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Chapter VII

NEWTON UNIVERSITY

oN a

INTRODUCTION

Similarities and contrasts with theprevious two sites

are evident in this third case study. The chapter overview

describes the institutional setting and introduces the major

themes in the case. As in the previous cases, a statistical

assessment of progress for women faculty is provided, fol-

lowed by a summary of factors identified by interviewees as

influential in creating change for women.

The role and nature of institutional leadership, fed-

eral intervention, and interest group activity are

described, along with structural and environmental influ-

ences on policy adoption and implementation. Finally, the

specific strategies used to implement affirmative action at

Newton University are delineated.

OVERVIEW

Background on Newton University

Newton University is one of the nation's premier pri-

vate research universities. Just over half of its 9500 stu-

dents are enrolled in graduate programs. The curriculum is

heavily oriented toward science and technology: in 1981-82,
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58% of the students were in engineering and another 239% were

majoring in the sciences. The University's emphasis on

excellence is reflected in the opening paragraph of their

1981 Affirmative Action Plan:

For more than a century, Newton University has
been a focal point of excellence and progress in
science and technology. It has been a place where
people with exceptional talents and with rare
gifts of intellect have gathered to work, to
explore, to learn, and to teach. Through the
accomplishments of its faculty, students, staff,
and alumni, the University has made significant
contributions to the advancement of knowledge and
to the betterment of society. (p. 2)

Sponsored research, funded by the federal government

and increasingly by industry, accounts for 609% of the Uni-

versity budget, on and off campus, and has a direct impact

on nearly every aspect of life at the University. For

instance, many faculty members see themselves as research

"entrepreneurs" managing a small, medium, or even large-

sized ‘company within the context of the University. Manage-

ment of large programs enhances the faculty member's auton-

omy and alters the balance of power between faculty members

and administrators. Recent changes in direction of federal

research priorities and changes in federal reimbursement

patterns have had negative consequences for the institution,

resulting in personnel cuts and the imposition of stronger

fiscal controls.
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Affirmative action for students and faculty at Newton

University rests on the assumption that exceptional intel-

lect 1s in short supply and that large segments of the popu-

lation cannot be overlooked in the search for and develop-

ment of scientific talent. Thus the moral commitment made

to affirmative action principles was consistent with its

educational mission.

Newton University has been coeducational for more than

a century. Its first female graduate completed a degree in

chemistry in 1873 and made extraordinary contributions in

several fields during her career. Despite the stellar

achievements of Newton's early women graduates, the Univer-

sity was often thought to be all-male. Indeed, for decades

women were nearly invisible, dropping from 6% in 1895 to one

or two percent of the student body between 1919 and 1960.

One reason for the small number of women admitted was the

maintenance of an annual admissions quota corresponding to

the number of beds available to entering women in a nearby

rooming house. Standards for admission were higher for

women than men, and only those women living nearby or having

male relatives at the institution seemed to know that women

were even permitted to apply.

Events of the late 50s and the 1960s changed much of

this. At that point, University officials were considering
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two options: either to increase significantly the number of

women students to improve their morale and retention rate,

or to stop admitting women altogether. A wealthy female

graduate from the class of 1904 was surprised to learn that

the low numbers were more a reflection of available bedspace

than female interest in the sciences. Her gift of a dormi-

tory for women, announced in 1960, tipped the scales in

favor of expanding the number of women and working to make

the environment more conducive to female achievement. This

is one of several instances where financial contributions

from women have had a direct and positive impact on opportu-

nities for other women to participate in the University.

The first section of the dormitory opened in 1963 and a

second section opened several years later. Female enroll-

ments increased along with bedspace. However, the greatest

increase was to occur after 1971 when the institution

finally began considering male and female applicants on an

equal basis. In 1971-72, women comprised 109% of undergradu-

ates and 8Y% of the graduate students. Vigorous recruiting

efforts increased considerably the number and percentage of

women students. In 1981-82, 21% of the undergraduates and

18% of the graduate students were women. The entering class

in 1981 was 25% female. Although Newton has been at least

nominally coeducational for most of its existence, this
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recent increase in female enrollments has substantially

transformed the student body.

Major Themes in the Case

A threat to withhold federal funds was the mobilizing

force for development of the first "modern" affirmative

action plan at Newton University. Given the University's

dependence on federal funds, the national climate in the

early 70s, and personal convictions, administrators made a

decision to respond within the 30-day deadline. They pro-

duced an extensive document which included hiring goals for

the multiplicity of departments and laboratories at the Uni

versity. The commitment to affirmative action was suffi-

ciently strong that additional government pressure was

rarely needed to sustain implementation efforts.

In large part, Newton's committed leadership was

responsible for implementation of the plan. The past Presi-

dent was very influential, but AA received strong support

and additional leadership from the Chancellor, and several

deans, department and laboratory heads. These senior offi-

cers were morally committed to AA and set clear expectations

for progress. Staff roles were created to deal with AA con-

cerns and strong support provided for their activities.
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Women played a substantial role in increasing their own

numbers and status by effectively articulating their con-

cerns to male administrators and by supporting the entry and

success of new women in the system. Leadership of a few

outstanding senior women was crucial to the organizing

effort and in lending credibility to women's demands. The

"women's voice" at Newton has represented the interests and

needs of women in all roles--as students, faculty, staff,

administrators, researchers, and wives.

