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perceive that they are not being treated fairly due to -reverse

discrimination," a view that was also expressed by others,

notably white females in public sector employment.

Of the formal processes addressed in this monograpb, speci~

attention was paid to promotion in the responses of the employees

surveyed. Not surprisingly, females were most likely to menti~

that females needed to be promoted, minorities were most 1ikely

to note that minorities needed to be promoted and white males

were the most likely to respond that white males needed to be

promoted.

CONCLUSIONS

Policy Implications

Based on this extensive literature review, there are three
~

major phases justifying policy recommendations: 1) employee

acquisition, 2) employee development, and 3) laborforce

maintenance. The employee acquisition phase involve equitable

pOlicies/practices in the recruitment and selection of a diverse

workforce.

> Recruitment committees should be representative (racially"
culturally, and gender-wise) of larger society.

Selection decisions are more equitable when they are not the
product of any particular individual. In other words,
selections should be committee decisions base on previously
established criteria.

>

> These committees may serve themselves and the organization
better if they venture beyond environments that are familiar
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and comfortable (not just because committee members attended
school there); beyond those environments that yield
individuals that are similar to the current makeup; and
beyond those environments that are used because they are
cheaper.

> There should be active recruitment on campuses and within
other institutions where female and minority candidates are
represented in the selection pool.

Organizations may consider a greater use of formalized
internship programs, particularly for women and minorities.
The benefits of internships are twofold: 1) the exposure
socializes the individual to the organizational environment
and appropriate protocol: and, 2) the organization is
allowed the opportunity to train and season potential
employees.

>

> In the interview and testing stage there is room for policy
regarding the alleviation of biasness. The use of outside
~onsultation in this process may facilitate direct
assessment of individuals' attributes. It appears that
individuals inside the organization are so attached that
they may not be able to evaluate candidates ina non-bias
manner. Rather than consider what the organization is in
need of, individuals tend to access candidates based on
their personal values, attitudes and beliefs. Outside
involvement as well as committee decisions will operate to
diminish such bias.

.

The employment developmen~ phase consist of

pOlicies/practices pertaining to the development of employees

*

once they are a part of the organization/corporation~ Keep in

mind the efforts of the overall development process is to elevate

each employee.to his/her maximum potential.

> The most salient problematic issue surrounding performance
appraisal and promotion is the organization's reliance on
informal decisionmaking networks, rather than formal
processes. Appraisal and promotion decisions are best
derived at through inclusion of all formal committee
members. Standards for evaluation and promotion need be
written and clearly understood by all individuals involved
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(committee members and candidates) - from date of hire to
present.

> To facilitate fairness in the personal dimensions of
evaluation, managers and promotion committee members would
best serve the organization if a previously established
level of training has been successfully completed in the
area of workforce diversity. This training should not be
limited to descriptions and composition profiles of the
current workforce. However, this training should stimulate
sensitivity to personal, social, and cultural differences.
Communication skills (how to listen as well as how to
provide feedback) relative to these differences are
essential.

> Training is a necessary component for a successful
organization. Training programs provide employers
opportunities to optimize employee potential and alleviate
problems associated with the glass ceiling. For example,
on-the-job training grou~s with diverse members provide
opportunities to form more social mentoring relationships.
In addition, group members are then provided with a common
experience, despite their diversity in other areas.
Training that may specifically address the needs of specific
groups, such as assertiveness training for female managers,
would be beneficial.

> Lateral moves to provide breath of experience for all
employees may help dispel stereotypic roles for females or
minorities.

> Formalized mentoring programs to assist employees with
organizational norms and cultures may facilitate the
integration of the nontraditional employee.

> Managers who are successful at developing the
the employees should be rewarded. Evaluation
should include some aspect of employee career
and managers and employees should be aware of
manager evaluation.

potential of
of managers
development,
this aspect of

* The laborforce maintenance phase involves policies and

practices which pertain to maintaining a workforce as well as the

environment which is operating at its greatest potential.
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> Turnover is actually a symptom of the process which creates
and maintains the glass ceiling and a symptom of the glass
ceiling itself. Turnover may be a response to the pressures
of work and other roles in the home. Employers who wish to
optimize the work potential of persons who face this
scheduling dilemma might provide flexibility in work
schedules, and at-home work when possible.

> In some instances the pressures associated with dual roles
may be alleviated by support for family concerns such as
provision of day-care, or broad family leave policies.

