chapter 2

Managing Diversity: Releasing
Every Employee’s Potentigl
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[ conin g Objectives

When you finish studying the material in this Chapter, you should be able to:

LO.1  Define diversity and review the four layers of diversity,
LO.2  Explain the difference between affirmative action and managing diversity.

| LO.3 Explain why Alice Eagly and Linda Carlj believe that a woman'’s career is best viewed as
‘ traveling through a labyrint,

LO4 Review the demographic trends pertaining to racial groups, educational mismatches
and an aging workforce.

LO.5 Highlight the managerial implications of inCreasing diversity in the workforce.,
LO.6  Describe the Pasitive and negative effects of diversi

; ty by using social categorization
theory and mforrnaﬁon/decfsion—making theory.

LO.7 Identify the barriers ang challenges to managing diversity.

LO.8  Discuss the organizational practices used t
R Roosevelt Thomas Jr.

0 effectively Manage diversity as identified by




Wi Did Management Ignore Complaints of Sexual Harassment?

Mici Barfield was prepared for prisoners to harass
her wi ne started her new job as an Arizona Depart-
mer ~omrections officer at the maximum-security unit
in Flore WO years ago.

rfield did not count on was receiving worse
1 her co-workers.

cligetTE S
reat ror

Il jury found the treatment Barfield endured

fron up of male co-workers, including vulgar com-
mer it sexual acts and references to her interracial
mar 1S unacceptable. The jury awarded her more
than $ 00 in U.S. District Court last week. . . .

( tons Director Charles Ryan said the agency
is f harassment claims seriously and has imple-
ment additional training program for supervisors
since sarfield's allegations came to light. . . .

B I said her allegations of harassment were ig-
norec or minimized by supervisors at the prison in Flor-
ence she remains skeptical about the agency's
comr Nt 10 dismantling the corrections officers’

“boys clubs” that she said dominate some units around

Barfield claims the harassment began almost as soon
red working in Florence’s Central Unit in No-
3, with her co-workers making comments
about her looks, her body, and her motivations for work-

“They said, ‘No gifl wants to work here unless they
want to (have sex with) an inmate or another officer,’
Barfield recalled in a recent interview.

At first, Barfield said, she told the other corrections
officers not to speak to her that way. Then she tried
ignoring it.

Her fellow officers told Barfield that their behavior—
including handcuffing Barfield to an inmate's cell and tear-
ing her rotator cuff in an unsolicited wrestling match—
were part of an initiation into the unit.

As time went on without her co-workers changing
their behavior, Barfield brought the situation to the atten-
tion of a commander.

The commander, Sgt. David Wall, initially encouraged
her to not file a report “so it wouldn't become a (human
resources) issue," Barfield said.

Wall was later reprimanded by a deputy warden in
Florence. . . .

One officer was fired, but the situation hardly im-
proved. Other officers responded by not communicating
with her, a danger in that work environment.

Word also got out in the prison yard of Barfield's inter-
racial marriage. Soon, suspected members of a White
supremacist prison gang began making remarks about
her marriage.’
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The chapter-opening vignette illustrates sexual harassment. Stfxual harass_nwnr
reflects unwanted sexual attention that creates an adverse or hostile w‘ork environ-
ment and it is more widespread than you might think. A recent poll of 1 2.(!0(‘) DEo-
ple in 24 countries showed that 10% were sexually or phys:c'zilly hatra}sscd.- .\_\ ual
harassment is a violation of Equal Employment Opportunity laws in the United
States, and it negatively affects victims like Michelle Barﬁcld‘ in multiple ways

Effectively managing diversity is important because it affects €l]]p|(-)'\_'\.‘t.’}\ satis-
faction, productivity, turnover, and safety, but it also makes good bgsmcs.s sense,
Unfortunately, some organizations like the Arizona Department of Correcticns
and Walmart are missing the mark when it comes to managing diversity, nd
the result can be costly lawsuits. Michelle Barfield received more than $600.000
from the Arizona Department of Corrections, and Walmart settled a class-ac:i n
discrimination case for $12 million in 2010. Walmart is currently facing anotr-r
class-action lawsuit that involves 1.5 million female employees who claim (.
were paid less than men for doing similar work and that they were given |
promotional opportunities than men. The US Supreme Court is planning to h:
the case.’

