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ABSTRACT: This paper examines the practice of integrity 
within the university and its relationship to university 
programs , faculty, and community. Integrity is fr a med within 
the construct of the university's social contr a ct with the 
community . Examining integrity as occurring in faculty 
actions, programs , and the university 's relationship to the 
comm unity demonstrates the vibrant nature of organizational 
behavior through interdependent relationships within the 
university and in the university's relationship to the 
community . True stories are used to demonstrate the comp lex 
nature of organizational integrity and the difficulty the 
university and its members have aligning espoused values 
with theories-in-use. Aligning espoused values with theories­
in-use requires a commitment to ethical action and integrity 
to fulfill the tenets of the university's social contract. 

RESUME: Cet article etudie comment s 'exerce la probite a 
l'universite et ses relations avec les programmes 
universitaires , les facultes , et la communaute en general. La 
probite est enchassee dans la structure du contrat social de 
l'universite et de la communaute. Considerer la probite 
comme se produisant dans les actions de la faculte , dans les 
programmes et dans les relations de l ' universite avec la 
communaute, de montre la nature vibrante du comportement 
organisa tionne 1 a tra vers les relations in terdependan tes a 
l'interieur de l'universite et a travers les relations de 
l'universite et de tourte la communaute environnante. Des 
temoignages ont l'habitude de demontrer la nature comp lexe 
de l'integrite organisationnelle et la difficu l te que 
l'universite et ses membre s ont d 'en epouse r les va leurs en 
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s'alignant sur les theories en usage. Epouser l'alignement sur 
les valeurs actuelles necessite un engagement dans une 
ethique et dans le respect integral des principes du contrat 
social de l'universite. 

The purpose of this paper is to examine whether ethical 
standards in universities are achievable without personal, 
institutional , and program integrity. Ethics and integrity shape 
human and organizational behavior. Ethics examines moral 
principles , codes of right and wrong , social values and laws, and 
moral practice. Integrity links beliefs and principles to actions. 
An institution or person operates with integrity only when the 
institution or person acts ethically. 

T heory of Action 
Argyris and Schon (1974) speak of people and organizations as 
having a theory of action. A theory of action has two primary 
components: an espoused theory and a theory-in-use. According 
to Argyris (1991), "Espoused theory of action is based on 
principles and precepts that fit our intellectual background and 
commitments" (p . 282). An espoused theory is what we say we 
believe. We associate espoused theories with higher ideals such 
as treating people fairly and equally, advocating for the poor , and 
promoting equal access to positions. In essence, espoused theories 
act as a moral compass . The theory-in-use is associated with our 
actual behavior. Espoused theories determine what we want to 
see in terms of our behavior; they actually override our 
recognition of our actual behavior. To the degree that we create 
an alignment between our espoused theories and our theories-in­
use, we act with consistency, but not necessarily integrity. 

The concept of espoused theories and theories-in -use can serve 
as a conceptual framework in examining the relationship between 
ethics and integrity in higher education. Organizations operate 
with espoused theories and theories-in-use. They may at times 
not be conscious of either; yet, they will always refer to espoused 
theories to explain and rationalize their actions. Bolman and Deal 
(1991) state: "The question is not whether organizations will have 
politics, but what kind of politics they will have" (p. 223). If we 



THE PRACTICE OF INTEGRITY WITHIN THE UNIVERSITY 267 

posit , m a mora l socie ty, that people and organizations seek to 
live in harmony and contribute to the common good, then we can 
frame espoused theories as being the theoretical underpinnings 
of theories -in-use that contribute to the common good. 

We speak of the university as being a n organization whose 
primary purpose is to contribute to the common good. The 
Commission on Financing Higher Education stated: "They 
[colleges and universities] grew up to meet the needs of the 
country. They reflect the particular interests of different 
communities" (Delattre, 1988, p. 28). This concept is generally 
accepted by those in higher education as well as the public. Citing 
lmmerwahr (1999) in a study co nducted by the Public Agenda for 
the Center for Public Policy a nd Higher Education, National 
Center, Taliing R esponsi bility: Leader's Expectations of Higher 
Edu cat ion: "Our society h as great expectatio ns of higher 
education .... Higher education's job is not just to train students , 
but to contribute and a nswer the questions we face about society, 
quality of life and health" (p . 2). The ethical nature of the 
univers ity always seeks the common good and expresses itself 
through its integrity in the alignment of its theo ries of action and 
their contribution to the common good. 

