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I. INTRODUCTION

Much has been written about sources of gender inequality within the
workplace. Historically, research has focused on identifying the range of
psychological, organizational, and legal processes that contribute to the re-
production of workplace inequality.! Among scholars of different disci-
plines, there is widespread agreement that these processes persist because
they are embedded in and reinforced by everyday codes of behavior, knowl-
edge structures, and belief systems that are taken for granted and therefore
not held up to scrutiny.? In other words, gender inequities persist in work-
places because the processes that produce them are part of the normal and
legitimate workings of contemporary institutions.

Institutional theory in organizational scholarship sheds light on how
such practices, beliefs, and knowledge structures come to be taken for
granted as legitimate and unassailable.? Yet, despite the potential for institu-
tional theory to illuminate why processes that produce inequalities persist,
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research on the production (and disruption) of gender inequality does not
build on the swelling body of scholarship within that tradition.*

In this paper, we attempt to bridge this gap by examining a particular
change initiative aimed at advancing gender equity through the lens of insti-
tutional theory. Specifically, we draw on institutional theory and the first
author’s previous work on “tempered radicalism™ to comment on portions
of Susan Sturm’s analysis of the ADVANCE program at the University of
Michigan, a major change initiative sponsored by the National Science
Foundation (“NSF”) for the purpose of advancing gender equity in science
and engineering.® Among other contributions, Sturm’s analysis highlights
the role of organizational catalysts—individuals and groups who acted as
key agents in an institutional change initiative at Michigan.” Here, we inte-
grate Sturm’s observations about the role of organizational catalysts with
existing theory on institutions and institutional entrepreneurship to speculate
further about the factors that contributed to the effectiveness of change
agents in the Michigan effort. Building on insights from institutional theory,
we suggest that the lead change agent in this case, the ADVANCE principal
investigator, was effective, in part, because she was embedded in multiple
institutional environments. This embeddedness allowed her to leverage her
connection to university elites, sustain her legitimacy as both a scholar and
activist, and maintain her critical consciousness and connection to distrib-
uted allies and leaders throughout the university. By illustrating why her
multiplicity of ties and identities were critical to her effectiveness as a
change agent, we contribute to existing research on organizational change
aimed at gender equity as well as scholarship on tempered radicalism and
change agency.

We begin by summarizing relevant concepts from institutional theory,
including the challenges of initiating and sustaining change in highly institu-
tionalized environments such as higher education. We then provide a brief
overview of the NSF’s ADVANCE initiative at the University of Michigan.
Drawing on prior research, we analyze the positioning and strategies used by
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key organizational agents in the University of Michigan ADVANCE case
and draw inferences about why and how these agents were effective within
this context.

II. InstrTUuTIONS AND CHANGE

A. Institutions

Historically, the neo-institutional approach to organizational studies has
emphasized the range of cognitive, regulative, and normative processes that
result in observable patterns of conformity and stability among institutions
in the same environment.® A hallmark of this theoretical tradition is its em-
phasis on institutional processes that persist despite their deviation from the
logic of efficiency.” In a seminal 1977 piece, Meyer and Rowan showed
how organizations that exist in highly institutionalized environments, such
as education, tend to adapt to ceremonial requirements of the environment
based on a rationale of legitimacy or appropriateness rather than a rationale
of organizational efficiency.!® Structures such as the sorting of children into
grades based on birthdates, the corresponding practice of social promotion,
hour-long class periods, and five-day school weeks have come to be taken
for granted as the way legitimate schools ought to organize themselves.!
These structures and practices persist and diffuse—and resist fundamental
change—not because they are necessarily the most effective means of or-
ganizing education, but because they conform to “rationalized myths” or
taken-for-granted beliefs about how schools should be organized.'> To se-
cure legitimacy in their relevant environments, schools adopt these accepted
institutional forms and become isomorphic with other schools.!? The lack of
deviation from the fundamental organizational forms by schools is evidence
that institutional processes are powerful mechanisms of stability and con-
formity. Even organizations such as public charter and independent schools,
which are liberated from some regulative constraints and created with an
explicit mandate to experiment, still adhere to accepted norms in their orga-
nizational structures and forms.'*
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Similarly, universities operate in highly institutionalized environ-
ments," such that many of the structures, rationales, and ceremonies that
govern university life persist for reasons outside of their instrumental value.
Professions or disciplines shape and constrain the nature and form of legiti-
mate knowledge, careers are organized by discipline, and tenure preserves
the sanctity of academic freedom. These forms endure partly because of
their capacity to fulfill widely shared beliefs of how universities ought to
operate, rather than their actual utility in serving the institution’s primary
objectives.' To transform a university is therefore a paradigmatic institu-
tional change project that requires changing structures, understandings, and
beliefs that have long been taken for granted as normal, neutral, and
legitimate.

