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colleagues in one’s department and the feeling is mutual, or if one is
in a world-class institution and depends on worldwide referees for
promotion. In short, a mentorship system should encourage multiple
mentors—individually chosen and individually pursued.

The successful mentorship system depends on two elements: the
expectation of senior colleagues that they will guide, coach and spon-
sor, and the expectation of junior people that they will personally
expend whatever effort is necessary to find the guidance, coaching,
and sponsorship they need. This system naturally works best when
appropriate senior administrators thoughtfully and individually en-
courage both seniors and juniors to collaborate. This system can be
implemented most effectively through personal encouragement, ju-
dicious matchmaking, and, especially, by teaching each person that
the responsibility is individually hers or his to make the mentoring
work.

NETWORKS

Networks are mentoring systems writ large. Minority and women’s
networks will exist wherever nontraditional people are in an insti-
tution. The question is whether they will be effective. Some are ex-
tremely effective.

Will the internal networks be positive and useful to its members,
and to the institution? The answers depend on the degree to which
individual senior administrators foster and stay in touch with the net-
works, and the degree to which individual network members take
responsibility for forming, expanding, and maintaining both intra-
group and external relationships. A networking system is, in short,
like a mentoring system: it will work to the extent that individuals
take personal responsibility for the painstaking, sometimes tedious,
one-to-one relationships that make the structures effective.

It is particularly difficult to keep minority and women'’s networks
healthy and effective because turnover is high, and because “all
Blacks” and “all women” do not necessarily share anything beyond a
skin color or a second X chromosome.

One effective mode is for administrators to foster connections
between small groups of minorities and/or women who happen to
share a common specific interest. For example, the women (and
men) interested in day care, the secretaries worried about safety in
Building X, the minorities interested in curriculum change—these are
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groups that have a substantial interest in getting together and doing
what amounts to an enormous amount of free work for themselves
and their institutions. :

Self-formed or institution-facilitated, responsible interest groups
can be supported in two ways. Some administrator (perhaps an om-
budsperson) should take responsibility for being sure each group is
working in a problem-solving mode with the line administrators ap-
propriate to their interests. Each small interest group can be asked to
nominate a representative to an institution-wide Women's Advisory
Board or Minority Interest Committee that meets regularly with se-
nior administrators. In one model, each self-formed, specific interest
group nominates one member who is then appointed by the Presi-
dent to a Presidential Advisory Committee.

This model builds on the real interests motivating women and
minorities, guarantees that the networks surface genuine issues con-
tinuously, and provides upward feedback to the President, as well
as collegial support among the network members. No one will be
“left out” because an infinite number of responsible networks can
self-form as new ethnic and other groups appear.

COMPLAINT SYSTEMS

Women and minorities (and other people) face problems within in-
stitutions: overt discrimination, subtle discrimination, red tape, plain
human meanness. If nontraditional people, especially, are to survive,
there must be individualized responses to individual needs and com-
plaints. If institutions are to change, there must be upward feedback
in addition to that which can be provided by mentoring and network
systems.

A complaint system must be just that: a system of complaint-
handling functions, both informal and formal. Most people just think
of formal grievance procedures; this is not enough. However, there
is a paradox here. Unless an institution has a fair, accessible, formal
complaint-and-appeal structure for grievances, the rest of a com-
plaint system (the informal part) will not work. But if the whole com-
plaint system works well, with both informal and formal channels
and functions, then the formal channel(s) will be used very rarely,
and most problems will be solved in an informal mode.

The following functions must be present in a complaint system,
especially if it is to work well for women and minorities:
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DEALING WITH FEELINGS. Dealing with traditional, white, male insti-
tutions brings rage, grief, and bewilderment on occasion to every-
one, and especially to minorities and women. Having a problem of-
ten engenders such strong emotions that an individual cannot think
through any responsible and effective response. A good complaint
system must have people highly skilled at dealing with feelings.

Sometimes this is in fact all that is needed. Every experienced
complaint handler has the odd experience of having someone blow
up and/or weep for hours in the office, only to report back on the
next day that “everything now seems much better.”

At other times, it is critical to help someone with a problem
express feelings (for days or weeks or months) before a proper plan
of action can be undertaken. Since this appears especially to be true
for sexual and racial harassment, it is vital to the progress of equal
opportunity that there be complaint handlers to support peoples’
feelings and understand the pressures of bringing complaints.