Managing diversity is a sensitive. potentially volatile, and sometimes unc n
fortable issue. Yet managers are required to deal with it in the name of orgar
zational survival. Accordingly, the purpose of this chapter is to help you get g
better understanding of this important context for organizational behavior. \ve
begin by defining diversity. Next, we build the business case for diversity and 1l
discuss the barriers and challenges associated with managing diversity. The ch
ter concludes by describing the organizational practices used to manage diversit
effectively,

».‘3 Lo Defining Diversity

TO THE POINT

Why is it important for
managers to focus on
managing diversity?

“sss

Sessssvennnncas

Di.versity represents the multitude of individual differences and similarities tha
€xist among people. It is not an issue of age, race. or gender. It is not an issue of
l?emg heterosexual, gay, or lesbian or of being Catholic, Jewish, Protestant, Mu:
lim, or Buddhist. Diversity also does not pit white males against all other group:s
of people. Diversity pertains to the host of individual diﬂ‘e;cnccs that make all ‘lvr
us unique and different from others.

Thls sec_tion begins our journey into managing diversity by first reviewing the
key dimensions of diversity. Because many people associate divers; ty with affirma-

tive action, this section compares affirmative action with managin g diversity. They
are not the same, :

Layers of Diversity

Like se.ashel!s on a beach, people come in g variety of shapes, sizes, and col-
ors. This variety represents the essence of diversity. Lee Gardens(vériz :a:;d Anita
wae, a team of diversity Experts, identified four layers of diversity to h(cl diqlin‘-
guish the important ways in which people differ (see Figure 2-1). :l"akcn t[()}gcihcr.

these layers define our personal identitv and :
world, y personal identity and influence how each of us sees the

, e dmensioqs of personality are discussed
yer of diversity consists of a set of internal dimen-

attitudes and CXpectations and as
our behavior, Take the encounter exper;
middle Management whj
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figure 2—1 The Four Layers of Diversity

“Intermal dimensions and external dmensions are adapted from Mariyn Loden and Judy B Rosener,
Work merical (Homewood, IL: Business One Irwin, 1991).

rdenswartz and A Rowe, Diverse Teams at Work: Capitalizing on the Power of Diversity
McGraw-Hill, 1994), p 33. © 1994,

Example. While I was sitting by the pool, “a large 50-ish white male approached me
and demanded that I get him extra towels. I said, ‘Excuse me?’ He then said, ‘Oh,
you don’t work here,’ with no shred of embarrassment or apology in his voice.”™

Stereotypes regarding one or more of the surface-level dimensions of diversity
most likely influenced this man’s behavior toward the woman.

Figure 2-1 reveals that the next layer of diversity is composed of external influ-
ences, which are referred to as secondary dimensions of diversity. They represent
individual differences that we have a greater ability to influence or control. Exam-
ples include where you grew up and live today, your religious affiliation, whether

sexual harassment Unwanted diversity The host of individual dif-
Sexual attention that creates an ad-  ferences that make people different
verse or hostile work environment.  from and similar to each other.

connect
e Go to

www.mcgrawhiliconnect.com
for an interactive exercise to
test your knowledge of the
layers of diversity.
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you are married and have children, and your work experiepces. These.dimcn.\'iuns
also exert a significant influence on our perception‘s. behavior, a'md attitudes. )
Consider religion as an illustration. Organizations are paying more a‘llcnugn
to religious discrimination in light of the fact that the frequency of religious dis-
crimination claims has doubled in the last 15 years. Employment laws require
organizations to “reasonably accommodate employees’ s'incere]y held religious
practices unless doing so would impose an undue hardship on the cmplo_u r. A
reasonable religious accommodation is any adjustment to the work environnient
that will allow the employee to practice his religion. Examples of reasonablc 1c-
commodation include: flexible scheduling, voluntary substitutions or swaps. b
[ reassignments and lateral transfers, and modification of grooming requiremeni«

| @
| Back to the Chapter-Opening Case

J Which layers of diversity from Figure 2-1 contributed to the sexual harassment ex :
enced by Michelle Barfield? |

The final layer of diversity includes organizational dimensions such as seni
| | ity, job title and function, and work location.