The persistence of structures and beliefs that result in gender inequities
in higher education, as well as other workplaces, can be partly attributed to
institutional processes that uphold the legitimacy and assumed neutrality of
these arrangements.'” It is often only when women begin to occupy, in
greater numbers, jobs traditionally held by men that practices that were pre-
viously taken for granted as neutral are exposed as gendered in their ef-
fects.!® For example, in academia, the tenure “up or out” system around
which universities are structured requires aspiring academics to maximize
their productivity during the same few years most will want to start fami-
lies.!” The tenure system, an artifact of a time when the professoriate was
overwhelmingly male, was not likely designed intentionally to disadvantage
women. Despite its clear gendered effects, the structure persists in part be-
cause it is so deeply rooted in the structures and beliefs of academic institu-
tions.”? Accordingly, it is hard to imagine a research institution not
structured around tenure. Similarly, in the corporate sector, women are dis-
proportionately and subtly disadvantaged by beliefs and reinforcing reward
structures that equate good leadership with decisiveness and invulnerability,
or attribute commitment (and contribution) only to those who work endless
hours, subordinate all other responsibilities to work, and travel at a moment’s
notice.?! These and other seemingly neutral beliefs and corresponding prac-
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tices have come to be taken for granted as legitimate and are therefore highly
resistant to change.?

B. Institutional Entrepreneurship and the Problem of Embedded Agency

Although early research in institutional theory focused on processes
that lead to the persistence and diffusion of institutional arrangements, re-
search within the tradition is now more attentive to mechanisms of deinstitu-
tionalization and change.?? Early observations of institutional transformation
tended to focus on changes triggered by exogenous shocks, such as the intro-
duction of a new technology, government regulation, economic crisis, or
new market entrants.>* But more recent interest in institutional change has
introduced questions about the role of individual and collective actors in
initiating change endogenously, the qualities and skills they possess, and the
challenges they face.?> The term “institutional entrepreneurs” has been used
to describe individual and collective actors who deliberately work to trans-
form institutional arrangements to advance a set of interests.?

As others have noted, the concept of institutional entrepreneurship,
which involves conscious, strategic actions by interest-driven actors?’ sug-
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gests a paradox confronted by those who take on this role.?® Institutional
entrepreneurs critique the institution and plan change while their actions and
intentions are conditioned by the very institution they wish to change. The
possibility of such a critical and strategic consciousness belies the very defi-
nition of institution.? The stability of institutions rests on their capacity to
“constrain people’s capacity to imagine alternatives to existing arrange-
ments.”3® The quality of being taken for granted means that existing institu-
tional arrangements are not held up to critical scrutiny; they are seen simply
as the way things are.

Psychological research on cognitive schemata’' reveals how institu-
tional arrangements take on this quality. Schemata are cognitive models or
representations of knowledge, ranging from abstract categories, such as
“children,” to complex social phenomena, such as “institutions.”? Individ-
uals process information based on institutionally sanctioned schemata—at-
tending to, favoring, and recalling information that reinforces existing
schemata, while ignoring, discounting, and forgetting information that is in-
consistent with these cognitive models.’3 As such, institutional schemata are
both the psychological byproducts and building blocks of social institutions.

At a macro-level, institutionally sanctioned schemata represent the
knowledge structures and belief systems that justify and explain existing ar-
rangements. Referred to as “institutional logics,” these internalized under-
standings and beliefs reinforce dominant understandings and cognitively
preclude the possibility of seeing alternatives.?* The more embedded an ac-
tor is in an institution, the greater her difficulty in “imagining alterna-
tives.”® Thus, centrally located actors who have been most thoroughly
socialized, have benefited most from existing arrangements, and have the
most to lose from change, should be most embedded, and therefore have the
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greatest difficulty in engaging in deliberative and critical cognitive
processes.3

C. Overcoming the Paradox of Embedded Agency

In addition to exogenous jolts that bring about change, research has
shown that ongoing exposure to competing institutional logics can also trig-
ger change.’” The salience of a compelling alternative logic can dislodge the
cognitive grip of a dominant logic by exposing the beliefs and understand-
ings that were previously taken for granted and therefore not held up to
critical scrutiny.® For example, the coexistence of managerial and profes-
sional logics in health care led eventually to a reorganization of how the
sector was conceptualized and governed.* Although the sector initially op-
erated under an association-centered framework, wherein health care quality
was primarily determined by physician expertise, subsequent logics derived
from state-centered and market-centered frameworks challenged the logic
that justified the professional dominance of physicians and redefined health
care quality in terms of public access and managerial efficiency, respec-
tively.#* Over time, these clashing logics were combined by strategic actors
to produce new governance structures and organizational forms, resulting in
significant changes in the institutional framework of health care.*!

