly stereotypical and time-

ZRUQ� FRQÀLFW� EHWZHHQ� D� SUHVLGHQW� DQG� IDFXOW\�� WKH� ELWWHUQHVV� RI� WKH�
dispute can be laid at the door of differing ideological interpretations. 

While honest disputes occur between administrators and faculty mem-

bers all the time, the difference here was the construction of a belief 

V\VWHP�WKDW�SUHYHQWHG�WKH�LGHQWL¿FDWLRQ�RI�PLGGOH�JURXQG��6XFK�G\QDP-

ics have the potential to occur on many campuses. Understanding the 

development and escalation of competing ideologies provides an ad-

GLWLRQDO�FULWLTXH�RI� WUDGLWLRQDO� LQWHJUDWLRQLVW�YLHZV�RI�RUJDQL]DWLRQ�FXO-
WXUH�ZLWKLQ�KLJKHU� HGXFDWLRQ��$V�%XUWRQ�&ODUN¶V� ������� VHPLQDO�ZRUN�
clearly describes, “as participants become ideologues, their common 

LQVWLWXWLRQDO�GH¿QLWLRQ�EHFRPHV�D�IRXQGDWLRQ�IRU�WUXVW��HDVLQJ�FRPPXQL-
FDWLRQ�DQG�FRRSHUDWLRQ´��S��������<HW��RXU�ZRUN�GHPRQVWUDWHV�WKH�GDP-

aging consequences of strong and competing ideologies sowing seeds 

of distrust while breaking down communication between groups. The 

dynamic of multiple ideologies on campus, particularly during times of 

VWUDWHJLF�FRQÀLFW�RYHU�LQVWLWXWLRQDO�SXUSRVH��IXUWKHU�LOOXPLQDWHV�WKH�FRP-

SOH[LWLHV�GLVFXVVHG�E\�.H]DU��������DPRQJ�RWKHUV��
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Conclusion

7KH�HYHQWV�DW�&UXFLEOH�8QLYHUVLW\� LOOXPLQDWH� WKH�SRWHQWLDO�GDQJHU� WR�
DQ�RUJDQL]DWLRQ�RI�XVLQJ� LGHRORJ\�DV�D�SROLWLFDO�ZHDSRQ��$OWKRXJK� LQ-

stitutional vision can liberate and motivate campus communities, such 

vision can also paradoxically blind groups. Members of competing sub-

FXOWXUHV� FDQ� WXUQ� LQWR� ]HDORWV��ZLOOLQJ� WR� MXVWLI\� WKH�XVH�RI� DQ\�PHDQV�
necessary to support their ideological stance. This fundamentalism cre-

ates participants who are dogmatic and unable to make decisions which 

are rational and for the good of both individuals as well as the entire or-

JDQL]DWLRQ��,QVWHDG��WKH�EOLQGHUV�RI�]HDORWU\�PRYH�HDFK�FRPSHWLQJ�JURXS�
further away from the other on the ideological spectrum, weakening the 

RUJDQL]DWLRQ�LQ�WKH�SURFHVV��$V�D�UHVXOW��ERWK�OHDGHUV�DQG�IROORZHUV�EH-

come engulfed in the larger purpose of the cause (Burns, 1978). Groups 

will silence any stance that is viewed as incongruent; each side is will-

LQJ�WR�VDFUL¿FH�SHRSOH�IRU�WKH�JRRG�RI�WKH�FDXVH��,Q�WKH�HQG��SURSRQHQWV�
will violate their own norms that are established early on by the move-

ment including openness, discussion, debate, and inclusion.