The nature and identity of this institution may have

also favored affirmative action implementation. Rational

decision making and systematic approaches to remediation may

have met with greater acceptance due to the objective orien-

tation of faculty and administrators. The University's rep-

atation as a first-rate institution which seeks to "design

the future" was a motivation to be as much a leader in

affirmative action as in numerous other areas.

AA RESULTS: FACULTY COMPOSITION AT NEWTON UNIVERSITY

How much change has occurred for women faculty at New-

ton University? Newton considers its record in hiring and

promoting women in nontraditional disciplines as 'one of the

least bad' when compared to institutions of similar prestige

and orientation. Given the historically low level of female
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participation in the sciences and engineering, what does a

relatively "good" record look like for one of these institu-

tions?

Data on the representation of women on the faculty are

presented in Tables 14 and 15. The aggregate change in the

number and percentage of women in the three major faculty

ranks during the decade is shown in Table 14. Table 15 is

used to compare the 1980 proportion of women with the 1970

starting point for each school within the University.

There were only 17 women on the faculty in 1970, less

than 29% of the total. By 1980, the number had grown to 85

and the percentage increased to 8.89%. The data in Table 15

suggest that the largest number of women are concentrated in

the Humanities department, but in fact, more significant

progress has been made in disciplines where the availability

of women doctorates is very low. Engineering has retained

the two women it had in 1970 and added 11 more. The Sci-

ences report 15 additional women, including six in physics.

Management went from zero to seven women. Five women had

tenure in 1972 (Note 7); 42 women had tenure in Fall 1982

(Note 8). An internal analysis shows that faculty women and

men have been, on the average, promoted in equal propor-

ions



TABLE 14

Number and Percent Women by Rank at Newton University for Selected Years

Total No. Total No.

Rank_ Faculty Women(7%) Faculty Women(Z

Full 458 4 (1%) 456 8 (2%)

Associate 256 ~ (27 7° 6 (57)

233 3 (7

Total No. Total No.

Faculty Women(Z%) Faculty Women (%)
521 11 (2%) 507 19 (4%)

220 30 (14%) 235 33 (14%)

185 32 (17%) 218 33 (15%)

no rank

break-

9 (47%)

904 23 (3%) 946 45 (5%) 926 73 (8%) 960 85 (9%)Total 947 17 (27)
1s

\C
J

Source: Affirmative Action Plans for 1973, 1974, 1976, 1978, and 1981, Newton University
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TABLE 15

Number and Percent Women on Faculty by School, Newton University
1970 and 1980

1970 1980
Total Number Total Number

Faculty* Women (7%) Faculty Women (%)
54 4 (7%) 75 10 (13%)

School

Architecture, All depts.

Jumanities &amp; Social Sciences

All departments
Economics
Humanities

Linguistics &amp; Philos
Political Science

Psychology
Sci, Tech, &amp; Society

“31
22
£1

A
/

8 (6%)
0 (0%)
3 (5%)
2 (142)
y (117%)
J (0%)

182 41 (23%)
29 2 (7%)
75 25 (33%)
24 4 (17%)
27 5 (19%)
12 3 (25%)

: 2 (14%)

83 7 (8%)

’

Business, All departments 63 0 (0%)

Engineering
All departments
Aero &amp; Astro
Chemical
Civil

Electrical &amp; Comp Sci
Mechanical
Matls Sci
Ocean
Nuclear

370
51
26
53

113
7
2

13
20

2 (1%)
1 (2%)
0 (0%)
0 (0%)
+ (1%)

0 (0%)
J (07%)
v (0%)
0 (0%)

397
48
27
49

108
64
40
26
27

13 (3%)
1 (2%)
0 (0%)
2 (47)
5 (5%)
2 (3%)
1 (3%)
1 (4%)
1 (47%)

Sciences, All departments
Biology
Chemistry
Earth Science
Math

Meteorology
Nutrition &amp; Food Sci

Physics

294
*4
36
22
57
12
32

101

3 (1%)
1 (3%)
0 (0%)
0 (0%)
0 (0%)
0 (0%)
1 (3%)
1 (1%)

306
40
32
27
66
17
31
93

18 (6%)
4 (10%)
1 (3%)
0 (0%)
5 (8%)
0 (0%)
2 (6%)
6 (6%)

*Numbers include the ranks of Asst., Assoc., and Full professor.

Source: Annual printouts, Equal Opportunity Office, Newton University
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Despite this picture of considerable progress, serious

concern remains over the grooming of women graduate students

for future faculty positions. Some departments at Newton

have made a practice of hiring their own graduates, espe-

cially in those fields where it is the clear innovator.

According to some interviewees, equity will only be achieved

when Newton begins hiring its own bright female graduates as

often as it hires its male graduates:

[ guess that would be a great relief on my part to
see that we were appointing our own female gradu-

ate students into faculty positions. It has just
nappened so seldom. I would feel just so relieved
if I saw that pattern emerging. There are some,
and I don't want to say that it has never hap-
pened, but it just is not a normal occurrence as
it is with men.

FACTORS CITED

Eighteen faculty and administrators were interviewed

during the week-long visit to Newton University in Fall

1982. Titles and affiliations of those people interviewed

are listed in Table 16.

As in the previous two cases, the consistency of

responses was striking. Two major factors were repeatedly

identified by interviewees; a variety of other factors were

mentioned as playing supporting roles.