Many universities have co des of ethics that correspond to 
their espo used theories. Most university ad ministrators, however, 
rare ly reference the university ' es poused theories as long as the 
indep endent actions of the m em bers of the university do not come 
to public attention. In effect, acting with in tegrity or alignment 
of espoused theories and theories-in-use is important as long as 
it serves a politica l function. Ironically, the university has a 
public trust to act with integri ty; it is fund amenta l to its mission 
and success. Pelik a n (1992) states: "The univ e r s ity as institution, 
employer, way-payer, an d prop erty-owner contributes to its local 
society and in turn depends up on it : if either of these pa rtners is 
sick, the other suffers as well " (p. 138). It is in the interactio n of 
the univers ity with its members and surro unding e nvironment 
that the unive r sity h as the opportunity to operate with 
organizatio nal integrity. 
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Integrity 
Integrity relates to wholeness . It r equires the integration of one' s 
personal life with his or her public life , and it is sustained 
through the ethical rel a tionship s within both in ways th a t are 
mutually beneficial. Bellah , Madsen, Sulliva n , Swidler, and 
Tipton, (1985) s ta te : 

In short, we h a ve never been , a nd still are not, a collection 
of private individuals who , except for a conscious contract 
to create a minimal governme nt , have nothing in common . 
Our lives make sense in a thousand ways, most of which 
we are unaware of, beca us e of the t r a ditions tha t a r e 
centuries , if not millennia , old . It is these traditions tha t 
help us to know that it does make a differe nce who we are 
and how we treat on e another. (p. 282) 

We argue that personal, institu tional , and program inte grity is at 
the heart of the e thica l r e la tionship that t h e profess or and 
university have toward the community and each othe r. Without 
personal integrity, trus t is a bsent . Without in s titutional 
integrity , we cannot r ely on the orga nization. Without prog r a m 
integrity , the unive r si ty cannot deliver what it promises . In 
essence , integrity m ak es ethics a uthe n tic by establishing a 
climate of trus t . Integrity becomes the public express ion of what 
constitutes t he priva t e characte r of a n individua l or orga niza tion. 
People acting wi t h integri ty promo te trust a m on g m emb er s of a 
family, school , orga nizations, a n d society. Organizations a ct in g 
with integrity create the ba sis for public t rust . 

Characteristics tha t comprise inte grity include coura ge , 
honesty , re sponsibility , a ccoun ta bilit y , jus tice, op e nness, self­
respect , humility, b ein g on e, being wh ole , knowing one' s 
fundamental commit m e nts , pe r sistent a dhere n ce to one' s 
fundamental commi t me nts, a n d defending on e 's fund a m ental 
commitments (Hinm a n, 1999 ; In tegrity Firs t , 1999). We reco gnize 
these chara cteristics in person s a nd orga niza tions with integrity . 
Some chara cteris tic s m ay be mis i n g in a s pecific act ; how eve r , if 
it were necessary for that ch a racte ris tic to be present to m a k e the 
act one of integrity, it would be pre sent. 
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Karen Horney (1945) u sing the Buddhist definition of 
integrity to express the importance of wholeness in the he a lthy 
human personality states: 

Sincerity, that is not deceiving, means putting forth one's 
whole being, technica lly known as the whole being in 
action in which noth ing is kept in re serve, nothing is 
expressed; under disguise , nothing goes to waste. When a 
person lives like th is , he is said to be a golden haired lion, 
he is the symbol of virility, sincerity , wholeheartedness; 
he is divinely human. (p. 163) 

Some see t his sense of who leness representing a person acting 
consistently and in accord with basic commitments and a 
fundamental identity (Hinman, 1999). Others relate wholeness to 
one 's total ide ntity (Wakins, 1998). Chambers (1952) expresses 
this wholeness as integrate d in every perspective of a person's 
life. He states: "A man whose life and faith are so comp lete ly one 
that when the challenge co me s to step out and testify for his 
faith, he does so disregarding all risks, accepting all 
consequences"(p. 5). In essence, in tegrity represents a sense of 
wholen ess in the person or in stitution's actions. This sense of 
wholeness has a set of core va lues at its center that find 
expression in mutuality and the consiste nt app licatio n of 
universally recognized princip les toward people, environme nt , 
and events. 

We fail to act with integrity when our espo u se d t h eories and 
theories-in-use are misaligned. For example, the university ha s 
an espoused theory t h at emotio nal abuse is wrong. When a 
student brings a comp lai n t agai n st a popular a nd well -respected 
coach, t h e univers ity sidetracks the charges protecting the coach. 
In this case, the university h as lost its inne r moral compass. 
People and institutions with integrity access a n ever-present 
inner moral comp ass that leads to building not destroying, 
interconnecting not fragmenting, and communion not iso lation . 
This view reflects the m odern ethical worldview that considers 
the world as still growi n g a nd evolving. Society and its 
inst itutions are m arked by co n tin uous progressive growth where 
change is ever apparent (Rebore , 2001). 