Open discussions of issues that are of concern to employees
will provide employers some insight as to how employee
turnover may be minimized and the needs of organizations and
employees might best be met. It is important to note that
these ideas will maximize the efficiency of the
organization, as well as provide strong employee loyalty.

>

> Innovative policies on family leave, child care, flex-time,
at-home work, job sharing, maternity/paternity leave, travel
requirements and relocation will facilitate an overall
reduction in turnover.

> Employees must be aware of the personnel policies of the
organizations in which they work. Written organizational
goals for employee diversity that outline specific programs
are far superior to word-of-mouth systems. Organizational
leadership should outline in detail which programs will be
in force to provide for recruitment, promotion, career.
planning, and mentoring for all employees.

Written policies outlining-performance appraisal should be
available to all employees.

>

Recommendations for Future Research

Although r~search on differences in gender is the most

commonly addressed question in the literature noted here,

continued research on gender differences is needed. In addition,

the literature addresses racial differences mostly as white/black

comparisons, ignoring other racial minorities.

> Future research should include more racially diverse groups
and make comparisons across more than one dimension. More
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specific topics which would seem to demand further
investigation include studies of diversity based on age of
employees, task differentiation (functional diversity), and
disability diversity. Additionally, in the area of
compensation, forms other than wages/income need to be
considered. That is the extent to which these other forms
of compensation are available and accessible to minorities
and women.

> Research is devoted to managers or those who have "made it
to the top," with little research available concerning the
"sticky floor" that retains most women and minorities at the
lower levels of responsibility and compensation. Research
on those who fail to achieve higher levels of responsibility
may be as informative, if not more so, as what is currently
available on the glass ceiling. Many studies noted herein
have small samples, use college students as subjects, and/or
are based on mail surveys. Case studies of single
organizations are sometimes available but have little
applicability to the workforce as a whole. In few instances
are testable hYPo'~heses or even propositions drawn from
extant literature. other published sources, not cited in
this review, are simply the thoughts of individuals based on
personal experiences. The quick availability of such
literature may do more harm than good, as personal opinion
may become accepted as fact.

> Field research in this area of study is deficient. Field
experimentation of testable hypotheses should be conducted
in a variety of organizational settings, over time and.
across various dimensions of diversity. It is of paramount
importance that applied field research be conducted on
larger samples in work settings. Furthermore, research on
the advantages that diverse employees bring to organizations
is sorely needed. While there is some research on the
presence of diversity in the workforce, there is little
information available to managers that provides them with
implications of how diversity may benefit their
organizations.

> A crucial role currently stands vacant for government (at
all levels). Given the void in recent literature, the
efforts of various governmental agencies are more
appropriate in encouraging and funding research to fill this
need. The government may act as a clearinghouse for
research and information regarding the glass ceiling.

> It must become acceptable within the academic community to
value and pursue research surrounding these issues. Journal
editors, dissertation committees, promotion and tenure
committees, and the academy as a whole must encourage such
efforts. Evidence that this is not currently the case is
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reflected in the dated literature and the decline in th&
number of published articles associated with issues of
equity in employment.

> Organizations that have diverse workforces should be funded
for research on employment diversity. These organizations
have the most to gain and offer from understanding diversity
and its related dynamics.

.
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This section provides explanations of the organizations
included in the cultural audit data presented in the monograph.
Not all organizations are included in each table.

Since 1988, the American Institute for Managing Diversity,
Inc. Has conducted cultural audits in a number of organizations.
These audits include surveys of samples of employees in sufficient
numbers to represent the organizations' workforces. While these
surveys are adapted to specific organizational contexts, there are
a number of survey items which are comparable. Presented here are
some of those items. In some cases wording may differ from
organization to organization, but interorganizational comparisons
can be drawn.

Organizations which have conducted cultural audits are
described below. Not all organizations noted below are represented
in each table, as some questionnaires did not include the questions
illustrated in this monograph.

Organization A: This organization is a local facility owned by an
national manufacturing fir. It is located in rural southeastern
community. One hundred and twenty interviews were conducted at
this site. The majority of respondents were blue-collar workela.
Responsibilities ranged from line supervision to maintenance.
Clerical workers were also included.

Organization B: A national manufacturing firm, this organizationis
employees were interviewed at three sites in the Midwest. Ninety
employees were interviewed including managers, clerical, technical,
and research and development personnel.

Organization C: One hundred and sixty-six employees of this
national food products firm were included in this audit. All
interviews were conducted at the national headquarters in the
Midwest. Management, technical,- clerical employees were included.