Seventeen of the eighteen interviewees cited directly

he commitment and leadership of top administrators as a
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TABLE 16

Title and Affiliation of Newton University Interviewees

University Administrators

Executive Assistant to the
President

Special Assistant to the
President

Vice President of Administration

and Equal Opportunity Officer
Assistant Equal Opportunity

Officer
Director of Personnel

director, Academic and Staff
Records (former Assistant
£qual Opportunity Officer)

Manager, Personnel Services
Associate Director, Financial

Aid

Faculty

Assistant Professor, Writing Program
Full Professor, School of Management
Associate Professor, Humanities
Assistant Professor, Nuclear

Engineering
Professor, Aerospace Engineering
Professor and Director, Center

for Materials Science

School and Department Administration

Head, Physics
Dean, School of Humanities &amp;

Social Sciences

Alumnae Affairs

Class President, 1974
President, Alumnae Association
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crucial factor in achieving what success the University has

had in hiring and promoting women faculty. The past and

current Presidents were most frequently identified. The

staff hired to deal with AA concerns was viewed as evidence

of this leadership commitment. One of these staff members

was described as especially effective in improving condi-

tions for women over the last decade.

Fourteen interviewees cited the role of women them-

selves in creating positive change at the institution. This

factor has many facets, including the effectiveness and

cohesiveness of women's groups, the exceptional competence

and leadership of a few senior women, and the support women

provided to other women.

The objective orientation of the University and its

reputation as one of the "world's best" facilitated AA

implementation according to four interviewees. Good faith

efforts on the part of many on campus were cited by four

people--a handful of deans, department and laboratory heads

were especially important. Federal government leverage was

cited by three. The dramatic increase in the number of

women students had a positive effect according to three peo-

ple. Particular strategies used to implement AA (e.qg.,

applying equal standards to men and women, taking an

"across-the-board" approach to AA, involving the Presidents
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wives, fostering mentor relationships, and using "visiting

committees") were cited by one person each.

The major factors and their most important dimensions

are listed in Table 17.

SOURCE AND NATURE OF INSTITUTIONAL LEADERSHIP FOR AA

Strong leadership was a vital part of Newton's affirma-

tive action implementation efforts. Two administrators were

identified by many interviewees as especially influential:

the past President, Harold Cohen and the past-Chancellor and

current President, Tom Carrington. The past Provost was

also cited as playing an effective role in AA implementa-

tion. This team was in place throughout most of the 1970s.

One (factor) is very strong leadership from the
top, from the President ... Certainly with Cohen
and Carrington, it became a very conscious direc-
tion. So there was just a very clear commitment
from the President that these were important
issues. Without that, you would get almost
nowhere. -

Those two guys (Cohen and Carrington) certainly
had commitment. I think that colored the atti-
tudes of this place ... AA was practiced. They
made it attractive. They gave inducements to
departments to hire women, where good women candi-
dates could be found.

I think the single most important factor that
affected Newton was presidential support. You
can't do anything in the world at a university
unless the president of a university really will
take the initiative. And its president and prov-
ost. It's got to be the support of the top admin-
istration especially in the early stages. I think
that's the single most important thing.
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TABLE 17

Factors Cited by Newton University Interviewees

Leadership and commitment from top administrators

A.
B.

C.

Leaders were personally committed, powerful, and competent.
Staff positions were created to deal with AA concerns.
Centralized management structure facilitated implementation.

[T. Influence of campus women

A.
B.

C.

J.

A
|

Cy

Leadership of a few senior women was crucial.

Women (in many roles on campus) worked well together.
Women have effectively presented their concerns to
administrators.
Women have helped other women, e.g. assisted entry and
socialization of new women faculty, pushed for equal
access admissions and equal treatment for women students,
recruited new female colleagues, and raised funds for more
women to participate at the University.
High quality of women faculty and students facilitated
acceptance.

[1I. Nature of the Institution

A

RB

Institution sees itself as leader with worldwide reputation --

it sets high standards for those goals it chooses to accomplish
and does not want to risk being known as a place that dis-

criminates.
Predominance of scientific and technical disciplines affects
their approach to decision making; objective orientation
is highly valued.

[V. Good faith efforts on the part of many at the institution

facilitated implementation.

J

JT

Increase in number and high quality of female students gave
visibility and legitimacy to women's issues.

Federal government leverage provided the impetus to develop an
AA program.
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These administrators were referred to in a collective

sense as "a group of powerful senior white males" who, along

with a very few department heads and faculty members, were

the "trendsetters, movers, and shakers" at Newton. They

"made it very clear that they intended to make a difference

and to set the example for the Colleges."

The power held by these leaders emanated from their

reputations as scholars and scientists as well as the formal

authority vested in their positions:

[ have some other ideas about why things have
worked here. One of them depends heavily on the
top ... Those guys (the past and current Presi-
dents, and past and current Provosts) are, their
personal stature in this community is hard to cal-
ibrate to any other university... These guys are
very tough, very able, very courageous, and no one
at Newton can patronize them ... The leadership of
people like them, where they choose to exercise it
in this arena, is really extraordinary.

Leadership for affirmative action was exercised in sev-

eral ways: effective substructures were created to deal

with AA issues; a centralized management structure facili-

tated monitoring and implementation; and AA goals were given

visibility and priority.

The last of these strategies is a familiar one. Fre-

quent public statements about the importance of diversity

and institutional commitments to AA, along with assessments

of their progress and problems, were used to give visibility

to AA efforts.
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The creation of staff positions to deal with

affirmative action issues has been vitally important to New-

ton's progress. Two Special Assistants to the President,

one white female and one minority male, were appointed to

handle grievances and to facilitate the integration of women

and minorities at every level of the University. Additional

staff members handle compliance, record-keeping, and moni-

toring aspects of the Plan. These roles and the effective-

ness of the individuals within them reflect the commitment

of top administrators to AA implementation:

Probably number one on your list should be the
appointment of a presidential assistant for
women's issues ... That was a sign. When I talked

about presidential leadership, I mean they staffed
up to be aware of and to deal with these concerns.