;‘g Lo.2  Affirmative Action and Managing Diversity

Effectively managing diversity requires organizations to adopt a new way of this
ing abqut differences among people. Rather than pitting one group against anot!
managing diversity entails recognition of the unique contribution every emplo:
can make. Companies should not try to manage diversity because it is the “soci:
acceptable” thing to do. Rather, managing diversity is the right thing to do becat

it helps organizations to achieve their business goals. For example, Cisco, Who
Foods Market, Container Store, Adobe Systems, and Zappos.com focus on h
Ing and promoting diverse employees as part of a strategy to create and market
p?’OdI‘JCIS appealing to a broader and more diverse customer base.® This secticn
highlights the differences between affirmative action and managing diversil;z |

_ o CDr'H’]ect" e Affirmative .Action A‘f’ﬁrn}alive action is an outgrowth of equal employ
\ www.megrawhillconnect.com ~ MENt Opportunity (EEQ) legislation. The goal of this legislation is to outlaw dis-

| for a sglf-éssessment on Cl‘.lmll-laElon'and lo encourage organizations to proactively prevent discrimination.
| :pprecuatmg and valuing Discrimination occurs when employment decisions about an individual are due
i i - A . . dl ¢
iversity. to reasons not associated with performance or are not related to the job. For ex-

ample, organizations cannot discriminate on the basis of race, color, religion. na-

| . aLnactz%tr:ds]t to the proactive perspegtiye of EEO legislation, affirmative action
| imbalafnl “al lntervention aimed at giving management a chance to correct an !
At Aﬂ(;?n?;t il"’leJl;Sé:fie, admlstake, or outright discrimination that occurred in the
only be imposed by jll;ziréeso\:flg gi)l!li:%:(]imltie? o Quothas SRR ey s

e e ¢ that a company has engaged in discrimi-
natory practices. It also is im Orts : : .
ﬁrm;lttige action require comsani:snlto[ %i?gtlf;gszl?gsj Tpgg]:llgcumstances R
- min(())l:ﬁfi]esdfi'fti:jn;:sve td[f:tlon created trem(?ndpus Opportunities for women
manage diversity B 1ot Toster the type of thinking that is needed to effectively
5 > Sity. For example, a meta-analysis summarizing 35 years of research

plans are : : he following results: (1) affirmative action
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than conservatives and Republicans; and (3) affirmative action plans are not sup-
ported by people who possess racist or sexist attitudes,”

Affirmative action programs also were found to negatively affect the women
and minorities expected to benefit from them. Research demonstrated that women
and minorities, supposedly hired on the basis of affirmative action, felt negatively
stigmatized as unqualified or incompetent. They also experienced lower job satis-

facticn and more stress than employees supposedly selected on the basis of merit.*
Another study, however, showed that these negative consequences were reduced
for wornen when a merit criterion was included in hiring decisions. In other words,
woren hired under affirmative action programs felt better about themselves and
exhibtod higher performance when they believed they were hired because of their
comp ..nce rather than their gender.’
M ng Diversity Managing diversity entails enabling people to perform
up maximum potential. It focuses on changing an organization’s culture
and tructure such that people provide the highest productivity possible.
Sode lirm in the hospitality industry with 380,000 employees in 80 coun-
trie zood example of a company that effectively manages diversity. Sodexo
was | by Diversitylnc in 2010 as the very best company for diversity based
on mnual 200-question survey of 449 firms (see Real World/Real People on
pag: Ann Morrison, a diversity expert, conducted a study of 16 organiza-
tio: successfully managed diversity. Her results uncovered three key strate-
gies wuceess: education, enforcement, and exposure.
scribes them as follows:

Exa I'he education component of the strategy has two thrusts: one is to pre-
pare nontraditional managers for increasingly responsible posts, and the other is
to hi aditional managers overcome their prejudice in thinking about and inter-
actix th people who are of a different sex or ethnicity. The second component
of the sirategy, enforcement, puts teeth in diversity goals and encourages behavior
cha the third component, exposure to people with different backgrounds and
characieristics, adds a more personal approach to diversity by helping managers
get Lo “now and respect others who are different."
You 20 see from this description that Sodexo uses all of these diversity strategies.

irsummary, both consultants and academics believe that organizations should
strm manage diversity rather than simply using affirmative action. More is said
about managing diversity later in this chapter.