Ethics governs this inner moral compass ; integrity is the map 
that institutions and peo ple us e as a guide through l ife. In this 
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sense, ethics and integrity are inseparable. An organization 
cannot act with inte grity if its actions lack ethica l authenticity. 
In the organization, integrity is exp r esse d t hrough the synergistic 
relationship existing between members a nd the organization. 
This synergistic relationship is expressed as the members 
operationally put into practice the university 's espoused theories . 
When the observed theories -in-use of the m ember hip does not 
reflect the organiza t ion's espoused theories , fragmentat ion 
occurs. Integrity cannot survive in this environment. In effect, 
the fragmented organization creates an environment that cannot 
sustain integrity (Bohm & Edwards , 1991). 

Application of Integrity 
The public university as an organization ha s evolved a nd in its 
evo lvement, confusion exists as to its primary role (Barnett, 
1990). On the one h and, traditionalists may refer to Newman 
(1976) and believe t h at "a university may be considered with 
reference either to its students or to its studies; and that all 
knowledge is a whole and the separate science parts of one" (p. 
99) . In this sense , the mission of the university refers to the 
transmission of knowledge and scholarly inquiry (Kerr , 1994). On 
the other hand , Green and Hayward (1997) assert that even in 
the face of faculty and traditio nalist resistance , the university 
has changed considerably durin g t he last quarter century. These 
researchers believe that the prominent themes of mass education, 
distance le arning, and life-long learning forced the univer sity to 
broaden the scope of its mis ion. The changes were not isolated to 
curriculum and degree . A prominent change occurred in t h e way 
that members of the university , faculty, and administrators, 
viewed their roles. 

According to the Boyer Commission on Educating 
Undergraduates in the Research University (1998) , the change in 
the perceived and actual role of the university resulted in a sense 
of fragmentation where professors are more aligned with 
co lleagu es who share similar interests than with colleagues who 
share the same building. This is not surprising. According to 
organizational researcher Edgar Schein of MIT, there are three 
distinct cultures found in every organization throughout t h e 
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world: exec utive , e ngineer , and operator (Schein, 1997) . 
Calabrese and Shoho (2000) postulate that these three culture s 
exis t in higher ed ucation . As a result , a ll egiance in these cultures 
is given, not to t he in s titution , but to colleagues in a nd external 
to the univer s ity who be long to the same cul t ure. Professors of 
educational ad ministration , for example, feel a stro n ger 
affiliation to professional organizations a nd co lleag ues w ho are 
affi liated with ed ucatio n a l administration more so tha n toward 
co ll eag u es in their co ll ege or univ e r sity . The univer s ity, how ever , 
h as never been isolated from t h e community. Fra nklin (1959) 
ne a rl y a half- century ago, arg ue d that in t h e U nited States 
univ e rsity atte nd a nce h ad taken on a popu list trend. Franklin 
stated : "By the twe ntieth ce ntury the peop le of the U nited States 
were becom in g incr eas ingly co mmitted to t h e proposition that the 
opportunity to secure a high er e ducatio n was a n imp orta nt 
feat ure of a democratic society" (p. 68) . This tre nd a cce lerate d 
during t h at perio d . As a re su lt , the unive r s ity a nd its func tio n are 
more close ly r e lated to the loca l, regional, nation a l , a nd 
international com muni ty . What now exists is a sym biotic 
r e lat ion s hip betwee n t he univ e r s ity and t he co mmuni ty; both 
components n eed each oth e r to survive i n a rapid ly ch ang ing 
world. Be lla h et a l. (1985) state s: "H uman beings and t h e ir 
societies a re deeply interrelated , a nd the actio ns we tak e have 
enormous ramificat io ns for t he lives of others" (p . 284). Beca u s e 
of this r e latio n s hip, we can speak of th e social co ntract that th e 
univ e r s ity has with i t s co mmuni ty . 

