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ABSTRACT
In November 1970, the University of Pittsburgh

submitted an affirmative action plan to the Department of Health,
Education, and Welfare. The plan was modified and expanded the
following year and, with HEW urging, it became a model program
adopted by many colleges. However, in the next several years the
University of Pittsburgh learned, as many institutions have, that no
matter how good the plans, the leadership, and the implementation
strateuies, social justice is difficult to achieve. The question
arises as to whether or not any set of plans or programs is adequate
in attempting to meet the letter and spirit of Title VII of the Civil
Rights Act of 1964. The discussion presented is of an actual
institution, the University of Pittsburgh, attempting to meet its
commitments within a framework of'the law, its moral obligations, and
institutional constraints. (Author)
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EQU EIIP1,01 MENT OPPORTUNITY ON CAMPUS:

C1SE S"Ii OF THE UNIVERSITY OF PITI'SBURGH

By Edward J. Blakely

I n November 1970, the University ()I' Pittsburgh submitted
an affirmative action plan to the Department of Health,

Education and Welfare. The plan was modified and ex-
panded the following year and, with HEW urging, it be-
came a model program adopted by 'many other colleges.
However. in the next several years the University of Pitts-
burgh learned. as many institutions have, that no matter
how good the plans. the leadership and the implementation
strategies, social justice is difficult to achieve. The question
arises as to whether or not any set of plans or programs
is adequate in attempting to meet the letter and spirit of
'title VII of the Civil Rights Act of 1964.

This ease history may or may not provide the reader
with any "answers.- 'Hie discussion here is of an actual
institution attempting to meet its commitments within the
framework of the law, its moral obligations and institutional
constraints.

The Character of the linirersity

The University of Pittsburgh is a orivate state-related
university in an urban setting. Although the city of Pitts-
burgh is the corporate headquarters for over thirty of the
nation's leading industries, the university is the city's
largest employer.

It is only natural that the university has evolved an
urban mission, as it is very active in the myriad of social
and environmental problems of the city. The university's
leadership is very aware of and sensitive to its role in the
community.

These factors provided a natural framework for the
university, both consciously and sometimes without plan,
to begin alterin!* its faculty and staff composition as early
as 1960. This process was accelerated with the advent of
urban crisis ill the mid-1960s. However, it was not until
1970 that the university officially developed a set of plans
to alter the racial composition of its student body, staff
and faculty to reflect the community it served. This recog-
nition came about due to a more realistic appraisal of the
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times, and as a direct result of black confrontations with
the university administration. University officials devel-
oped plans and programs. with the involvement of the
black community, for increased black enrollment and IOC-
llitV, combined with a stronl,er commitment of human
resources to urban problem- solving. As these activities
began, women's groups simultaneously pressed for greater
employment equity in the institution. These problems
were immediately compounded by dwindling state financial
support for higher education and a concomitant loss of
confidence among state voters.

The Urgency of the Planning Problem

In the summer of 1970, while the administration was
attempting to develop a mechanism to work more effec-
tively with the black community, a show cause order was
issued against the University by the Office of Contract
Compliance, HEW. The order was inspired not by dis-
gruntled blacks. but by campus women who were alleging
sex discrimination in hiring, promotion and working con-
ditions, the situation posed an interesting and complex
dilemma. How could the institution move forward with
plans for both race and sex equality with limited resources?
The show cause order made it imperative that this question
he resolved quickly, since HEW threatened to cancel con-
tracts of nearly fifty million dollars annually.

The obvious, most expedient answer to both HEW and
the university administration was to design a program to
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eliminate all forms of discrimination. This strategy was
easier to conceive than to design or implement.