Accordingly, exposure to multiple institutions can loosen the cognitive
embeddedness of actors and open the possibility of endogenous, interest-
driven change.*? Individuals and groups that are anchored in multiple and/or
contradictory institutions are more likely to become conscious of gaps and
shortfalls in existing arrangements and more motivated to challenge them.
This notion is consistent with Gramsci’s observations about cracks in a hege-
monic order. Quoting Gramsci, Clemens and Cook argue, “Hegemony was
continually challenged by the contradiction between two theoretical con-
sciousnesses: ‘one which is implicit in his activity and which in reality
unites him with all his fellow-workers in the practical transformation of the
real world; and one, superficially explicit or verbal, which he has inherited
from the past and uncritically absorbed.””# Thus, according to these au-
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thors, “the experience of multiple institutions (e.g., competing models of
authority or exchange) can have similar consequences.”*

Since change flows from being embedded in and connected to multiple
institutions, institutional entrepreneurship—or deliberate, interest-driven ac-
tion—is most likely to be pursued by individuals or collectives where multi-
plicity and contradictions are most acute, such as when actors are
disadvantaged by institutional arrangements or when they experience ongo-
ing value conflicts.*> Entrepreneurship is therefore most likely to emerge
from the margins of organizations because actors are less aligned with and
are disadvantaged by dominant interests, have less at stake when they chal-
lenge prevailing arrangements or experiment with new ones, and, impor-
tantly, are more likely to be exposed to institutional contradictions. Clemens
illustrates this point in her compelling account of the influence of the wo-
men’s movement in the establishment of interest group politics as a legiti-
mate form of political participation.*® Actors who were centrally situated in
the existing party system in the early 20th century had minimal success in
creating new methods of engagement.#’ By contrast, women, who were po-
litically organized but excluded from the mainstream political process,
“showed the greatest innovation in refashioning models drawn from social
clubs and business practices as the templates for novel forms of political
engagement.”*® According to Clemens, the political and social marginaliza-
tion of women enabled them to recognize the limitations and misalignment
of existing arrangements and to envision alternatives.®

While marginalization may loosen the institution’s hold and create the
motivation for change, actors on the margin lack the authority to mandate or
legitimate change and may lack the resources to mobilize a broad base of
support for grass-roots transformation.®® Accordingly, marginalized agents
tend to rely on incremental and subversive change tactics that range from
subtle, identity-based moves to small, isolated acts to grass-roots coalition
building.>' Elsewhere, the first author has described tactics used by dis-
persed change agents under the general headings of “tempered radicalism”
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lenges from Below, 29 ANN. Rev. Soc. 391 (2003); Karl E. Weick, Small Wins: Redefin-
ing the Scale of Social Problems, 39 Am. PsycnoL. 40 (1984).



2007] Tempered Radicals as Institutional Change Agents 311

and everyday leadership.”> Others have described similar subversive
processes as “everyday feminism,”*® “everyday anti-racism,”>* “small
wins,”> “piecemeal change,”® “covert conflict,”” and “disorganized co-
action.”

Each of these processes begins with interest-driven action by embedded
individuals who, for different reasons, are marginalized within the institution
they wish to change and are therefore exposed to contradictions between
their interests or identities and the dominant logic.” Tempered radicals are a
special class of actors embedded in multiple institutional contexts—tied both
to their workplaces and to identity and/or interest-based communities associ-
ated with alternative logics.®® Simultaneously insiders and outsiders, tem-
pered radicals have been described as “individuals who identify with and are
committed to their organizations, and are also committed to a cause, commu-
nity, or ideology that is fundamentally different from, and possibly at odds
with, the dominant culture of their organization[s].”¢' Examples of tem-
pered radicals include feminists in the military, church, or academy,®? envi-
ronmentalists working for an oil company, members of racial minorities
advancing racial equity in a predominantly white corporation, and advocates
of fair trade and labor practices in a business school. By virtue of their dual
commitments, identities, and networks, and thus their exposure to multiple
logics, tempered radicals are typically able to maintain a critical conscious-
ness.”> However, a common criticism of tempered radicalism as a change
strategy is that its small dispersed changes, often initiated at the margin, tend
to remain at the margin if they fail to mobilize sufficient legitimacy, re-
sources, and political support to coalesce into a collective movement.*