The Univers i ty's Social Contract wi th the Commun i ty 
Th e univ e rsity 's social contract with the communi ty i the 
unive r sity's prim a ry r e ason for ex iste nce . To t h e exte n t t h at the 
univ e r sity lives up to its socia l contract, the university h as 
integrity . It fo llows that the unive r s ity and it s facu lty a ddress the 
needs of the population t hrough program offe r ings . As fac ul ty 
de live r programs to the public, they form relationships with 
students who inve s t m ateria l, intellectual , and emotio nal 
r eso urces . The relationship formed between fac ul ty a nd s tudent 
is essent ia l to the university's mission . Hence, we ide ntify three 
pe r spectives of integrity within the university. The perspective of 
integrity prese nte d by the faculty member ; the pers pective of 
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inte grity in the university's relationships with students, faculty , 
community , and governing agencies; and the perspective of 
integrity in the alignment of un ive rsity pro grams to community 
need and expectations. 

The following sections explore the three perspectives of 
integri ty. Each sec tion h as two vignettes that represe nt each 
perspective of integrity. The people and universities are fictitious 
but the events are tr ue. 

The First Perspective of Integrity: 
The Faculty Member 

The university professor has a specific duty to fulfill the role 
assigned by the university. Traditionally, the professor's role is 
centered in scholarl y inquiry , teaching, and providing service to 
the university a nd community. Recent criticism of the 
professorate focuses on professors who commit nearly a ll of their 
time to scholarly inquiry and its contribution to the professor's 
field rather than focusing on teachin g. In the United States, this 
has led to a challenge of traditional tenure policies. States such 
as Arizona , Massach usetts , and Texas have post-tenure review 
policies in place. Legislation is determining the role of the 
professor. In sp ite of the legislative challenge to define the role of 
the professor, the junior faculty member , howeve r , will likely 
ea rn ten ure an d promotion only through focusing on scholarly 
inq uiry. 

The faculty member compromise his or her integrity to meet 
professional role demands. F or example, whe n publications , 
grants, and related research with out consideration for teaching 
drive tenure, promotion , and pay formulas , the universi ty ignores 
the needs of students and places the fac ul ty member in a position 
to choose one path over another . Whe n faculty members work in 
this type of insti tutio n, how can they act with integrity without 
great peril to their career? 

Situation One 
Professor Jill Sparks teaches educationa l leadership at State 
University. Jill understands that the qua lity of her annual 
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eva luatio n direct ly re lates to the number a nd quality of 
publicat ions and the amount of gra nt mone y sec u red each yea r. 
A lt h ough teaching is a cons ideratio n in h er eva lu atio n , Jill knows 
t h at as lon g as s he k eeps students from compla inin g a n d gets 
above average stude n t eva luatio n s , the department chairperson 
ignore s her teaching qua lity. 

Jill manipulates t his situatio n. She concentrates on h e r 
research making s ure that she has a s ignificant n umb er of 
publications , s h e connects with national organizations to fu l fi ll 
se rvice ob ligations, a nd s h e makes sure t hat her s tudents know 
t hey will receive A's if they do the minim um work . Stu dents do 
not complain abo u t boring classes or h e r a bsence whe n she 
a ttend s a na t iona l meet ing as long as the students receive an 'A'. 
This s i t u at ion p laces Jill in a Catch 22. S he fee ls gui lty abo u t th e 
margin a l qu a li ty of h er teachin g. S he k nows, h oweve r , that merit 
gu id e lin es drive h er s uccess at the univ ers ity. In moments ofse lf­
a wareness , J ill realizes she is act in g without in tegrity . In t he 
e nd , s he r ap id ly justifies h er actions by casting attention on h e r 
m erit awards. 

Situation Two 
Associate Professor Mary Carl ton, while grading papers, had an 
intuiti ve feeling that the pap er s he was reading was s imil a r to a 
pap e r s he graded earlier . She compared both papers. She 
discovere d substanti al portion s t h at were ide ntica l. St udents 
knew they did no t have permission to jointly s ubm it papers. She 
kn ew s h e had to co nfron t the stude nts to ac t consiste ntly with h er 
va lues. Ms. Carlton met with t h e students. T h e students 
ackn ow le dged the ir collaboration, b ut felt they h ad done nothin g 
wrong. Th ey demanded that she mark the papers as sub mitted. 
She to ld the students s he had no choice but to ch arge the 
students with aca dem ic dishonesty. The professor's personal 
integri ty was at stake if s he ignored the situation. The st ude nts 
comp lai n ed to t he Dea n . T he Dean s u ggested the professor drop 
the m atte r , since both students h ad a n excellent record. Professor 
Ca rlton ignored t h e De an's request, even t hough she was risking 
the Dean 's displeasure . 

Two professors , in different sit u ations, respond differently to 
s ituat ion s d e m a ndin g integrity . One professor responds by 
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r ationalizin g her action s. The other res ponds by acting 
cons iste ntl y with her inner moral compas s . 