Building the Business Case
for Managing Diversity

The rationale for managing diversity goes well beyond legal, social, and moral
reasons. Quite simply, the primary reason for managing diversity is the ability to
grow and maintain a business in an increasingly competitive marketplace. Con-
sider what William Weldon, Chairman and CEO of Johnson & Johnson, had to
say about managing diversity.

37
‘ .......... secssansse
1O THE POINT

Which of the managerial
implications of diversity
are consistent with
recommendations

for reconciling the
effects of diverse work
environments?

discrimination Occurs when
employment decisions are based

on factors that are not job related.

affirmative action Focuses on
achieving equality of opportunity in
an organization.

managing diversity Creating
organizational changes that enable
all people to perform up to their
maximum potential.
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B rcal WORLD / real PEOPLE
Sodexo Ranked as Best Company for Managing Diversity

The deep leadership commitment to diversity is an
integral part of Sodexo's moral fiber and strong ethics.
Global CEO Michel Landel, U.S. President and CEO
George Chavel, and Senior Vice President and Global
Chief Diversity Officer Dr. Rohini Anand are constantly on
the front lines of new and expanded diversity initiatives.

Sodexo has led every other company in its ability to
implement, measure and assess strong interal diversity
initiatives. Its Spirit of Mentoring program is an example
for all organizations of a focused, practical and extremely
comprehensive mentoring effort that includes advance
fraining and benchmarks at regular intervals to examine
how mentoring pairs are relating to each other and ac-
complishing goals.

Sodexo is at the forefront of creative ways 1o examine
the ROl of diversity initiatives. Recently, for example, the
company undertook a comprehensive study of more than
1,700 members of employee-resource groups to under-
stand their perceived benefits of group participation.

The company’s diversity training, mandatory for its en-
tire work force, offers an example to others. Over the
past five years, Sodexo has developed an integrated
metrics tool that assesses behavior at all levels of the
organization, including the C-suite. The company mea-
sures its progress with its Sodexo Diversity Index, an
innovative scorecard that tracks both quantitative and
qualitative results,

Sodexo also reaches out externally, holding forums
and meetings with clients to improve their diversity

inttiatives and to help them understand how criticgl
diversity is to everyone's success. Sodexo's
reputation and proven success in diversity

many of its clients to tell Diversityinc that's w
enhanced their business relationship with t

service company.

How did Sodexo use the diversity strategics of
education, enforcement, and exposure?

A

SOURCE: Excerpted from “No. 1: Sodexo.” Retrieved De
2010, from http://www.diversityinc.com/article/7252

Part of Sodexo’s Success is attributed to its progressive
approach toward managing diversity. Would you like t
at the company?

Example. Diversity and inclusion are part of the fabric of our businesses and are

vital to our future success worldwide. The

in 11 ‘ind.ustries demonstrated tha financial per
organization’s top management team (TMT)

same location '3

Organizations cannot use divers
to contribute their fy]] talents, abilj
essential for an organization to create an
emp]ques to reach their fy] potential,
of creating such an environment,

This section
the demographi

(f::xtpr)é?]:jess ttl]:e l:tusiness need to manage diversity by first review
at are creating an Increasingly diverse workforce. We

principles of diversity and inclusion
and enhance our ability to deliver

advance the health and well-being of peo 1
e throughout
the world. We cannot afford to reduce our fo s bt b

Cus on these critical areas in any

formance was higher when the
was diverse and collocated in the

ity as a strategic advantage if employees fail
ties, Motivation, and commitment. It is thus
environment or culture that allows all
Managing diversity is critical component

ing
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then summarize the managerial implications of demographic diversity and review
evidence pertaining to the positive and negative effects associated with diverse
work environments.