Susan Sturm’s account of the University of Michigan ADVANCE case
profiles the role of the key agents in an institutional change program.®
These agents, or “organizational catalysts” as Sturm calls them, are in many
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34 EVERYDAY ANTIRACISM: CONCRETE WAYS TO SUCCESSFULLY NAVIGATE THE RELE-
VANCE OF RAcE IN ScHooL (Mica Pollack ed., forthcoming 2008).
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ways paradigmatic tempered radicals.®® Like effective tempered radicals,
they appear to have overcome the paradox of embedded agency. But unlike
many tempered radicals, they also appear to have overcome the political
liabilities of marginalization and were able to mobilize a broad base of sup-
port due to a variety of factors. After a brief summary of the case and its
organizational catalysts, we explore some of the factors that enabled the key
individuals to act as effective institutional entrepreneurs.

III. NSF ADVANCE INiTIATIVE AT THE UNIVERSITY OF MICHIGAN

The ADVANCE initiative was instituted at the University of Michigan
as part of a systemic change effort sponsored by the NSF to address the
underrepresentation of women in academic science and engineering.’ In
1985, Congress authorized the NSF to pursue initiatives to deliberately in-
crease the numbers of women and minorities who entered careers in science
and engineering, citing a “national interest” in building scientific capacity
through more robust utilization of the available talent pool.®® The NSF’s
pursuit of this goal initially focused on funding professional development of
individuals, by awarding fellowships and grants to women and minorities to
further their careers and increase the pipeline of qualified participants in the
field.®

In the early 1990s, however, this approach began to come under fire
from opponents of affirmative action.”” A lawsuit challenged the NSF’s fel-
lowships for minority groups, arguing that their race-specific requirements
violated the Equal Protection Clause of the Fourteenth Amendment.”! Dur-
ing this period, a broader national context emerged regarding the appropriate
use of affirmative action to increase diversity in academic environments.”
Two landmark cases, Grutter v. Bollinger and Gratz v. Bollinger, were filed
in 1997 after the plaintiffs, white Michigan residents who had been denied
admission to the University of Michigan’s Law School and undergraduate
program, respectively, alleged that the schools’ admission programs gave
preferential consideration to members of minority groups at the expense of
white students with higher credentials.”® After years of progressively esca-
lating appeals, the two cases were ultimately heard by the United States
Supreme Court, which held in favor of Gratz and against Grutter.” The
Gratz decision effectively invalidated Michigan’s undergraduate admissions
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program for not being “narrowly tailored” enough in its pursuit of the
“compelling interest” of a diverse student body.”” The court stated that to be
“narrowly tailored,” universities could not “insulat[e] each category of ap-
plicants with certain desired qualifications from competition with all other
applicants.”’® However, the Court upheld the Law School’s admission pro-
gram in Grutter as using appropriate methods of furthering this “compelling
interest.” Unlike the undergraduate program, which used a point-based sys-
tem to reach designated racial percentages, the Law School’s program used
race as one of several factors of consideration in a more comprehensive pro-
cess designed to further student diversity and thus was not considered the
kind of quota-based system deemed insufficiently tailored by the Court.”
Although the Gratz and Grutter cases addressed race and not gender, the
decisions underscored the related risks inherent in explicitly awarding re-
search grants or fellowships to faculty members based on identity character-
istics such as gender.

Inspired in part by threats of litigation in an environment resembling
what Sturm describes as a “legal tightrope,””® the NSF began to focus on
diversity as a foundation-wide mandate rather than specifically targeting un-
derrepresented individuals, requiring that all NSF grants show evidence of
potential to help “broaden the participation of underrepresented groups.””
The NSF also began a review of its funding, separating gender and race into
two differentiated categories, which reflected an acknowledgement of the
divergent challenges facing these groups: underrepresented minorities
tended to lack any substantial presence in the academic pipeline, while wo-
men were represented at junior levels but failed to advance to senior levels.?
As a result, the NSF designed ADVANCE to specifically address gender
inequities.®!

Simultaneously, a critical mass of research on systemic gender bias in
academia began to contribute to a shift toward focusing on systemic gender
bias as an institutional transformation project.?> In 1999, two years after the
Gratz and Grutter cases were filed, the Massachusetts Institute of Technol-
ogy (“MIT”) issued a Report on the Status of Women Faculty in the School
of Science. The report, written by tenured faculty in the sciences at MIT,
emphasized “institutional practices and culture as a significant cause of per-
sistent inequality”’®3 at MIT and exposed systemic gender bias in the form of
inequitable pay and resources. MIT’s president announced the findings and