The Second Perspective of Integrity: The University 
Th e university's integrity a lso focuses on its re la tionship with the 
community. Accordin g to Johnstone (1997), 

All in stitutions, public or private , research university or 
undergrad uate college, are expecte d to contribute to their 
comm uni ties and to be r espo n sible institutiona l citizens 
.... Insti t ution s of higher educatio n a re a lso expected to be 
m ajor institutional pl ayers in the social age ndas of 
promoting greater racia l , class, a nd gende r equity . (p. 139) 

This expectation , as suggested by Johns tone , implies t h a t a socia l 
co ntract exists betwee n the university and the community. If the 
university exists to se rve the needs of the community then it has 
a socia l contract with its members of the community . The RAND 
Corporat ion (1999) advises t h at the univer si ty's soci a l contract 
r e lates to it s ab ility to establish idea ls for aca demic quality and 
right of entry for its constituents. 

The unive r sity's social co n t r act with th e com munity a ddresses 
the community's nee ds. T r ust is inherent in the socia l contract 
betwee n the universi ty and the comm uni ty. The high er the leve ls 
of t rust by t he public, the greate r the degree of acco unta bi li ty 
with t he unive r s i ty. In effect , the public t rusts the university to 
address the public goo d . Moore (1972) says: "A great many of the 
unive r sity's p rese n t and severe difficul ties a rise from the fact 
that it has no agr eed-upon ideals, no established purpo se"(p. 92). 
Moore 's criticism , given more tha n a quarter century ago, still 
applies. A myriad of exa mples, how ever , demonstrate that the 
university, like other private, socia l, and public organizations 
ignore the t e nets of its social contract and often act with a high 
degr ee of freedom a nd a utonomy of ac tion n eglecting its 
r esponsib ili ty toward the com munity. 

Situation One 
State University is t h e only public higher education institu tio n in 
a large metropolit a n area. The population that State University 
serves is primarily poor and minority . The administrators at 
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State University commit t he institution to a vigorous growth 
plan. Unfortunately , the state legislature doe s not support the 
university administrator's plan a nd fails to approve the needed 
gro wth resources. The university administrators undermine the 
legis lator's intent by devising a plan to have the s tudents agree 
to special fees added to their tuition . The administrators worked 
with s tudent leaders to secure support for adding new buildings. 
University administrators manipulated student leaders into 
endorsing the proposal by promising that a new student wellness 
center would be among the building projects. The university held 
a student referendum when the majority of students were not on 
campus. Less than two percent of the students voted. The student 
referendum passed and the university proceeded with its 
expansion plans . 

Situation Two 
Two professors believe that the univers ity needs to improve 
program offerings to students in chemical engineering. The 
professors , working with comm unity leaders , private sector 
engineering firms, stude nt s, and faculty , constructed a new 
curriculum and degree program addressing student needs and the 
desires of potential employers. The professors' proposal 
encountered staunch resistance because the proposal was 
incons iste nt with the traditional format of university programs. 
The courses were markedly different; the degree requirements 
inconsistent with traditional degree requirements, and the 
proposed teaching strategies diverged from traditional formats. 
The Dean aligned with faculty having philosophical differences 
with the proposa l. They stymied the proposal until the two 
professors conformed the proposal to fit the traditional university 
approach. Local students enrolled in the new program and 
engineering firms in the community, however, did not trust the 
program a nd continued to seek e mployee s from other institutions. 

In both situations , we need to examine commitment, core 
values, trust, and mission to determine if the university's actions 
were consistent with its goa ls and mission. Derek Bok (1990) 
says: 

The true mission of the university would be to nurture a 
healthy balance betwee n applied intellectual pursuits and 
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the search for tru t h and m eaning for their own s a ke. The 
centra l purp ose of (profession a l schools) i s to pre pare 
s tudents for s pecia lize d careers and to investigate 
problems th at pr act i t ioners have to confront in their 
working lives. (p . 10) 

In t h e fi rst situation, t h e univ ersi ty a cte d with greate r 
commitme n t to its own goals an d not the ne e ds of th e community . 
Eve n if admi nistrators argue t h at t he building met t h e needs of 
th e com m un ity, th ey h ad to consider the p riori ty of nee d s held by 
t h e community . Th is u niversity fa ile d to unde r s t a nd the terms of 
its social con t r act w it h t h e co mmuni ty . P a rt of that social 
contrac t in clud ed t he faci li tation of a ccess to higher e ducatio n . 
Th erefore, it h as to ta k e in t o account the community m e mber's 
a bility t o pay . 