sing Diversity in the Workforce

force demographics, which are statistical profiles of the characteristics and
nposition of the adult working population, are an invaluable human-resource
planning aid. They enable managers to anticipate and adjust for surpluses or short-

ages ot appropriately skilled individuals. Consider the implications associated with
an azrigz population that will be retiring in record numbers over the next decade, a
U5 tirthrate that is too low to provide enough workers to meet future demands, a
workforce in 2050 that is composed of 55% minority employees, a labor shortage

« by a population that does not possess the knowledge and skills needed in a

wiedge economy, and one in seven US adults who lack the literacy skills to read

an; : beyond a child’s picture book.'* Experts predict that these demographic

trends will create a serious shortage of skilled workers in the future.

‘oreover, general population demographics give managers a preview of the
ind motives of current and future employees. Demographic changes in the

Ut workforce during the last two or three decades have immense implications
for orcanizational behavior. This section explores the managerial implications
ol demographic-based characteristics of the workforce: (1) women navigate
a Inbyrinth after breaking the glass ceiling, (2) racial groups are encountering a
glavs ceiling and perceived discrimination, (3) there is a mismatch between work-
ers cducational attainment and occupational requirements, and (4) generational
dificrences in an aging workforce.

Qﬁ 2.3 Women Navigate a Labyrinth after Breaking the Glass
' Ceiling The Wall Street Journal journalists—Carol Hymowitz

and Timothy Schellhardt—coined the term glass ceiling in 1986. The term glass
ceitin; was used to represent an absolute barrier or solid roadblock that prevented
woren from advancing to higher-level positions. This ceiling resulted in women
find 1z themselves stuck in lower-level jobs, ones that do not have profit-and-loss
responsibility, and those with less visibility, power, and influence. There are a
va of statistics that support the prior existence of a glass ceiling. For example,
women earned 77 cents on the dollar relative to men’s earnings in 2010, and women
received fewer stock options than male executives, even after controlling for level

of cducation, performance, and job function.”® A recent longitudinal study of
4,100 MBA students from leading business schools also revealed four key trends:
(1) men started their careers at higher levels than women even after controlling for
work experience, industry, and region; (2) men reported higher starting salaries
after controlling for job levels and industry; (3) men moved up the career ladder
further and faster than women; and (4) men had higher career satisfaction over
time than women.'® These differences are a function of several potential causes:'?

* Women face discrimination.

* Women spend more time handling domestic and child care issues than men.

* Women encounter more obstacles to their leadership and authority than
men (e.g., negative stereotypes).

* Women accumulate less continuous work experience than men because they
periodically exit the workforce for family or motherhood.

workforce demographics Statisti-  glass ceiling Invisible barrier
cal profiles of adult workers. blocking women and minorities
from top management positions.
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+ Women have less social capital and lower breadth of personal networks

than men. _

» Organizations have increased demands for longer hours, travel, and rcloca-
tion and these demands conflict with the domestic roles held by many mar-
ried women.

i
Back to the Chapter-Opening Case

Which of the potential causes of discrimination played a role ir
the Arizona Department of Corrections?

Ao

Carol Hymowitz, the same journalist who initially introduced the metay of
a glass ceiling, wrote an article in The Wall Street Journal in 2004 that con led
women had broken through the glass ceiling. This led renowned researcher * lice
Eagly and her colleague Linda Carli to conduct a thorough investigation into the
organizational life of women. They summarized their findings in a 200 ok
titled Through the Labyrinth. These authors agreed with Hymowitz after anal. »in g
many types of longitudinal data. We arrived at the following results after u at-
ing data reported in Eagly and Carli’s book. There were many more female ( 10Os
in 2010 (12 and 26 female CEQs within Fortune 500 and Fortune 1000 firn e-
spectively) and more women in managerial, professional, and related occupal ons
(51% in 2009) than there were in the 1980s and 1990s." Statistics further she - ed
that women made great strides in terms of (1) educational attainment (wo en
earned the majority of bachelor’s, master’s, professional, and PhD degrees 7om

2006 through 2010); (2) holding seats on boards of directors of Fortune 500 1 ms
(a 6.1% increase between 1995 and 2010); (3) obtaining leadership positic
educational institutions (in 2010, women represented 18.7% of college presic nts
and 29.9% of board members); and (4) receiving federal court upp(:imnm n
2010, 22% and 28% of federal district court judges and US cir it
court judges, respectively, were women).