Organization D: Over 580 employees of this large transportation
firm were interviewed in the firm's headquarters in the midwest.
Managers, clerical personnel, client-contact personnel, technicians
and maintenance employees were included.

Organization E: This is the local division of a national non-
profit service-organization in a southeastern metropolitan area.
One hundred managers, technicians, and clerical workers were
included.

Organization F: The local division of a national non-profit
organization were interviewed in a midwestern metropolitan area.
Management, clerical and programmatic staff were included as well
as volunteers. In all, 318 responses were achieved.

Organization G: Located in a southeastern metropolitan area, this
organization is a division of a health related public agency.
Sixty-seven employees were included in this analysis.
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Organization H: Over 460 employees of this public research and
development organization were included in the audit. This
organization is located on the west coast and is affiliated with a
large educational institution. Scientists, managers, technicians
and clerical personnel were included.

organization I: This organization is an agency of the federal
government and employees were interviewed at three sites.
Scientists, managers, clerical workers were included in this audit
of over 450 persons.

.

\
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THE IMPACT OF RECRUITMENT, SELECTION, PROMOTION
AND COMPENSATION POLICIES AND PRACTICES

ON THE GLASS CEILING

Research Outline

I Introduction
A. Discussion of the u.S. work force

- Although women and minorities experience more
opportunities today than twenty years ago, many
obstacles still exist which inhibit employment and
upward mobility within the labor force. Evidence
indicates that over two-thirds of the new entrants
into the workforce between now and the year 2000
will be women and minorities (U.S. Bureau of Labor
Statistics, 1989). If successful management of
such a diverse work force is to occur, greater
understandings of recruitment, retention, and
promotion must be ascertained.

B. Research questions
- The specific questions considered more salient

to this research effort are as follows:

1) what are the organizational policies and
practices which facilitate or inhibit the
advancement of women and minorities to
management and decision-making positiorls
in business?:

2) under what conditions do women and
minorities advance or fail to advance?:

3) is there evidence that individual
characteristics such as age, tenure within
an organization, gender, and
race/ethnicity are important in the
advancement of employees to management and
decision-making positions?:

4) are there organizational characteristics
(i.e., size, service/manufacturing,
profit/nonprofit, private/public,
governmental, industry type, and/or
geographic area) which influence
advancement?:

75



5) what is the significance of formal and
informal systems (within organizational
structures) in terms of facilitating or
inhibiting the advancement of women and
minorities?; and,

6) what are the research and policy
iDplications of the literature analysis?

- In sum, these questions address the more general
issues framing this inquiry - what works?, for
whom?, and under what circumstances?

II Methodology
A. Data Sources

This inquiry examines the content composing four
primary data sources:

1) Literature Review

* A computer-aided literature search insures
the thorough and comprehensive obtainment
of relevant research. CD-ROM reference
databases such as ABI/INFORM, DISSERTATION
ABSTRACTS, ERIC, INFOTRAC, NEWSPAPER
ABSTRACTS ONDISC, PSYCLIT, SOCIOFILE, and
are employed.

i. ABI/INFORM - (last five years), -.

indexes over 800 journals covering all
areas of business and management
including: corporate structure, business
conditions and trends, management
techniques, products, industry, and
analysis of individual companies and
their competitors.

ii. DISSERTATION ABSTRACTS - (1861-
current quarter), indexes doctoral
dissertations completed at u.S.
accredited institutions, in all areas of
studies.

iii. ERIC - (1966-current quarter),
indexes journals, magazines, and
documents in the area of education and
training.

iv. INFOTRAC - (1989-current month),
indexes over 1,100 periodicals dealing
with business, management, social
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science, humanities, as well as genera~-
interest topics.

v. NEWSPAPER ABSTRACTS ONDISC - (1985-
current month), indexes nine major u.s-
newspapers: Atlanta Constitution/Atlan~
Journal, Boston Globe, chicago Tribune~
Christian Science Monitor, Los Angeles
Times, New York Times, USA Today, Wa11
Street Journal, and Washington Post.

vi. PSYCLIT - (1974-current quarter),
indexes over 1,300 journal titles fron
over 50 countries. Also included are
summaries of English language books aDd
book chapters from 1987 to date. Its
subject matter covers all areas of
psychology, statistics, methodology,
social processes and social issues,
intelligent systems, and learning
mdthods.

vii. SOCIOFILE - (1974-current three
months), indexes in Sociological
Abstracts and Social Planning/Policy amd
Development Abstracts (SOPODA). AIso
included are relevant dissertations fr~
1986 to date. The subject matter cover.$
sociology, group interaction, social
culture and social structure,
organizational culture, methodology,
poverty and social welfare, family
structure, and feminist/gender studies-

.