Another sign, I think, of presidential leadership
is the fact that the Equal Opportunity Officer for
Newton is a senior officer. It is not a function
that is shifted off to Personnel, or some area of
the University that faculty regard as more periph-
eral. It's kept close in to the senior officers.

Newton's centralized management structure was also

thought to facilitate implementation. A set of 22 senior

operating managers (Vice Presidents, Deans, President, Prov-

ost and Associate Provosts, Library Director, and Chairman

of the Faculty) meet weekly to discuss major policy issues,

budgeting levels and priorities, significant organizational

changes, and major appointments. The regularity of their

meetings and the nature of their positions meant that AA
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issues could be discussed promptly and decisions dissemi-

nated in the same manner as other major issues. The Council

was a forum for arriving at a consensus on AA policy and

direction.

The highly centralized management structure of
Newton was conducive to it. That makes it very
easy to get decisions brought (up for discussion)
and quickly resolved. If a serious problem
arises, it is known very quickly. - When we decided
that we really better think about the commitment
and get moving on it, it was very easy to mobilize
resources.

The Council has had a specific responsibility in moni-

toring all faculty and staff appointments. Recommendations

for faculty appointments are brought to the Council along

with a description of special recruiting efforts to locate

gualified women and blacks. Their approval must be gained

before an offer can be extended.

While these formal mechanisms were essential aspects of

Newton's implementation efforts, the personal behavior and

values of University leaders were equally visible and under-

scored the seriousness of their intent. The past and cur-

rent Presidents were described as not tolerating sexist

and/or malicious behavior and they have each appointed very

able, feminist, senior women managers, who in turn play an

important role. In addition, the wives of the past and cur-

rent President actively participate in the women's activi-

ties on campus. Their views and efforts in support of
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women's advancement have both direct and indirect positive

effects on women at the University.

Thus, in this third case, leadership of top administra-

tors once again plays a crucial role. At Newton, this lead-

ership was provided by the President and a cadre of commit-

ted officers of the University. They developed effective

formal and informal mechanisms to support AA implementation

and lent their personal credibility to the issue.

NATURE AND EXTENT OF FEDERAL INVOLVEMENT

Government intervention has had positive and negative

effects at Newton. Revised Order 4 and a threatening letter

jolted administrators into action in 1971, but more recent

interventions have been counterproductive according to

interviewees who had contact with federal investigators.

The development of the first plan was a memorable

sequence of events for those who were involved:

[ have to tell you that the first affirmative
action ... plan that Newton put together, was put
together in 29 days in 1971 or 1972, under the gun
that millions of dollars in federal support were
yoing to be cut off if we didn't.

We received a letter that said we had the rest
of the month to show cause why we shouldn't have a
plan (with) goals and timetables. I recall work-
ing 27 or 29 days just flat out, nothing else.
And we came out with 82 plans for the whole
place--82 departmental plans. Don't even ask how.
(At the end of the month), Carrington, Rice, and 1
took a cab--to the Federal Building with huge
books. But they didn't seem to care: thev had a
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lot of paper. Lo and behold, about one month
later we were told it was a model plan and they
wanted to show it to others. We did it the Newton

way.

While HEW was the "2 by 4" that brought affirmative

action issues to the top of the administrative agenda, fur-

ther intervention appears to have had little positive effect

on the implementation process. Administrators were highly

critical of federal investigators, especially those from the

Office of Federal Contract Compliance in the Department of

Labor, whose understanding of higher education was judged

minimal at best. Although the continued federal requirement

of affirmative action was viewed as essential, the reality

of federal enforcement practices left much to be desired:

We had pretty good relationships with HEW when
they became part of Department of Education. For
a while they had responsibility for us. Then we
switched to the Department of Labor about four
years ago I guess. And since then the reviews
have been really cursory reviews. Most of the
people there have been dealing with private indus-
try and they really didn't know much about univer-
sities and still do not actually. We really don't
axpect, and haven't been receiving for the last 3
or 4 years, any great assistance, or any real
close scrutiny. That's one of the problems of all
of our agencies now, that they are not really
staffed or equipped to do it and where they are
staffed they are not very good at all and that's
outting it mildly.

[t is helpful for them not coming in. When they
come in and do a review now, it is detrimental to
the effort. You are afraid to let them out in the

departments to talk to somebody because they give
people ammunition to say, "Why are we doing this?"
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Newton has not had any formal complaints of sex dis-

crimination affirmed by federal agencies or the courts.

Complaints have generally been resolved through the Univer-

3ity's formal or informal grievance procedures.

In this case, federal intervention had a positive

effect on the decision to adopt comply with the federal man-

date. It was the catalyst which brought affirmative action

to the attention of administrators. Further direct inter-

vention has been all but unnecessary to sustain the imple-

mentation process once administrative commitment was

assured.

NATURE AND EXTENT OF COALITION GROUP ACTIVITY ON BEHALF OF
WOMEN FACULTY

Both male and female interviewees at Newton cited the

important role women played in improving their own status.