You can interpret the above statistics in one of two ways. On
the one hand, you might believe that women are undcrpui’d d
underrepresented in leadership positions and that they are victims
of discr.iminatory organizational practices, Alternatively, you can
agree with Alice Eagly and Linda Carli’s conclusion that

Example. women have made substantial progress but still have quite
ffl[' 10 go to achieve equal representation as [Eudcrs. X
tics demonstrate considerable social change
careers .hzwc become far more successful th
Men still havc more authority and higher wages, but women have
be.en CatChIllg up. Because some women have ?no\'cd into the most
elite leadership roles, absolute barriers are 3 thing of the past.”

. . These statis-
and show that women’s
an they were in the past.

Indra Nooyi, CEQ of Pepsi, is a good example These authors believe th:

il women are F e stds £ s
o Sometre o Omen are not victims. Rather. they

a5 successfully moved Propose that a woman’s career follows -
hr 2 Farag ; : : ; Ollows a pattern mor: aracteris-
%EO;;%*;CJ cale:; Ilabymth. She was rated a9 tic of traveling through a labyrinth . et i

' poot PowertUl woman in business in 20g A labyrinth is '

O S i< IS represented b aze 23 P
and 2010 by Fortyne i : i p a4 maze and i as
(.r(wij PEJ;SiFI;)f:gno. She is very focusedon  intricate structure of interconne{‘ting ;)dsmnd lshdeﬁned hich it
S VUWINY Feps|'s e 3 r ] e s el ALY ‘hie
food and *;;vefaagsunues Py offering healtier s difficult to find one’s way.”?! Eagly and C:i%(leis : rclotlhg}"l] “bhm'htlll

” 2GS R : e 4 & arll use e labyrinth
metaphor becayse they believe that 4 woman’s path to Sucfe“ is
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real WORLD // real PEOPLE

CareFirst BlueCross BlueShield Helps Employees Move Up
the Career Ladder

an working for the company about SOURCE: Excerpted from C B Antoniades, “Best Places to Work

1 claims examiner. “It's such a big com- 2010," Baltimore Magazine.net, February 20!0‘ http://www

5 much opportunity,” It helped, too, that Fish- .baltimoremagazine.net/features/2010/02/best-places-to-work-2010.

ate bosses focused heavily on development
ed as mentors, both formally and informally.

S inspirational. | would

vomen here in the company being very

d progressing and being valued,” says

are an of females in significant roles

accessible.”

f CareFirst's management team is

ation has long had family-friendly

exible scheduling. “I've always

s very flexible," says Fisher,

r mere presence

take advantage of that flexibility. “In tum, I've
e to ensure that flexibility was there as

r employees.

that her children are in college, Fisher is

iteful for the company's benefits, including its Julie Fisher is very happy with her employer's
ind saving plans. approach toward managing diversity.

not direct or simple, but rather contains twists, turns, and obstructions, particu-

lar - tor married women with children. Managers and organizations thus are ad-

vised to develop policies, procedures, and programs aimed at helping women to

navigale their way through the maze of career success (see Real World/Real People

featuring Julie Fisher at CareFirst BlueCross Blueshield above). More will be said

about this later in this section.

;‘“j{- _0.4 Racial Groups Are Encountering a Glass Ceiling and

& Perceived Discrimination Historically, the United States
has been a black-and-white country. The percentage change in US population
between 2000 and 2050 by race reveals that this pattern no longer exists (see Fig-
ure 2-2). Figure 2-2 shows that Asians and Hispanics are expected to have the
largest growth in population between 2000 and 2050. The Asian population will
triple to 33 million by 2050, and the Hispanics will increase their ranks by 118% to
102.6 million. Hispanics will account for 25% of the population in 2050. All told,
the so-called minority groups will constitute approximately 55% of the workforce
in 2050 according to the Census Bureau.