Although people. at the I. miversity were relatively aware
of racism and its various manifestations, few individuals.
male or female, were as well informed on sexism. Fur-
thermore. gathering statistics and monitoring progress on
racial and sex issues were very complex for an institution
as large as the University of Pittsburgh. For instance. the
university had no central personnel records system that
identified people eithk.r by race or by sex. To complicate
matters further, hiring. promoting, disciplining and firing
faculty and staff were not centrally administered or con-
trolled. Unfortunately. there had been no attempt to fully
develop or implement it system of classifying non-faculty
personnel with centralized salary schedules until 1968. As
a result. analyzing the work force to determine equity was
an enormous task. -Hie deficiencies in black employment
were relatively simple. There were few. "so hire more
and promote them!'' Other racial minorities represented
such a small fraction of the local population that HEW
tentatively agreed to accept a plan that stressed women
and blacks based on their availability.

Conflict Between Immediate Pressures and the
:Need for Data

In July 1970, Chancellor Wesley Posvar formed the
Advisor), Council on Women's Opportunities (ACWO) to
take the responsibility to "conduct a study of women's
educational and career opportunities. . . This study was
to form the basis for a broad range of administrative de-
cisions related to women. While ACWO was studying the
problems, the affirmative action plan was being formulated.
This may appear to be inconsistent, but the university WEIS
faced with a deadline from HEW to submit an affirmative
action plan or face a loss of funds. In a sense, HEW was
requiring the university to address itself to a problem not
fully described and for which no reliable data Was available
to insure the validity of the completed plan.

The university had no idea where to begin and HEW
provided very little assistance. The rules called for an
analysis of the work force. In order to do this the univer-
sity hired a small army of part-time clerks to go through
every available personnel record with the mission of com-
puterizing all employment data. This data included in-
formation on every employee with respect to race, sex,
date of employment, salary, and so on. Each personnel
folder was filed centrally and cross-checked against de-
partmental records. Simultaneously, a number of surveys
were initiated to collect data on promotions, training op-
portunities, and attitudes. So much data was collected to
meet HEW demands that it was impossible to transport
or analyze. Even the summary compiuter runs required
a systems analyst for proper interpretation. The data was
sent to HEW in boxes too large to go through the mail.

STUDIES IN MANAGENIEN't

After all the preliminary data was in, it showed exactly
what the university officials stated before the exercise
began, 131ack males and females were under-represented,
but white females were the majority at all staff levels in-
eluding the supervisors' level. However, white females
were a smaller proportion of the faculty, but even in this
case a slightly larger proportion than at comparable
institutions.

Netting Goais and nu/Nab/es

Setting goals and timetables was an interesting exercise
in the absence of any accurate data or specific guidance.
The university requested from HEW (and never received)
guidance on how to set its goals and establish appropriate
time frames. As a consequence, the university made some
reasonable assumptions. The faculty is recruited nation-
wide. so national availability tempered with local data and
community availability v .mld serve as a good baseline.
Clearly these goals could not be uniform for every school
and department since academic fields differ greatly. In
fiddition, sonic departments, as a result of fund reductions
or student demands., had few or no foreseeable positions.
Goals were set for staff employees by analyzing the size
of the minority and female populations in the city and
county based on the latest Department of Labor figures.
Again, each area of the university was given a different
goal depending on whether it was an academic or a service
unit. Finally, timetables were made for five-year or longer
intervals with annual steps. The administration reasoned
that the timetables meant annual progress toward employ-
ment goals rather than static or rigid requirements.

All of this goal-setting and planning was based on an
oversimplified human power planning model that failed
to consider any shifts in size of the student body or reduced
funding. HEW officials seemed unable to comprehend the
notion of a variable labor force based on fluctuating grants
and contracts or student population. At times, it seemed
difficult for the HEW field staff to understand the nature
and mission of a higher education institution. University
officials were equally baffled by the complexities of equal
employment opportunity and its legal implications. In the
next several months, as relationships developed, both HEW
and the University of Pittsburgh grew to appreciate each
other's problems and priorities.