The handful of women faculty on campus during the 60s and

carly 70s were an extraordinary group with visibility and

influence far beyond their tiny numbers. Just how did women

work to create change within the system? This section pro-

vides a brief look at the history of women's organizing

2fforts, then describes those aspects of feminist activism

“hat interviewees felt had enhanced their success.
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Early Organizing Efforts

The formation of the Women's Forum is a well-documented

event. Two female faculty members organized a study/discus-

sion group for the independent activity period in January

1972. Their idea was to focus on problems of women stu-

dents. Notices of the planned activity were posted around

campus, but the word "students" was inadvertently omitted.

The response at the first and subsequent sessions was over-

whelming. Meetings were attended by women students, secre-

taries, technicians, faculty, researchers, and a few wives

of students and faculty who wanted to talk about what it

meant to be a woman at male-dominated Newton University.

The group met throughout January and into the spring

term to consider a wide range of issues relating to the

lives of women at Newton. A position paper was eventually

hammered out with recommendations for the administration.

We were really dealing with a situation we per-
ceived as rather serious and which the University
itself perceived as rather serious. I don't think
che University really knew how to respond in an
administrative way to the concerns of women ... I

think they were more than willing to have a group
&gt;f people give some thought to this and the fact
“hat would could get a large and diverse group of
women to agree on something--you are talking about
all the way from secretaries to faculty to stu-
dents, you're talking about an extremely broad
constituency. They had very little else in com-
mon, except that they happened to be women. I
think as a result of getting that agreement from
that community, this proposal became legitimized
in that sense. It wasn't just a random proposal.
{t had legitimacy in the sense that it had been a
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compromise proposal with women who had a variety
of relationships to the University.

The proposal called for the appointment of two women.

One was to be a high-level administrator whose responsibili-

ties would be primarily but not exclusively women's affairs.

The second woman was to be an assistant to the President and

Chancellor "whose primary responsibility will be to act as

an advocate for women with respect to employment practices

and personnel matters." Two appointments were made: Jane

Jacobs as Dean of Students in 1972 and Ann Jamison as Spe-

cial Assistant to the President for Women and Work in 1973.

The Women's Forum has continued as an effective women's

organization, but numerous other groups have been formed to

represent women in a variety of roles. Twenty or more cam-

pus women's groups are currently represented on an advisory

board which meets monthly with Dr. Jamison. She has been

especially helpful in maintaining links between these groups

and helping them define and work on common issues.

Sources of Power and Legitimacy

A handful of senior women were widely regarded by

interviewees as deserving much of the credit for advancing

women's issues on campus. Faculty women hired during the

/0s were joining a small but exceptional group of women

already on campus.
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We did have the advantage of starting from
somewhere. We did have in the sciences, some very
good women, who were in a position to provide a
degree of leadership, continuity, and professional
standards, things that matter ... It really did
matter that there were people around already who
were well-established.

In addition to the role these women played within spe-

cific organizations, they influenced events and policies of

importance to women faculty and students through their

involvement on special and regular committees. They pushed

for change on behalf of women in multiple forums and action

followed them to some degree.

These women had the clout and autonomy shared by senior

male faculty who had succeeded in the highly competitive

anvironment at Newton.

With this background (as faculty entrepreneurs) we
can go to the administration and say X, Y, &amp; 2,
and if we have a good case we expect them to lis-
ten to us and make the changes. Whether we are
men or women, all of us are operating ... "big

pucks", that is professors are managing large pro-
grams ... we had a totally different level of

autonomy from ... professors (at other univer-
sities) and it creates quite a different relation
with the administration. So now what does this
have to do with the women's issue? When the women

faculty here decided they wanted to do something,
we put our act together, we documented what we

wanted and why, we presented it and we always got
it. And there's not much of a hassle. As a mat-

ter of fact, I am always amazed because we get
more than I ever expect that we will. In every
case where we have asked for something, we've not
got less, we've got more than I thought we could,
or even should get.
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Women's demands were considered more legitimate by some

because they represented the views of a wide variety of con-

stituencies:

To the extent that we have achieved sort of a suc-

cess at Newton with respect to women's issues, it
is because we have never allowed splinter groups
to develop. We have always tried to define what
we were doing in such a way that it included
everybody. So that when the Board of Trustees, or
the President, or anybody is looking for the
women's views, or the voice of women, or who
speaks for women students, we have to make sure
that our views are broad enough, that everybody
feels included ...

Power and legitimacy for coalition groups working on

behalf of women were enhanced by the status and competence

of the leaders, the broad representation of women included

in their deliberations, and their effective presentation of

concerns.

Feminist Philanthropy

Women students and faculty at Newton have directly ben-

efitted from feminist philanthropy--large sums of money

given to the University for the explicit purpose of bringing

more women to campus. The gift of a women's dormitory in

the early 60s was the beginning of a substantial increase in

the female student body. An endowed chair funded in the

mid-60s to bring in a female faculty member at the senior

level also had a substantial impact. The endowment was used
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for several years to bring in established women scientists

and to have them interact with women students and male fac-

ulty. In the late 60s, the chair was given permanently to a

female engineer whose subsequent leadership in the women's

community has been invaluable. During the 1970s, funds were

solicited for a second chair to honor Newton's first female

graduate. Once funded, the position stood vacant for three

years while administrators searched for a qualified woman.

Members of the faculty women's group, alumnae, and staff

were eventually responsible for locating and attracting a

computer specialist who begins in 1983. These positions are

especially important because they bring women in at the ten-

ured professor rank and provide funds for their salaries.