> Gratz, 539 U.S. at 275.
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publicly committed to leading change efforts to improve them.®* The AD-
VANCE committee within NSF also reviewed a critical mass of gender re-
search that emphasized the presence of hidden gender bias through
institutionalized structures and norms within academia. This data, combined
with the catalytic impact of the MIT report, led ADVANCE’s working com-
mittee to decide to redirect its efforts from individual professional develop-
ment to the institutionalized structures and practices that constrained gender
equity, or the “systemic consequence of academic culture.”® As a result,
ADVANCE decided to pursue the transformation of academic environments
through a core program, the Institutional Transformation Awards, to be
granted to institutions that specifically aimed to “catalyze change that will
transform academic environments in ways that enhance the participation and
advancement of women in science.”$

The first cycle of Institutional Transformation Awards was granted in
2001.8 The grants were designed to provide support during a series of
phases of an institutional change project, including data collection, analysis,
implementation, and evaluation.®® Grants were awarded to project proposals
that explicitly aimed to undertake systemic institutional transformation plans
that were guided by data analysis to identify specific areas of bias.* This
data-driven focus reflected the NSF’s commitment to scientific research and
also resulted from the acknowledgement that data on gender equity issues
were limited in their ability to inform change efforts.”® The proposals also
required the development of a conceptual framework, or theory of change,
for transformation projects; evidence of an infrastructure to support the plan,
including leadership and management procedures; ongoing program assess-
ment; and sharing of best practices in order to contribute to a national dia-
logue on change efforts.”!

The University of Michigan was granted one of nine initial Institutional
Transformation Awards in the first round of ADVANCE funding. Michigan
was a notable location due to the contentious backdrop of the Gratz and
Grutter cases and the associated scrutiny that the university was subjected to
nationally. Michigan had struggled with low numbers of women science
faculty®? despite an institutional commitment to rectifying the problem, and
in 2001, two senior leaders from Michigan participated in a meeting organ-
ized by MIT’s president following the release of MIT’s report on women
faculty.”® These leaders were Michigan’s President, Lee Bollinger, and its
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Director of the Institute for Research on Women and Gender, Abigail Stew-
art, a tenured psychology professor. The meeting resulted in a public pro-
nouncement holding the participating universities accountable for increasing
the numbers of women in science.*

On the heels of the MIT meeting, President Bollinger established a
high-level committee of administrators, including the provost, associate
provost, deans of engineering, medicine, literature, science, and arts to in-
vestigate gender in science and engineering at Michigan.> This committee
appointed Abigail Stewart to act as principal investigator for an NSF Institu-
tional Transformation Award grant proposal.®® Stewart subsequently con-
vened an additional high-level team for the grant committee, including the
associate provost and the deans of the three schools with the greatest num-
bers of science and engineering faculty, who were listed as co-principal in-
vestigators on the proposal.®” This team later became the project’s steering
committee once Michigan had secured the five-year NSF award.®® Sturm
credits the committee design, which was composed of high-level elites, as a
driver for the success and legitimacy of the initiative within the institution.”
Yet it also reflected the broader architecture of the initiative, which empha-
sized distribution of responsibility among a variety of constituents and stake-
holders, from gender experts to high-level administrators, in order to
“provide[ ] change agents in different positions within the institution with
the information, networks, and resources to maximize their legitimacy and
impact.”'® The committee centered its authority in Abigail Stewart.'' As
principal investigator and “lead” change agent, Stewart was strategically
positioned to marshal knowledge and connections in order to initiate a re-
search-based strategic planning process to connect gender equity with the
core concerns of the institution.!%?

Stewart led an effort to develop institutional interventions on a variety
of levels. The steering committee canvassed studies of gender to identify
dominant constraints on women’s advancement in academia, educated them-
selves on the experiences of peer institutions, conducted a baseline campus
climate survey to identify key areas of concern, and developed a series of
responses with the involvement of multiple stakeholders.!®® One of their
higher-profile efforts was the development of the Science and Technology
Recruiting to Improve Diversity and Excellence (“STRIDE”) initiative, a
faculty committee designed to include faculty in addressing issues of gender
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bias. STRIDE recruited prominent Michigan scholars and educated them on
the dynamics, causes of, and remedies for subtle gender bias,'™ thus provid-
ing a knowledge base on gender equity to those individuals with significant
social and intellectual capital and positioning them to mobilize change. In
turn, Sturm asserts, members of the STRIDE committee began to behave as
organizational catalysts themselves, introducing discussions on gender into
broader academic contexts and using their roles as respected scholars to help
such discussions achieve legitimacy.!%