Unfortunately, three additional trends suggest that current-day minority groups
are experiencing their own glass ceiling. First, minorities in general are advancing
less in the managerial and professional ranks than whites. For example, whites,
blacks, Asians, and Hispanics or Latinos held 38%, 29.21%, 48.8%, and 19.4% of
all managerial, professional, and related occupations in the United States in 2009.22
Second, the number of race-based charges of discrimination that were deemed to
show reasonable cause by the US Equal Employment Opportunity Commission
increased from 294 in 1995 to 1,061 in 2008. Companies paid a total of $79.3 mil-
lion to resolve these claims outside of litigation in 2008.* Third, minorities also
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figure 2—2 Percentage Change in US Population by Race

B Anglo [ Black M Asian B Hispanic

35%

30%

25%

20%

15%

10%

5%

2000-2010 72010—2020 :2020-2030 :2030-2040 2040-2050
Population, in millions

Anglo  201.1mil = 2059mil = 2092 mil . 210.3 mil - 210.3 mil

Black 40.5 45.4 50.4 56.9 61.4
Asian 14.2 18.0 22.6 28.0 33.4
Hispanic 47.8 = 598 B 6| 87.6 102.6

Source: US Census Bureau

SOURCE: G C Amas, “Almost Half of US L
2004, p A5. US Census Bureau, Table 13

cted Population of the US by
2000-2050," 'MMf"v"(ZeHSUS,QD\*’:'IDC!".‘."‘J.’V.‘-"JS:"*[-:':H’T|;'lrL)_J/‘ Used by permission of the

Associated Press

ly to Be Minorities by 2060," Arizona Republic, M

tend to earn less personal income than whites. Median annual earnings in 219
were $51,861, $32,584, $65.469. and $38,039 for whites, blacks, Asians, and H:
panics, respectively. Interestingly, Asians had the highest median income.* Finally,
a number of studies showed that minorities experienced more perceived discrimi-
nation, racism-related stress, and less psychological support than whites.

Mismatch between Educational Attainment and Occupational
Requirements Approximately 28% of the labor force has a college degree,
and college graduates earn substantially more than workers with less education.
At the same time, however, three trends Suggest a mismatch between educational
attamment and the knowledge and skills needed by employers, First recent stud-
1es show tha}t college graduates, while technically and functionally‘r competent,
& In terms of teamwork skills, critical thinking, and analytic reason-
nd, there is a shoryage of college graduates in technical fields related to

King in entry-leve] positi
perform effectively. This latter trend is p;

gttlon rate of only 75.% and the existence of about 32 millj
¥ dtttz)s ]t.h.d(ti are functlonally illiterat_e.” Literacy is defined as “an individual’s abil-
Y to read, write, and speak English, compute and solve problems at levels of

rofici : ; :
:nzﬁé:;ir;]cg neccgsa]fy to function on the Joband in society, to achieve one’s goals,
Pone’s knowledge and potentia »2s [iteracy costs corporate America
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around $60 billion a year in lost productivity. These statistics are worrisome to
both government officials and business leaders.

The key issue confronting organizations in the United States, and any country
that wants to compete in a global economy, is whether or not the population has
the skills and abilities needed to drive economic growth. Unfortunately, results

from a study commissioned by the National Center on Education and the Econ-
omy suggests that the United States is losing ground on this issue. Findings were
summarized in a book titled Tough Choice or Tough Times: The Report of the New

Coumission on the Skills of the American Workforce. The authors arrived at the
foliowing conclusions based on their analysis.

. Whereas for most of the 20th century the United States could take pride

ng the best-educated workforce in the world, that is no longer true. Over

the rast 30 years, one country after another has surpassed us in the proportion of

their entering workforce with the equivalent of a high-school diploma, and many

I ire on the verge of doing so. Thirty years ago, the United States could lay

clain to having 30 percent of the world’s population of college students. Today
that proportion has fallen to 14 percent and is continuing to fall.