Although dollars from the general fund used for women's

advancement far exceed the total from these special gifts,

they have made a symbolic as well as practical contribution

to improving the status of women at Newton.

Creating a Supportive Environment

The faculty women's organization has also played a role

in socializing junior faculty and supporting its members.

Senior women continually share information about how Newton

works, what the expectations are for achieving tenure, and

how women can realistically evaluate and improve their own
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chances. On the other side, the women's faculty group has

worked with top administrators to develop a university-wide,

but individually-tailored mentoring program for junior fac-

alty.

Women at Newton have benefitted from their own efforts

to identify problems and create positive change. Their

effectiveness was enhanced by the leadership of several

highly-regarded senior women, an approach which incorporated

the concerns of a broad female constituency, and a respon-

sive administration. Their personal and financial contribu-

tions have resulted in greater numbers of women students and

faculty and an environment more conducive to women's growth

and achievement.

INFLUENCES FROM INSTITUTIONAL CLIMATE, STRUCTURE, OR
ENVIRONMENT

Institutional Identity

Two aspects of the University culture appear to have

facilitated affirmative action implementation. The first is

the University's reputation as a first rate institution and

leader in "designing the future." Being "one of the best"

necessarily means setting and achieving exceptionally high

standards in those areas the University chooses to pursue

This has helped create high expectations for affirmative

action performance as well as other areas. While interview-
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ces were proud of the success they have had in hiring women

faculty, they are disappointed that results fall short of

expectations. One administrator suggested that they were

not going to win any "Nobels" in affirmative action, but

that level of achievement should be their goal.

In addition, the University did not want to be known as

a place which discriminates against women and minorities,

reputation which would jeopardize their self- and public

image.

3

Interest in being top-notch. They really have a
vision of it being an excellent institution.
That's very important for them ... It is quite
clear to be top-notch you have to be impeccable--
-not open to suits. So I think one of the main
reasons is, from the point of view of Newton's
self-interest, you can't afford to discriminate
against women....This was particularly incumbent
on them because of Newton's reputation and stereo-
type of being a nonfemale place.

The objective orientation of the institution may have

facilitated AA implementation as well. One manifestation of

their orientation was the willingness to treat affirmative

action as a problem with a solution. The engineering men-

tality, claimed one interviewee, meant AA was approached

like any other problem by "putting a stick against the dam,"

"adding a brick," or tinkering with the mechanism until it

did what it was supposed to do. Others suggested frequent

and radical changes in scientific disciplines made them more

open to change of another sort and that experimentation was

considered a viable management approach:
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It could be part of the make-up of this place with
engineers and scientists traditionally who are
less interested in sitting around and talking
about a lot of things. Given a direction, they'll
say "Well it's an experiment, let's try to imple-
ment it." We got very little faculty resistance
for many of the things we're doing ... Generally
it was very easy to mobilize.

In addition, an objective, data-driven mindset helped

some women achieve acceptance at Newton because the quality

of their work could not be denied.

Another thing that matters a lot here is the
objective orientation of the place. It is very
hard to overlook a woman who is a first-class

bridge builder or theoretician, because the cri-
teria for rating her are objective in science and
engineering.

Other Factors

Newton's response to the increasing size and obvious

quality of its female student body was much like the respon-

ses of Denby College and CKSU. Increased visibility of

women students lent credibility to women's issues in general

on the campus and served as a supportive rationale for hir-

ing more women faculty.

While leadership was crucial, progress was also depen-

dent on the good faith efforts of those on campus who served

on search committees and who worked to make change happen in

their own departments.

I think it also ... requires a community ... that

on the whole accepts these ideas and subscribes to
the values. And I think it is only fair to say
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that Newton would not have made the progress it
has made in the past decade if there were not a
readiness to accept the philosophies and ideas,
the liberal ideas behind affirmative action/equal
access for education. Nothing would have happened
here, even the top could not have brought that off
without a kind of general awareness of the right-
ness of these policies.

SPECIFIC STRATEGIES TO IMPLEMENT AFFIRMATIVE ACTION AT
NEWTON UNIVERSITY |

The Affirmative Action Structure

A Vice President is the designated Affirmative Action

Officer. An Assistant Equal Opportunity Officer works

full-time on preparing, auditing and monitoring the Plan;

providing resources and assistance for equal opportunity

efforts around campus; listening to grievances; monitoring

the search process for faculty and administrative appoint-

ments; and building networks. Incumbents have had responsi-

bility for compliance aspects of the AA program but have

shaped the job in accordance with their own interests and

skills.

Two Special Assistants to the President have played an

important role in affirmative action as internal ombudsmen

for the University. They are a commonly used informal chan-

nel, and a possible last step in the formal grievance proce-

dure. They handle a wide range of complaints and problems

from staff, students, faculty, and others, whether the com-
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plainant is minority or majority, male or female. The grie-

vance procedure itself is designed to allow a choice of lis-

tener and flexibility in tailoring an appropriate solution.

Potential barriers to communication between people of dif-

ferent races or gender are recognized and dealt with by pro-

viding multiple resource persons to handle problems:

People with concerns have, by design, many differ-
ent places to go. A black and/or a female person
with any kind of concern here could go to (the
Asst. Equal Opportunity Officer), could go to (one
of the Special Assistants), or could go up the
line structure attached to his or her employment,
or could go to Personnel, or in the case of a stu-

dent, could go through the Dean of Student Affairs
or through the academic department... There really
are a lot of places to find someone who looks like
you. And we encourage people to go to more than
one.