The Michigan ADVANCE program has posted a quantitative increase
in the number of tenure-track women faculty members hired during the first
three years of the program, 2003-2006, in the colleges of Medicine, Engi-
neering, and Literature, Sciences and the Arts (“LSA”), the three schools
that comprise the greatest numbers of scientists and engineers at the univer-
sity. During this time period, the percentage of women faculty in Medicine,
Engineering and LSA constituted 34% of all new hires, compared to 14% for
the time period 2001-2002, or the “pre-ADVANCE years.”'% Nine women
faculty were appointed to department chair positions during this time. In
addition to the “significant progress”!%’ of these hiring statistics, ADVANCE
has also posted other benchmarks indicating gains, including the introduc-
tion of hiring workshops presented by the faculty STRIDE committee that
111 search committee chairs attended,'® and 37 departmental requests for
performances by ADVANCE’s sponsored theatrical group, which dramatizes
issues of gender equity in the workplace as a means for initiating broader
discussions among constituents.!® ADVANCE’s Steering, Evaluation Advi-
sory, Implementation Advisory, and STRIDE committees are comprised of
approximately 45 senior scholars and administrators, both men and women,
who are actively engaged in the institutionalization process.'"”

IV. ORrGaNIZATIONAL CATALYSTS AS INSTITUTIONAL ENTREPRENEURS

According to Sturm, a central component of the ADVANCE interven-
tion was the placement of pivotal individuals at the center of its implementa-
tion strategy, including, but not limited to, the principal investigator. Sturm
labeled individuals in these roles “organizational catalysts” because of
“their core function of mobilizing change at the intersection of different sys-
tems.”'"" From an institutional perspective, these individual catalysts, par-
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ticularly Stewart, behaved as institutional entrepreneurs in this effort. As
such, they leveraged various sources of credibility and power to mobilize
support for change and necessarily confronted the challenges of embedded
agency.

Four features of the initiative at Michigan described by Sturm ensured
that the key catalysts were politically well-positioned to leverage resources
and advance change. First, the ADVANCE principal investigator was given
formal responsibility, authority, and accountability for the initiative and was
backed by the university’s most senior administrators.!’? Second, at Michi-
gan as well as other ADVANCE sites, the NSF required the principal investi-
gator and co-principal investigator roles to be filled by accomplished
scholars with administrative skills and experience within their respective
universities.!”® This requirement ensured that pivotal agents had earned le-
gitimacy based on the existing set of institutional standards. In this case,
Stewart was a highly respected social scientist and experienced administrator
who had established credibility and power among university elites. Third,
framing the change initiative and the catalyst roles as research-driven pro-
vided an extra layer of legitimacy within a context that places a premium on
scientific research. That is, the rationale for the initiative was backed by
social science research on the nature of gender discrimination generally and
on empirical research that documented mobility patterns and discrimination
at Michigan. Fourth, the NSF’s sponsorship of the initiative helped frame
the project’s objective as one of improving science (by helping to recruit and
retain the best scientists).!'* The NSF’s status as the preeminent standard-
bearer of science helped to cement the legitimacy of the initiative and its
agents. In sum, the change effort was led by powerful actors with the sup-
port of an elite institution that further legitimated the effort by reinforcing its
framing as an effort to advance science—a core mission of the institution.

In her account, Sturm argues that an important role of organizational
catalysts is maintaining institutional mindfulness,'’> which we interpret as
recognizing, questioning, and challenging the taken-for-grantedness of insti-
tutional arrangements that produce gender inequities—and thus overcoming
the constraints of embedded agency.''® Yet Sturm is relatively silent about
how pivotal agents maintain their critical consciousness while embedded in
and conditioned by the institution they wish to change.!'” This is particularly
problematic given the institutional centrality of the pivotal change agents.
How have they escaped the cognitive constraints of embeddedness?
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Based on Sturm’s descriptions and our additional analysis of archival
reports, we suggest that it was the principal investigator’s embeddedness in
multiple institutions, combined with her institutional legitimacy, that enabled
her to act as an effective institutional entrepreneur in this effort. In many
respects, as someone who balanced competing commitments as an insider
and outsider, Stewart fit the profile of a tempered radical—attempting to
balance her critical consciousness with her efforts to maintain legitimacy
within the very institution she was working to transform.