As the university formulated its affirmative action plan
it was, in essence, preparing a case against itself. The plan
was comprehensive, including an extensive set of recom-
mendations to change policies, procedures and controls in
an effort to curb kith racism and sexism in education and
employment. As the plan was announced, a female faculty
member whose contract was not renewed filed suit against
the university under the Civil Rights Acts of 1964 and
1866. Of course, the university's own description of the
problem became a near admission of culpability not only



. 3

for the female plaintiff but for all other persons similarly
itratcd. In a sense. the more the university analyzed

itself and attempted to rectify inequities. the more it he-

came a target for wider legal actions. Clearly nut all of
the probleMs could be addressed at once or resolved in-
stantly. It became apparent to the university community.
however, that affirmative action required immediate rather
than long-ranee solutions.

Organizing for f)irtntnive Ariion

The chancellor appointed a new assistant in August
1971 ith the principal responsibility of implementing the
university -wide affirmative action plan. Placing affirmative
action responsibilities in the chancellor's office gave the
progrow increased visibility and authority. At the same
time. the chancellor authorized the university r mid
division to centrally administer all staff personnel ..
The provost. the chief academie officer, took similar re-
sponsibilities regarding faculty personnel matters. By tak-
ing these three steps. the university put into operation an
initial mechanism to provide greater control over faculty
and staff employment.

Throughout the academic year 1971-72 the provost, the
director of personnel and the assistant to the chancellor
worked together to implement the plan. Sweeping changes.
well beyond the provisions of the affirmative action pro-
gram, were implemented. The entire processes for recruit-
ing, hiring, dismissal, benefits and salary administration,
as well as governance. were reviewed and modified. The
result was a four percent change in the race 'sex compo-
sition of the faculty in a single year. The staff alterations
were even more dramatic. not only in increased numbers
but in distribution among the various employment cate-
gories. Although the affirmative action plan was centrally
organized and directed. every school and department was
required to participate. Department chairpersons were
required to develop affirmative action plans with specific
implementation strategies. In addition, each of the seven-
teen deans was required to assign a primary stall' officer
as affirmative action officer for his or her school and to
serve with an elected affirmative action committee to ensure
race and sex equity in the administration of institution-wide
policies and procedures. The process was enormously cum-
bersome and complex. but it was effective. While many
institutions of comparable size were appointing one or
two blacks a Year. the University of Pittsburgh was inter-
viewing that many black applicants per week. The major
recruitment vehicle was word of mouth combined with
heavy soliciting among black and female caucuses in the
professional associations.

The affirmative action committees in the various schools
were instructed not only to recruit women and minority
group members but to sensitize their fellow faculty and
staff members to racism and sexism. The small staff of

'

the affirmative action program in the chancellor's office
tiscovered that it was totally infeasible to even attempt
o record all of the various departmental programs related

to race and or sex. As a consequence. the central affirma-
tive action staff became increasingly involved in conflict
resolution and technical assistance for the various schools
and departments. Ilo..ever. either because of or in spite
of these activities, the volume of internal and external
complaints grew.

In late 1971. the university found itself. like most uni-
versities, reducing its staff as a result of reduced funding.
N,o faculty members w, involved in this layoff. In fact.
only certain craftsmen co erect under collective bargaining
agreements were involved. The usual practice was to lay-
off on the basis of seniority. However. had the university
taken such a course of action, minority workers would
have been most drastically affected. There was the clear
possibility that the entire affirmative action effort could
have been erased if the earlier agreements were invoked.
As a consequence. the university refused to lay olf minor-
ity craftsmen below the levels committed in the affirmative
action plan. Although the union members threatened
strikes and walkouts. their business agents conceded the
legitimacy of the action. However. the matter did not'
end there.

The Prolifertnion of Diseritnitunion Snits

Those who were laid off went to the EEOC and State
Human Relations Agency and lodged complaints that they
were terminated solely on the basis of their race. Within
one month, five additional charges were filed with the
EEOC or state agencies alleging race or sex discrimination
in hiring or promotion. In each case, the person involved
was white and claimed to have been discriminated against
either because he or she was not hired or because a black
male or a female was selected. In at least one case, a
female claimed sex discrimination in a field where over
ninety percent of the incumbents were females and a
female chose a female for the position.