In t h e secon d case, the intern a l m ech anis m of t h e university 
t h warted two professors trying t o a dd ress co mmunity need s . 
Vroo m (1984) states : "The u n iversity is or gan ize d a n a rch y. Its 
go a ls are ei ther vague or in disp u t e a nd a r e of li t tle use in 
guiding t h e choices t h at must be ma de" (p . 13 1). The community' s 
in te r ests were ignored; tradition and conformity t o pra ctice took 
precede nce over co mmunity n ee d s . In t egri ty i s la cking when 
sp eci a l interes t grou ps use poli t ical powe r and influence to 
main ta in a n a d va ntage to t h e de t r iment of th e community. An 
e nvir onm e n t t h at pro motes i ts se lf- se rvin g inte r es t s must 
qu e ·tio n its integrity . The irony is t h a t t h e pro ble m is sys t e mic 
a n d se ldom are ystemic organization a l policies questioned 
beca u se potential questio n ing r aises t h e poss ib i li ty of t hreat or 
e m barrassme n t (A r gyris, 1999). 

The Third Perspective of Integrity: The Program 
Progra m inte gri ty is tightly bound to the socia l contract the 
univers ity ha s with t h e community. Ernest Boyer and Arthur 
Levin e (1 990) in t heir boo k , A Ques t for Co mmon L earning, refer 
to th e unive r s i ty 's socia l co n tra ct i n dete rmin in g t he unive r s ity's 
curriculum. Th ey stated : 

All societ ies, arg ue d John Lock e, a r e bound toge ther by a 
t ac it so ci a l con tract, a co m pac t amo n g individ ua l who 
cede a por t ion of t h eir a u to nomy for what is defined a s th e 
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gre a t e r good. In exchange for this co ncession, every cit izen 
expects certa in se r vices, specifie d protections, a n d agree d ­
u po n r ights a nd free doms . (p .18) 
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This soci a l con tr a ct, a s it rela t es to program h as three 
co m po n e nt s: how well t h e acade m ic pro gram meets t h e nee ds of 
t h e comm u nity, t h e stan dards inhere n t withi n the p r ogr a m , and 
t h e competen ce of t h e professor . In effect, the program must 
de live r wh at i t promises to deliver by meeting t h e communi ty 's 
needs . Fo r example, an u r b a n university i n a high te ch setting 
m ay offer p r ogr a m s in fo rest ry; yet , for estry progra m s m ay not 
m ee t t h e imme diate economic needs of the community . 
Alter native ly , t h e u niversity may offer a teacher p r eparation 
p r ogr am i n a la r ge urb a n setting, ho m e to m a n y immigran t 
co m m uni t ies , a n d ignore co urse work in in clus ive t e a ching 
pra ctice s for la n guage fo r minority student . 

I n case s wh e r e t h e pro gr a m m eets t h e nee ds of t h e 
community, progr a m in tegrity dem ands t h at t h e sta n da rds 
inh e r e n t in t h e p r ogr a m de m a nd qu a lity work fro m s tude nts . This 
r eq uires t he cooperation of the profe sso r. T h e sta nda rds set fo r 
t he progr am may be h igh ; if the professor lack s compete n ce , 
h owever , then the progr a m cannot de liver what it promises to 
stu de n ts a n d t h e community . F ur t h ermore, t he u n ivers i ty must 
be care ful in iden tifyin g comm unity -ba se d nee ds . Ofte n t imes, 
community-b ased n ee ds a re sus pect to va lue -codes put fort h by 
tho se i n power within the com m uni ty . F or example, wh a t does it 
m ean if co m m un i ty leaders r es pond t o a poor co mm uni ty by 
offe r in g prim ari ly voca tiona l training wi t h in t h e h igh sch ool or 
t h e community college a ime d at low payin g jobs wi t h li tt le, i f a ny, 
econo mic secu r i ty ? Alt h ou gh t h is r es ponds to t h e immediate 
needs of t h e community fo r job training , it leaves t h e communi ty 
wi t hou t j ob op portu nities t h a t provide lon g-te rm econo mic 
secu r i ty. 