The proximity to three types of institutional contradictions contributed
to the key catalyst’s capacity to sustain her critical consciousness while
building and leveraging her power to effect change. As Director of the Insti-
tute for Research on Women and Gender, and an accomplished social psy-
chologist, she was structurally embedded in and connected to multiple
networks within and outside of the institution. Through her position as di-
rector of the university’s core program on gender, she embodied the values
of a feminist scholar and activist and was tied to other feminist scholars,
students, staff, and administrators in various schools and disciplines through-
out the university, as well as feminist academics and activists outside the
university. By staying connected to feminists and those who were similarly
under-served by the existing institutional constraints, Stewart was able to
access and mobilize networks of like-minded actors throughout the univer-
sity. This presumably meant that she could access grass-roots support, en-
courage and learn from local experimentation, and diffuse lessons
throughout her multi-faceted network. She could also access knowledge and
experiences dispersed throughout the university as well as outside of it. As
an established social scientist and administrator, she represented and was
connected to other senior faculty and administrators within the university
and within her profession, and could use these ties to access resources, legit-
imacy, and high-level support. Through her multiple roles and her resulting
familiarity with both mainstream academic and feminist logics and values,
she acted as a structural bridge between distinct networks and used her legit-
imacy in the interstitial space to mobilize support, gather information, and
advance institutional change.

In addition, by maintaining a dual consciousness and identity, Stewart
confronted cognitive and normative contradictions. As a feminist scholar
and activist and mainstream academic, she was at once an insider and an
outsider, and embodied the tension of straddling the boundary. As a femi-
nist scholar and activist, she was steeped in feminist research, epistemology,
and politics and well-versed in feminist critiques of scientific knowledge,
epistemology, and institutions. As a tenured social scientist at a leading re-
search university, she represented and upheld the standards of an institution
that esteems science and scientific methods and marginalizes feminist schol-
arship and epistemology. This dual identity likely meant that she was not
only tethered to different networks, but also to competing logics, epistemol-
ogies, and knowledge bases, enabling her to understand dissonant institu-
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tional logics and to connect underrepresented feminist interests to the central
mission of the institution. Most important, her fluency in feminist scholar-
ship undoubtedly ensured that she remained mindful of feminist critiques of
existing institutional arrangements and the system of power that upholds
them. From Sturm’s account, it appears also that Stewart was able to share
her knowledge base with other elites charged with advancing change, which
likely helped to create and sustain mindfulness at a collective level.

Without these deep connections to the feminist community and an iden-
tity anchored in and defined by a competing institutional logic, it is unlikely
that Stewart would have escaped the paradox of embeddedness and main-
tained the critical consciousness emblematic of effective institutional entre-
preneurs. Like recent accounts of institutional entrepreneurship, research on
tempered radicalism reinforces the importance of staying anchored in dis-
tinct communities or institutions to resist the cooptation pressures marginal-
ized individuals face as they gain legitimacy in a dominant institution.!''®

As has been documented elsewhere, individuals who enter institutions
as critical outsiders are often socialized to insider ways of speaking and
thinking, resulting in a gradual erosion of their critical consciousness. This
process of cooptation was illustrated in Carol Cohn’s observations of her
own experience studying the world of “defense intellectuals.”'” To gain
acceptance into this world, Cohn learned to speak the language of defense
intellectuals and eventually became engaged by it.'”° As her language
shifted to “defense-speak,” the referent shifted from people to weapons;
human death became “collateral damage.”'?! The more proficient she be-
came in the language, the easier it became to talk about nuclear war and the
more difficult it became to speak—and think—as critical outsider.!?

Thus, Cohn’s exclusive use of the institution’s dominant language sup-
pressed her critical consciousness.'?® In contrast, Stewart’s fluency in and
use of multiple institutional languages and logics may have been instrumen-
tal to her capacity to maintain the critical consciousness of an outsider. This
critical consciousness, when applied to an institutional setting, translated
into the institutional mindfulness that Sturm suggests was so critical to her
effectiveness as an institutional change agent.

'8 See Meyerson & Scully, supra note 5.

19 Carol Cohn, Sex and Death in the Rational World of Defense Intellectuals, 12
Signs 687, 703-18 (1987).

120 Meyerson & Scully, supra note 5, at 592.

121 Cohn, supra note 119, at 708-09, quoted in Meyerson & Scully, supra note 5, at
592.

22 1d. at 704, quoted in Meyerson & Scully, supra note 5, at 592.

123 See Meyerson & Scully, supra note 5, at 592.



320 Harvard Journal of Law & Gender [Vol. 30
V. DiscussioN

In this Article, we have focused on the particular characteristics of Abi-
gail Stewart’s position as principal investigator and organizational catalyst in
the ADVANCE institutional change effort. As principal investigator, Stew-
art was both a well-positioned and powerful academic and an interest-driven
feminist scholar.’?* As an elite member of the university, she had legitimacy
and access to material and symbolic resources that enabled her to launch and
disseminate change initiatives. As a feminist scholar, she was structurally
connected to networks of feminist allies inside and outside of the university
and was cognitively and normatively anchored in feminist values, identity,
and politics. As an organizational catalyst, she was legitimate, central, and
powerful, but not highly embedded.