EEOC and state officials were intelligent in their ap-
proaches to these problems, but in every ease they asked
for an inordinate amount of information. In one case, a
state investigator asked the university for all of its publica-
tions. After some discussion, this was limited to promo-
tional literature or brochures.' EEOC investigators treated
each case as a class action and frequently discovered the
data for any given group of employees greater than any
single person could interpret or analyze. The EEOC niain-
tained an office on campus for eight months to conduct an
investigation of only four cases, two of which the personnel
office had resolved before the investigation.

The summer of 1972 was a critical period for the uni-
versity. In that four-month interval between school terms,
several separate suits were instituted by women under
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I itle VII. 'three of the cases invoked failure to hire or
renew contracts. and one concerned the state practice of
assigning tuition on the basis of a husband's residence.
In the latter case, the university protested that it was
simply the collector of fees imposed by the state regula-
tions and not the formulator of the rules. In the former
eases. the university contended that it was not a state
agency as defined under the various civil rights statutes.
As air employer, the state is not involved to any degree in
the university. The state merely supplements student tui-
tion at the University of Pittsburgh as the federal govern-
ment does through national loan or grant programs. Fur-
thermore. the university feels it can argue the individual
cases on their merits.

Impoct on Internal Goremane

Regardless of the validity of any of these allegations.
each of these cases significantly detracted from thestaff
time required to implement an affirmative action plan.
Some of the interrogations absorbed months of staff time
in preparation for a sinule case. In several cases, the uni-
versity's own data was introduced in court as illustrative
and supportive of the plaintilfs contentions.

13y the spring of 1973. the university had experienced
over one hundred suits. investigations and internal griev-
ances related to sex or race discrimination. The vast ma-
jority of the complaints were internal and informal reflect-
ing the rapid change in the composition of the work force.
The distinctions between race and sex problems as opposed
to employee personnel difficulties remained. For example.
several changes were made in the senior administrative
staff of the university by the chancellor, vice chancellors
Hid deans. When blacks were elevated to positions of
;aithority there were few comments. Conversely. some
blacks were removed or transferred which inspired sonic
outcries of racism. Similarly. female appointments and
terminations were scrutinized and investigated by the
EEO(' in almost every case. The question of fairness
entered into each of these cases. Clearly. someone within
the university lid to decide the questions quickly and
responsibly.

The University of Pittsburgh. like all universities. is
governed by traditional academic principles. The depart-
ments and schools have strong recommending power with

ultimate decision-making authority in the hands of the
chancellor and trustees. When any academic or nonaca-
demic official interferes with the traditional prerogatives
of the departments and schools. the results can he disas-
trous. As a result. the university's administration moved
slowly, and Carefully to develop new sets of policies and
procedures to guarantee equal opportunity at the lowest
organizational levels. Several sets of activities were put
in 111(111011 to assist the total institution in becoming re-
sponsive to its equal opportunity commitments. First, a
thorough review of all 1.Hevance and appeal procedures
was designed in line with Title VII requirements and HEW
guidelines. The university and the FEOC agreed that any
.complaint procedure should he equitable for all employees.
Similar procedures were designed for students, with a set
of academic integrity standards established for the faculty.
Tenure rules were strengthened for faculty. and a non-
faculty evaluation system was introduced. To more effec-
tively administer this system. the stall. personnel office was
integrated into the affirmative action office. The liaison
between the 'provost and the affirmative action program
was strengthened.

Program Plans and hanre-Uneeriahsties

While the litigation and investigation continue, the uni-
versity is attempting to move forward in assuring social
justice. Among other recent actions, the provost estab-
lished a special Ph.D. fund for grants to minorities and
females who intend to enter teaching, Faculty positions
'sere nationally advertised and a computerized applicant
search program was introduced. In addition, the university
established a special disadvantaged contractor fund for
women and minority businesses. In its first year, the fund
assisted local minority business people in doing over $1
million worth of contracting with the university. These
were among more than twenty major changes hi policies
and programs.

Plans arc already well underway for further changes
such as expanded child care services. revised employee
handbooks, improved benefits. and new training programs.
However. the university still questions whether or not its
equal opportunity programs are good enough, fast enough.
or realistic.
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