GIVING AND RECEIVING DATA ON A ONE-TO-ONE BASIS. Frequently peo-
ple do not even know the name of their college president, much less
how the college determines salary equity, promotions, transfers, or
benefits. It is therefore very important that complaint handlers give
out information and make referrals on a one-to-one basis, at the time
and in the fashion needed by a complainant. This may, again, be all
that is needed to help someone understand that a specific troubling
or puzzling event actually follows a customary rule or practice that
is in fact not discriminatory. Or that the complainant can easily learn
how to deal with the appropriate administrator directly.

At other times, learning how the system is supposed to work illu-
minates that the individual was improperly treated. Or the complaint
handler may learn how a good rule is being wrongly applied in a
way that should be changed. Or the complaint handler may discover
that no relevant policy exists, though it should, as for example, was
common before the days of sexual harassment policies.

COUNSELING AND PROBLEM-SOLVING, TO HELP THE COMPLAINANT HELP
HERSELF OR HIMSELF. Some complaint handlers are either too eager
to take over someone else’s complaint or are eager to forget or
ignore it. The skilled counselor will help a visitor develop, explore,
and role-play options, then support her/him in choosing an option,
and then will follow up to see it worked. Most women and minorities
as well as Anglo males prefer to “own” their complaints and deal on
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their own with their difficulties, if effective options to do so can be
developed and pursued. It is essential, therefore, that a complaint
system have counselors who are effective at helping people help
themselves. ‘ :

These first three functions must be available on a confidential
basis and should be available from impartial persons. Usually this
will mean the availability of a college or university ombudsperson in
addition to student, employee and medical counselors. It also will
help enormously if there are women and minorities available as
counselors and ombudspersons, since the credibility of a complaint
system is its chief asset.

SHUTTLE DIPLOMACY. Sometimes a complainant will ask for a go-
between. This is especially true if one or more parties need to save
face or deal with emotions before a good solution can be found.

MEDIATION. Sometimes a complainant will choose the option of
meeting with the other side together with a third party complaint-
handler. Like shuttle diplomacy, this usually happens on an informal
basis. However, the settlements of shuttle diplomacy and mediation
may be made formal.

INVESTIGATION. Investigation of a complaint can be formal or infor-
mal, with or without recommendations to an adjudicator—for ex-
ample, to a disciplinary committee or line administrator. All four of
these investigatory options should be available within a complaint
system.

ADJUDICATION—FORMAL COMPLAINT-AND-APPEAL  GRIEVANCE PROCE-
DURES. Sometimes a complainant will ask to bring a formal com-
plaint for formal review and decision-making. This process must be
perceived as accessible and fair, for minorities and women as well as
for white men. (There are a number of useful publications available
on this topic.)

UPWARD FEEDBACK. Possibly the most important function of a com-
plaint system is that it be able to receive information that will foster
timely change in the institution. Are policies unintelligible or out-
dated? Have new problems arisen? A healthy institution is constantly
changing in response to new needs and data—and in response to new
diversity in its population.
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These last five functions require impartial or at least fair com-
plaint handlers. Except for formal adjudication, which is almost never
the province of an ombudsperson, it may help to provide ombuds-
people or “internal mediators” in addition to other staff and line ad-
ministrators. In a college that is too small for a full-time ombudsper-
son, impartial third parties may be provided by designating certain
college personnel as available mediators. If this plan is followed, the
“internal mediators” should be given a common charge and common
training,

The one-to-one method of progress is built on the idea that insti-
tutional progress is the sum of the individual successes of individual
people. Goals and timetables are only numbers. Women and minor-
ity are individuals. No two are alike and each must thrive in his or
her own unique terms in order to thrive at all; each needs personal
attention and each will have her or his own voice.

This point of view gives hope to the individual woman, minor-
ity or majority, who wishes herself to make a difference. She need
not wait for others to initiate change or for the institution to change.
One woman can seek to make contact with the college president.
One woman can start a network. One woman can herself recruit mi-
norities and women, and seek to encourage others to do the same. It
takes just one to start talking about mentoring, to mentor, and to seek
mentors. It takes only one woman to analyze her institutional com-
plaint system and to ask for improvements if needed. One woman
as an ombudsperson, operating formally or informally, can help in-
dividual people as well as the system to change. (She is moreover
likely to save much more money than she costs.)

Successful diversity benefits everyone. The successful change
agent will exemplify this point of view, problem-solving with her male
and female colleagues, rather than taking issue against them. This is
perhaps most easily done by an ombudsperson. But it can be done
by anyone. And this particular set of ideas requires no net financial
cost to the institution.