Situation One 
Sta te Un ive r sity offe r s a p ro gr a m t o p repare p rin cipa ls to lead 
t h e urb a n sch oo ls in its co m m unity. Ninety pe r ce n t of t h e 
st u de n ts wh o a t te nd t h is progr a m work rn the u r ba n 
e nviron men t . On ly one course, h owe ver , dea ls specifica lly with 
u r b an sch oo ls. T h e ot he r courses, gene r ic i n natu r e , fulfi ll the 
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requirements of th e state education a gency. Students who enroll 
in this program receiv e a degree a nd certifica tion, and jobs in 
local school distric ts . They do not receive practical training to 
prepare them to lea d urban schoo ls. Their university education 
was inadequate ; th ey mus t le a rn through experience. The 
universi t y continues t his practice even though t he urb a n sch ool 
district con t inues to be plag ued with low achievement score s, 
episodes of school violence, a nd high dropout r ates . Loca l public 
school and community leaders fe e l fru str ate d because the 
university remains steadfa s t in the type of program it offers and 
the school district cannot find q ualified princip a ls to lea d their 
schoo ls . 

Situation Two 

State Unive rsity offe r s a prog r am to t rain coun se lor s for work in 
school s and other socia l age ncies . The program meets the needs 
of the community. Th e sta nd a rd s a dopted by the faculty conform 
to the highe st s t a nd a rd s set by nation a l orga nization s. The 
faculty have a recognize d curriculum although they operate with 
minimal academic standa rds . During t he past five yea r s, no 
student failed any course a nd more than nin ety percent of all 
student grades were 'A's .' These students graduate from the 
university as certified co un se lors. They eve ntua lly work in the 
community . 

In the fir s t case, pro gra m integrity is lackin g s ince the 
progra m do es not a ddress th e nee d s of the com munity. The 
program a ddre sses the overa ll requirements of the state 
e ducation agency a nd u ses this as a rationalization t h at it is 
addressing stude nt nee d s. P rogram inte grity r equi res movement 
beyond basic requirem e nt s a nd identification of th e co mmunity's 
imm ediate nee ds . It r eq uires collaborat ion betw ee n the university 
and community so that the needs of the community are m et 
without the university s urre nd ering its autonomy . 

In the second case , bo t h program a nd sta nd ards m eet t h e 
r e quire ments for integri ty. Ye t, faculty m e mb e r s fail to m a inta in 
pro gra m integrity . This is a n a logous to the manufacturer of 
s urgic a l tool s who uses the highest qu a lity r aw m ate ri a ls, 
m a in ta in s t h e highest sta nd a r ds for manufac turin g, and fails to 
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hold workers responsible for making quality surgical 
instruments. The result is that the surgeon in the operating room 
has an inferior product when operating on the patient . We see 
this in the second case where graduates from the university work 
as counselors in the community . There is no guarantee that any 
of these counselors are ready t o work within the community and 
provide quality service base d on community expecta tions . Hence , 
there is no program integrity . 

Connecting the Three Perspectives of Integrity 
Each scenario finds its inspiration in a set of university 
expectations lacking integrity , a set of programs complicit in 
those expectations, and a set of facu lty within those universities 
who lack integrity by failing to reflect on how ingrained systemic 
behavior perpetuates a s et of questionable ethics devoid of 
integrity. Thus , it s e e m s tha t organiza tiona l integrity as 
witnessed in actions driven by governing beliefs and va lues , 
exists in a larger context , s ubj ect to multiple interpretations. For 
us , this raises the qu estion: How do we , in the university, move 
beyond perspective and respond to the web of identities and 
relationships from which integrity-based stimuli emerge? 

It is easy to identify the lack of integrity. It is more difficult 
to discover people and organizations that consistently exemplify 
integrity. Yet, there is the constant demand for higher leve ls of 
integrity of public ins titution s and those who serve in public 
institutions. This call to higher levels of integrity is no less than 
that demanded of private sector organizations . 

The mission of public institutions and their members should 
be to promote policies and practices that encourage, mandate, and 
monitor integrity. It is the individual efforts of each member of 
the organization to create and sustain organizational integrity. 
When the organizational climate is such that it does not promote 
integrity, the chances increase that the occurrence of integrity 
will be rare. Even in these climates , however, integrity finds ways 
to express i tself. Professors and administrators, with great risk 
to careers , find the courage to challenge exis ting practices. There 
is a path out of this dilemma. This path concentrates on 
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organizatio n a l awareness and t h e creation of environmental 
integrity. 