* By crosstabulating terms which are
associated with the research issues,
titles, authors, journals, books, and
abstracts are acquired. Upon noting the
relevant sources by reading the abstracts"
the source is physically retrieved. If the
source is unpublished, the author is
contacted in order to receive a physical
copy.

2) Expert Interviews

* As the literature is reviewed, leading
scholars, bureaucrats, and business
persons are identified. Later these
individuals are contacted and
interviewed by phone. The purpose of the

interview is to cross-
check the currency
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of the existing literature. As well,
there is solicitation of their perceptions
of needed research and policy.

~) Cultural Audit Results (AIMD)
* The American Institute for Managing

Diversity, Inc. has been fortunate to work
with numerous organizations over the past
several years on various issues of
diversity management. One of the
conditions of a working relationship with
the Institute is that we are allowed to
utilize the data from these projects for
research purposes. ordinarily, cultural
audit results are confidential
information. In other words, it is not
likely that one would co.e across this
type data in any body of data.
Nevertheless, the Institutes's Cultural
Audit results are reviewed in order to
support or suggest additional human
resource practices and trends.

~) Focus Group Discussion

* Collaboration among select members and
consultants of the Institute insures
validity in the synthesis and analysis of
the data sources.

B. Resource Synthesis strategy
- ~he following selection protocol guides the

synthesis of pertinent data:

-.

.

.a.)Academic and Commercial/Popular

* Priority is given to the literature that is
academic in nature. That is, special
attention is place on the source,
author(s), and research method. Quality
works from commercial or popular
magazines/journals are included as support
material.

~) Women and Minorities

* Literature is retrieved as it pertains to
any population experiencing the effects of
a "glass ceiling." However, a greater
focus is awarded to women and minorities in
this search.

3) Age of Individual, Tenure with organization,
Size of Organization, Type of Organization,
Industry Type and Geographic Area
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* In addition to gender and race/ethnicity as
factors influencing the advancement of
employees within the workforce, other
variables are considered - separately and
in combination with one another.

4) Formal and Informal Systems

* Traditionally, the recruitment, retention,
and promotion of employees takes place
within formal organizational systems. These
systems are usually written, public, and
considered the official path to successful
emploYment. However, frequently informal
systems within an organization superceed
formal systems. When thi$ occurs, those
individuals following the official path to
advancement typically face numerous
barriers. Both systems are taken into
consideration in this research.

III Synthesis and Analysis
An analysis is done of the total body of data produced by
the four primary data sources. Patterns and trends are
then noted within the confines of the following dimensions
of organizational structure:

A. Recrui tment
* How are women, minorities and other groups

excluded from the recruitment process both.
within the organization for upper level
positions and from outside the organization?
What types of ~ecruitment strategies work best
to facilitate the hiring/promotion of women and
minorities?

B. Selection

* What criteria are used to determine who among a
group of candidates will be selected for
advancement or for hiring? How do these
criteria remove women, minorities and other
diverse groups from consideration?

c. Performance Appraisal/Promotion/Succession Planning

* Are there criteria currently being used for
formal evaluation which disadvantage some groups
of employees, without regard for the quality of
their work or their contributions to the
organization?
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D. Compensation Practices and Policies

* Are the current industry standards in terms of
practices and policies equitable? Are efforts
being .ade to insure that all persons who
contribute equally to well being of an
organization compensated equally? What
practices promote such equality? How can
organizations identify whether their employees
are compensated for equal work?

E. Turnover

* Given that turnover is costly to the
organization and its productivity, are there
particular groups of employees who have higher
rates of turnover? How can such turnover be
avoided? Are women and minorities (as well as
other diverse groups) systematically encouraged
to leave organizations? What are the roots of
turnover for women/minority employees?

F. Mentoring/Sponsorshi~

* How do mentoring relationships (formal and
informal) contribute to the reduction of
barriers for specific groups of employees?
mentoring provide employees with advantages
they seek to advance at an organization?

Does
as

G. Unwritten Rules
* Are the unwritten rules in the cultures of

organizations (informal systems) which.
systematically disadvantage groups of employees?
How can this be avoided? How can employees of
diverse backgrounds best work together within a
single organization?

rv Summary and Conclusions

A. Policy Implications

B. Recommendations for Future Research
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