This case raises important questions and implications about the need 

IRU�H[SDQGLQJ�WKH�GLVFXVVLRQ�RI�RUJDQL]DWLRQDO�FXOWXUH�LQ�KLJKHU�HGXFD-

tion. As a working framework for understanding colleges and univer-

sities, culture provides insights into the how and why of institutional 

behavior. Yet a large segment of the literature focuses on the coalesc-

LQJ� DQG� SRVLWLYH� LQÀXHQFH� RI� FXOWXUH� ZLWKLQ� LQVWLWXWLRQV�� 'HWULPHQWDO�
DQG� GLYLVLYH� FRPSRQHQWV� RI� RUJDQL]DWLRQDO� FXOWXUH� DQG� FKDQJH� H[LVW��
DV�HYLGHQFHG�E\�WKH�FDVH�RI�&UXFLEOH��$�QHHG�SHUVLVWV�IRU�DGGLWLRQDO�LQ�
depth studies that explore interactions between subcultures, particularly 

QHJDWLYH�DQG�FRQÀLFWLQJ�RQHV��7KH�RUJDQL]DWLRQDO�ZLWFK�KXQW�DW�&UXFLEOH�
University also demonstrates how groups excise members who are per-

ceived by powerful subcultures as antithetical to the institution’s mis-

VLRQV��JRDOV�� DQG�YDOXHV��7KLV� FRQÀLFW�SURYLGHV� D�XQLTXH�ZLQGRZ� LQWR�
RUJDQL]DWLRQDO� SDWKRORJ\� LQ� KLJKHU� HGXFDWLRQ� DQG� KRZ� G\VIXQFWLRQDO�
interactions can come to dominant an institution that is not currently 

explored in the literature. An additional strength of such an approach 

UHFRJQL]HV�WKDW�FXOWXUH�LV�QRW�ERXQG�VROHO\�ZLWKLQ�LQVWLWXWLRQDO�ERXQGDU-
LHV²DW�&UXFLEOH�� WKH�PHGLD� SOD\HG� DQ� LQWHJUDO� UROH� LQ� VKDSLQJ� SXEOLF�
RSLQLRQ�UHJDUGLQJ�WKH�FDVH��5HFRJQL]LQJ�WKH�SRZHU�RI�LGHRORJ\��RUJDQL-
]DWLRQDO�SDWKRORJ\��DQG�FRQÀLFW� WR�VKDSH�LQVWLWXWLRQDO�EHKDYLRU�KDV� WKH�
SRWHQWLDO� WR�H[SDQG�WKH�DSSOLFDWLRQ�RI�RUJDQL]DWLRQDO�FXOWXUH�DV�D� WKHR-

retical framework for understanding the inner workings of colleges and 

universities.



Witch-Hunting at Crucible University  717

Notes
1�$�JUHDW�GHDO�RI�GHEDWH�H[LVWV�DERXW�WKH�GH¿QLWLRQ�RI�³RUJDQL]DWLRQDO�FXOWXUH´��H�J���

GR�RUJDQL]DWLRQV�KDYH�FXOWXUHV�RU�DUH�WKH\�FXOWXUHV"��)RU�DQ�H[FHOOHQW�RYHUYLHZ�RI�WKHVH�
debates see the introduction of Ashkanasy, Wilderom, and Peterson, (2000). For the pur-

poses of this paper, we draw on the work of Tierney (1988), Kuh and Whitt (1988), and 

Schein (1992) who hold that culture consists of shared assumptions and values that bind 

D�JURXS�WRJHWKHU�DQG�JXLGH�RUJDQL]DWLRQDO�EHKDYLRU��
2 A pseudonym derived from Arthur Miller’s insightful play on witch-hunting, The 

Crucible.
3�:H� DUH� XVLQJ� WKH� WHUP� ³ZLWFK´� DV� DQ� DQWKURSRORJLFDO� WHUP�� ,W� LV� QRW� D� UHIHUHQFH�

to adherents of the Wiccan religion who may use this term. Additionally, witch is fre-

TXHQWO\�XVHG�LQ�D�JHQGHUHG�FRQWH[W��EXW�WKLV�LV�QRW�QHFHVVDULO\�WKH�FDVH�LQ�DQ�RUJDQL]D-

tional witch hunt.
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