Environmental Integrity 
E n vironmenta l integrity begins b y making integri ty a primary 
uni versity purpose . Because t h e university h as a basic reflective 
nature, it creates a nd s u stain s a deep conversation amo n g its 
m e mb e r s as to wh a t i t m ea ns to be dedicate d to organizational 
in tegrity. In a sense, the un iversity becomes k ee nl y a w a re of its 
espou se d theory , its be liefs a nd values , a nd the link s of the 
es pou se d theory to its t h eories -in-use (Argyris, 1999). 
Conversa tions regarding es poused theories a nd theories -in-use 
nee d to t a ke place t hrou ghout t he universi ty. These co nversations 
lea d to greater facu lty a nd a dministrator dia logue r ega rding the 
pl ace of t h e unive r s ity in t h e gr eate r context of t h e community. 

Defining Values 
It i s esse ntial for fac ul ty a nd administrators to d efine values 
inh e r e nt within t h e univer ·ity a nd within the fac ulty' s practice. 
This form of value cla rification is institutional , programmatic , 
a nd pe rson a l. The ide n tificatio n of s h ared values at the 
orga nizatio n a l leve l link s members within the univ ersity to each 
other . Th e ide n t ification of programmatic value creates a n 
aware ness of t h e r e lat ion s hip of univ ersity to the community a nd 
th e faculty member 's place in deliverin g the progra m . The 
ide ntificatio n of pe r so n a l va lues m akes one more a wa r e of how h e 
or s h e is s upposed to act. This reflective s t e p links espo used 
t h eo ries to theories-in-use. 

Establishing Standards for Teaching, Research, and 
Service 
Environmenta l integrity linked to a core set of value s e ncourage s 
the establishment of stan d a rds for teaching, r esea rch , and 
serv ice. These standards are consistent with t h e d e m a nds of the 
professio n , commitment to the scholarly n ature of the university , 
a nd mindful of the n eeds of t h e co mmunity . It m ay be that the 
university has to re cog nize that faculty can and s hould have 
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differe nt ro les. For examp le , so me fac ul ty are prim a rily teach ers 
and others primarily r esearchers. The unive r sity must r e view its 
policies of reward so that these policies promote integrity a nd 
achieve m e nt. Both integrity a nd achievement can be mutually 
inclusive eve nt s. 

Linking Integrity to University Policies 
Barriers to integrity exist at a ll leve ls in all or ga nization s . Often 
t h ese barrie r s burrow t h e m se lves in policies t h at met a nee d in 
one context bu t a re in a pplica ble to new co n texts. These policie s , 
for exa mple , may dea l with merit pay , fac ulty eva luation by 
stude nts, or griev a nces. Wherever a policy exists that e ncourages 
a facu lty member , a dministra tor , s tudent, or staff m ember to act 
without integrity t h e univ er s ity a nd it s m embers must consider 
t h e e limin ation or a l teration of t h e policy. 

Seeking Feedback Regarding Integrity 
Any commitme nt to organizationa l in tegrity requ ire s t h at t h e 
university co n struct m ech a nis m s for hon e s t an d direct feedback. 
Many public organizations h ave formal unit s t h at seek feedb ack 
regarding progra m inte grity. T h e university n ee d s to co n struct a 
s imilar classification to determine the via bility of each program 
a nd measu re compliance to the socia l con tract th e university has 
with t h e commu nity . This alig nm ent is central to integrity and 
r e lates directly t o t h e university' s surviv a l. Attaining integrity is 
the work of each m e mb er of t h e univers i ty . To act with inte grity 
ta k es a pe r s on a l act of courage by each m e mb er . It often r e quires 
t h e m e mber to act a lone , to risk career opportuni ties , a nd to 
ch a lle n ge a uthority. 

Summary 
Integrity a lw ays s p ea ks to whole ne ss; it do es no t embrace 
fr agmentation. As s u ch, it exists prim a rily as t h e relationship 
that each m e mb er of the university h as with each other , the 
unive r s ity , and community . In tegrity is t h e relationship between 
the people and their ch ose n lea der s. This in teg rity -driven 
re lat ion s hip is built on mutual trust and commitment in 
solida rity. In es se n ce , the integrity of the university r es ts in the 
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in tegrity of i ts administrators , fac ulty, a nd staff. It relies on 
m e mbers within th e unive r sity to refrain from a cting in 
protective se l f-interes ts and to see k ge n erative ways to operate 
inclus ive ly to benefit of t h e e ntire community. Maslow (1971) 
s poke a bout t h e n eed to b a lance a utonomy with h omonomy or the 
st ru gg le to b a lance one's ego nee d s an d to involve oth er people in 
one 's life . This balance is true in t h e se lf- actualized pers on and it 
is true in t h e se lf-actualiz e d organization . The self-act u alize d 
orga nization , by definition , u sta ins orga nizat iona l integrity 
th r ou gh its people , program s, policies , and s tructure. 
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