In addition to Stewart’s role as an individual change agent, the dualities
and contradictions she embodied, which we have argued are critical to the
effectiveness of institutional agents, may have also been represented within
various pivotal groups, particularly the ADVANCE steering committee.
This group’s status was derived from its composition of high-level elites,'>
which also conferred symbolic legitimacy on the project within the institu-
tion, while the committee’s connection to the standard-bearing prestige of
NSF ensured it unique legitimacy within the academic environment. The
pivotal actors comprising the committee were at once well-connected and
respected within the university, knowledgeable about its institutional history,
and tied to disciplinary networks outside of the university. At the same time,
the architecture of the ADVANCE initiative ensured the integration of femi-
nist knowledge within various catalyst groups, which may have helped to
create and sustain groups’ collective mindfulness. As designed, the incorpo-
ration and valuing of feminist consciousness and knowledge into pivotal
elite catalyst groups should loosen the embeddness of these groups, enabling
them to question and challenge the taken-for-grantedness of existing
arrangements.

Thus, the architecture of the ADVANCE initiative as expressed in the
elite status of its leaders ensured it the legitimacy necessary for transforma-
tion to occur, in addition to creating space for experimentation with different
mobilizing efforts and diffusion of learning. At a supra-organizational level,
the initiative’s strong linkage to the NSF offered it more substantial legiti-
macy. The prestige and power of the NSF as a major academic funding
organization, and the foundational value it places on scientific rigor, con-
ferred legitimacy on the institutional intervention of ADVANCE, signaling
that gender bias in academia deserved national recognition and significant
resources, rather than simply relegating it to the less legitimate purview of
feminists in gender studies departments. The NSF effectively tied the issue
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of gender equity to a core institutional mission and legitimated that mission
while simultaneously holding the institution itself responsible for the change
effort. In this process, the NSF’s presence helped to proactively dismantle
barriers to implementation that organizational catalysts might have other-
wise faced. In addition, by mandating information sharing and the formation
of learning communities around the ADVANCE efforts, the NSF facilitated
linkages between institutional change agents and their counterparts at other
institutions, thus further loosening their embeddedness and building a struc-
ture that helped to formulate and diffuse new knowledge.

Research on institutional entrepreneurship illuminates how individuals
and groups exercise agency within institutionalized environments.'?¢ These
analyses indicate that the constraints of institutional embeddedness can be
overcome through exposure to contradiction and multiplicity in ideas, identi-
ties, networks, or frameworks. Research on tempered radicals supports this
notion.'”” In turn, Abigail Stewart and her colleagues on the ADVANCE
change effort appear to have overcome some of the challenges of embedded-
ness. As interest-driven agents of endogenous change, they were able to
operate in multiple contexts and convene logics from both marginalized and
legitimated discourses without excluding or devaluing any one constituency.

These insights have significant implications for institutions pursuing or-
ganizational change or transformation efforts. We have indicated that the
background, networks, and affiliations of key actors matter in terms of creat-
ing architectures that legitimate and diffuse change processes. When organi-
zational catalysts are anchored in multiple institutions with competing
logics, they may be better positioned to access multiple networks and sustain
dual consciousnesses and identities. Access to multiple networks enables
central catalysts to support, learn from, and mobilize local and marginalized
agents who are distributed throughout their institutions. Moreover, this dual
embeddedness and proximity to competing logics may be necessary to pur-
sue institutional legitimacy and innovation simultaneously. Recognition of
the importance of this duality, and its incorporation into strategic decisions
about appropriate leadership structures for change efforts, is a crucial insight
drawn from institutional entrepreneurship that may contribute to the devel-
opment of more effective processes of transformation within institutions ad-
dressing systemic gender bias.

This argument raises further questions about how individual critical
consciousness extends to larger groups, such as the faculty in the STRIDE
project. We have focused primarily on the role of the principal investigator
as an organizational catalyst, but further examination of the role of the cata-
lyst groups may shed additional light on the effective construction of institu-
tional change projects. For example, how can groups be composed to
maintain critical consciousness within the collective? How can feminist
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knowledge, or other marginalized forms of knowledge, be represented
within groups to sustain the critical consciousness without being co-opted or
silenced? Sturm suggests that institutional designs that couple gender con-
cerns with primary institutional concerns enable women to feel more com-
fortable seeking changes.!?® But she says little about how catalyst groups
function as collective agents and maintain dualities at a group level. The
possibility of group as institutional change agent suggests intriguing pos-
sibilities for the design of change and points to an important topic for future
research to address in greater depth.

128 Sturm, supra note 6, at 310.