In addition to hearing grievances and fielding inquir-

ies of women (and men), Ann Jamison uses this information to

improve the collective treatment of women, minorities, and

men. For instance, a long-term concern has been developing

functional BenEoring relationships between senior and junior

faculty. She has spent considerable time working with and

persuading department heads about the importance of mentor-

ing by senior faculty. She coaches junior faculty on how to

seek out mentors for themselves and how to be mentors for

others. She has also tracked promotion and tenure processes

for junior faculty, worked with individuals to find grants

or locate helpful colleagues, and to develop an effective
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tenure dossier. As already noted, she meets with the

women's advisory board and keeps the President informed of

critical issues. Her published articles on these and simi-

lar topics have given national visibility to the problems of

subtle discrimination and the ways in which institutions can

deal effectively with them.

Several managers in Personnel provide some support for

AA through data management, training programs, and supervi-

sion of personnel services. All of the individuals above

meet regularly with the Vice President/AA Officer (this is

called the Equal Opportunity Staff Group) to coordinate

efforts and direction.

These individual administrative roles are supported by

two several major councils and committees. The Academic

Council, a policy making body composed of the senior admin-

istrators, considers alterations in AA policy and has a spe-

cific responsibility in approving appointments. The Equal

Opportunity Committee is headed by a faculty member

appointed by the President; it has chiefly worked on faculty

Lssues in recent years. Their function, however, is to

review, evaluate, and advise on the implementation of affir-

mative action.
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Faculty Recruitment

Two issues are addressed in this section--the "serious

search policy" and the long-term approach to faculty

recruitment.

Exhibit 8 contains the text of Newton University's

serious search policy.

There are several critical elements in the policy. The

first is a two-stage review of search committee efforts.

The search plan and final candidate selection must each be

approved before the position can be offered. Currently, the

Assistant Equal Opportunity Officer in the School and/or the

University reviews these plans in detail raising questions

and making suggestions as needed. TheSchool Councils and

the Academic Council review the material along with the EO

Officers' recommendations at their weekly meetings. A sec-

ond element of the policy is the insistence that an effec-

tive search requires more than open advertising; personal

contacts must be made. Third, one member of every search

committee is designated Equal Opportunity Representative

with responsibility for ensuring that an active search for

women and minorities is carried out.

The serious search policy, with review of decisions by

School and Academic Councils, has been in effect for a num-

ber of vears. Questions have been raised bv new members on
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The following are statements of policies bearing on affirma-
tive action which are included in Policies and Proce-
dures: A Guide for Faculty and Staff Members.

D-1. Affirmative Action
. . *®

Serious Search Policy
In furtherance of . commitment to affirmative action

in the employment of women and members of minority groups,
institute policy requires a thorough search of the relevant
employment market for qualified candidates, including
women and minority candidates, whenever underrepresenta-
tion is found to exist. For particular groups or positions, out-
lined below, approval of the Academic Council must be
obtained prior to making an offer of appointment. These posi-
tions include (1) salaried appointments for an academic year or
longer to the three faculty ranks (including visiting faculty)
and instructors, and (2) salaried full-time sponsored research
staff!” administrative and academic administrative staff,
library staff, or medical staff appointments with a term of one
year or more.

At the time a search is begun for a person to fill one of the
above positions, the department head or laboratory director
will forward to the appropriate Academic Council member a
statement of the qualifications being sought and the plan for
the search. Search plans must indicate the specific means by
which active efforts will be made to positively identify minor-
ity and women candidates. Such means are expected to go
beyond posting and advertising the availability of positions
and may include, but not be limited to, such active efforts as (1)
personal telephone and/or written contacts with colleagues or
other individuals or groups who can assist in locating candi-
dates; (2) visits by members of search committees to locations
where minority and/or women candidates may be contacted;
or (3) personal contact with minority and female colleagues at

Page 6. Affirmative Action Plan, June 10, 1981

professional gatherings. In cases involving a search commit-
tee, and especially for faculty appointments, the head of the
department should ensure that at least one member of the
committee is assigned the specific responsibility to see that an
active search is carried out. This responsibility as Equal
Dpportunity Representative may be assigned to the chair of
‘he committee, to a committee member other than the chair, or
.0 someone outside the committee who will serve ex-officio as a
nember of each search committee that is formed. In cases
where a search committee is not formed, the person having
najor responsibility for candidate evaluation will also serve as
‘he Equal Opportunity Representative for that search. The
head of the department will advise the Equal Opportunity
Representative and encourage exploration of ways to
strengthen the search process. Search plans forwarded to the
Academic Council should include the name of the Equal Oppor
-unity Representative. The Assistant Equal Opportunity Offic-
er will review search plans and, where appropriate, suggest
ways in which the search might be improved. If satisfied that
‘he qualifications are not unnecessarily restrictive and that
‘he search plan is appropriate to the position and the relevant
employment market, the Council member will review the pro-
posal with the Council. The search need not await Academic
Council approval to begin, but may be modified following the
Council review.

When the search is completed and the best qualified candi-
date is determined, after full consideration of the various can
jidates’ potential for growth and development (
Affirmative Action Policy, Section II, Item 6), the Academic
Council member should bring to the Council a recommenda-
‘ion for an offer of appointment, reporting that the approved
search plan was followed with detail as to the candidates gen-
erated and considered, method of evaluation, reasons for the
preferred choice and resumes of minority and women candi
lates who received serious consideration. This procedure
should be followed regardless of the race or sex of the proposed
candidate.

Ue
NO
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the Council as to whether there might not be a more effec-

tive way to accomplish their aims. The paperwork is burden-

some and the results too few. A new proposal for reviewing

appointments at the school-level rather than university-

level is now under consideration. The proposal has received

support from the Equal Opportunity Staff Group who see the

deans, if committed to progress, as better able to manipu-

late rewards and disincentives which may have a beneficial

effect on hiring outcomes. Accountability remains a concern

and a number of checks have been created, including a cen-

trally-reviewed log of personnel decisions.

The serious search policy has codified Newton's accumu-

lated experience in trying to attract women and/or minority

candidates in nontraditional fields. Personal contacts are

essential and the investment is expected to pay off only in

the long term:

[ think the goals are fairly meaningless. What's
more important is all the activities, all the real
activity that surrounds the hunt for a faculty
member or for a staff member. That has nothing to
do with goal setting. It is making contacts in
the right places, cultivating those contacts,
identifying people who are potential faculty mem-
bers early in their careers, keeping in touch with
them, cultivating an interest in Newton, following
through on the students who are here to encourage
them to continue their education at the graduate
level, and indeed making sure that they are ...

that the best ones stay here and beyond that, try-
ing to interest them in staying here in faculty
and research positions, becoming involved in the
various organizations of minority and female pro-
fessionals ... and I mean involved in a meaningful
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way so that recommendations flow out of that, out
&gt;f the contacts. Those are the things that really
make a difference in the hiring process. Not set-
ting down on paper some numbers that may or may
not mean anything...get four black faculty members
in the next two years ... that doesn't say any-
thing about the efforts that have gone on in
locating and cultivating those people and making
sure that they choose Newton from a variety of
places that may want them.

Incentives and Special Programs

Many of Newton's special efforts provide financial sup-

port for their long-term recruitment approach. Visiting

faculty, lecture series, and other temporary appointments

are used to bring minority and female scholars to campus for

short periods. The University funded five post-doctoral

positions for minorities and provided seed money for a very

successful black administrators conference. The target-of-

opportunity program was set up to assure departments which

identified an outstanding woman and/or minority that a slot

and/or additional money would be allocated to bring that

person in. The existence of these incentives symbolizes the

administration's willingness to provide risk capital:

Nhen it comes to this whole affair of affirmative
action for women and blacks ..., the thing that
counts is not some written-up plan. You need to
have some administrative support and that's been
very important to us ... You cannot manage any of

this without having that support. It's just not
possible. The reason for it is, you have a very
small pool and you therefore must gamble. People
will not gamble if they don't have money; gambling
costs. In part, that's been one of the things the
administration has been willing to do.
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The amount of general funds used to support affirmative

action activities of all kinds has been substantial. In

addition, the past and current President were responsible

for raising large sums of money to support AA-related pro-

grams. Special recruitment efforts for women and minority

students, extensive changes in athletic and medical facili-

ties and programs, the Special Assistant positions, day care

programs, women's studies, and the "carrot" funds are exam-

ples of major on-going obligations. Special projects have

also been funded, including post-docs, purchase of unpub-

lished feminist documents for the library, and seed money

for conferences and a feminist newspaper. The Women's Forum

gets a small allotment to fund its programs. At least one

large grant was received (by Ann Jamison) from the Carnegie

Foundation for the creation and support of activities for

women students and faculty.

Progress made by particular departments is publicly

acknowledged and a prestigious University service award was

given to the faculty chair of the EO Committee for his out-

standing work on behalf of affirmative action.
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Other Policies

Unpaid parental leave is available to regular full- and

part-time personnel (men and women) for up to eight weeks at

the time of the birth or adoption of each child. Four child

care programs are avallable on campus for children of vary-

ing ages. Child-care coordinators handle referrals for

home-based care and babysitting. Flexible working hours and

unpaid leaves for educational reasons are possible depending

on specific job constraints. At least one female faculty

member presently has a part-time tenure track position which

allows her to spend more time with her young family, and

others have used the part-time option in the past. A sexual

harassment policy is in force and complaints are handled by

the Special Assistants.

CURRENT ISSUES RELATED TO AFFIRMATIVE ACTION IMPLEMENTATION

Newton administrators view their current stage of

implementation as one of institutionalizing commitment and

procedures throughout the system in a very difficult decade

For example, several appointments in Personnel have helped

ensure inclusion of AA concerns in the daily operations of

their respective areas.

The eighties pose a serious challenge for affirmative

action however. Cutbacks and changes in funding patterns
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for federal research have meant the loss of positions and a

real loss of flexibility and opportunity. Further progress

will be far more difficult to achieve given a higher retire-

ment age for faculty. Interviewees had varying opinions

about the likely impact of these conditions on opportunities

for women. While no one felt the financial picture would

facilitate future efforts, some were more confident than

others that the momentum could be sustained.

In summary, there are several key factors which account

for Newton's success in hiring and promoting women faculty.

Leadership provided by the President and a cadre of top

administrators was and is crucial to AA implementation

afforts. Federal intervention helped secure their commit-

nent in the early stages of adoption of the mandate. Women

vorked to effect change through participation in women's

organizations, networks, and other forums, as well as on

their jobs. "Policy and program changes resulted from their

individual and collective efforts. A competent affirmative

action staff monitored progress and resolved implementation

difficulties. Other factors, such as the increase in women

students, aspects of the institutional culture, and good

faith efforts by many on campus, played a supporting role.