‘While our international counterparts are increasingly getting more education,
their young people are getting a better education as well. American students and
young adults place anywhere from the middle to the bottom of the back in all
three continuing comparative studies of achievement in mathematics, science, and
general literacy in the advanced industrial nations.

Vhile our relative position in the world’s education league tables has continued
its long slow decline, the structure of the global economy has continued to evolve.
Every day, more and more of the work that people do ends up in a digitized form.
From: X rays used for medical diagnostic purposes, to songs, movies, architec-
tural drawings, technical papers, and novels, that work is saved on a hard disk and
trarsmitted instantly over the Internet to someone near or far who makes use of it
in an endless variety of ways. Because this is so, employers everywhere have access

to a worldwide workforce composed of people who do not have to move to partici-
pate in work teams that are truly global. Because this is so, a swiftly rising number
ol Aumerican workers at every skill level are in direct competition with workers in
every corner of the globe.®

These conclusions underscore the fact that the mismatch between educational at-
taimment and occupational requirements have both short- and long-term implica-
tions for organizations and countries alike. American companies are more likely
to outsource technical work to countries like India and China, to hire more im-
migrants to fill entry-level positions, to spend more money on employee training,
and to use phased retirement programs that encourage skilled employees to work
beyond retirement age.

Generational Differences in an Aging Workforce America’s popu-
lation and workforce are getting older. By 2011, half of the US workforce will be
over 50 years of age, and 80% will be over 50 by 2018.% Life expectancy is increas-
ing as well. The number of people living into their 80s is increasing rapidly, and
this group disproportionately suffers from chronic illness. The United States is not
the only country with an aging population. The United Nations estimates that
33% of the population in developed countries will be over the age of 60 by 2050,
and one in three people will be pensioners. These statistics led some experts to
conclude that the global financial crises in 2009-2010 “will be nothing compared
with the costs of an aging global population.™

An aging population in the United States underscores a potential skill gap
in the future. As those employees in the Baby-Boom generation retire—the

h__;
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CVS Caremark Implements Programs to Retain and Transfer Knowleclge
; of Older Employees

m lich, “Coming of Age
CVS decided to implement a program aimed at transfer- g?;?ffyiﬁ%?fig??_ J’()I\TLI‘E}H” oming
ring knowledge from older workers to younger ones upon
leaming that 7 percent of its employees were over 50.
Part of CVS's success stems from providing flexible pro-
grams and benefits that particularly appeal to older work-
ers. A prime example is its “Snowbird” program, which
allows older workers to transfer to different CVS/pharmacy
locations on a seasonal basis. . . . “The retention rate of
the snowbirds is significantly higher than the industry aver-
age,” says David L. Casey, vice president, diversity officer
i for CVS Caremark. The program enables CVS to manage
the swell of business in warm-climate stores during the
' i winter, and the snowbirds drive customer loyalty. . . .
| ‘ Another program CVS is piloting in Chicago has older
| pharmacists —some stil working, some retired —mentor
pharmacy technicians and high school students. It has

i J proven to be as much a learning experience for the men-
| &8 ‘ tors as the mentees,

CVS Caremark operates more pharmacies than any

| How does the Snowbird program drive customer company in the United States. The cor any credit
I
| loyalty?

I‘ success to its progressive approach toward diversity

’ 78 million people born between 1946 and 1964
| skills, knowledge, experience, and relationships
It quarter of all Americans. This situation will likel
I growing technical fields. Proactive companies |
l‘ implemented programs aimed at ove
| (see Real World/Real People above),

~the US workforce will lose the
possessed by the more than 2
y create skill shortages in f:
ike CVS Caremark have alrea
rcoming this knowledge transfer problem

associated with an aging workforce, the four
) need for managers
al differences in values, attitudes, and behaviors

: A fifth generation wil] enter the workforce around 2020. For

example, companies such as IBM, Lockheed Martin Ernst & Y. P, and
Aetna have addressed this jss : oung LLP, and

: ue by providing trainin workshops on ational
diversity, g Ps on generationa

Table 2‘01 presents a summary of generational differences that exist across
abeled groups gf people: Traditionalists. Baby Boomers, Gen Xers,

en Ys), and the forthcoming Gen 2020 efore

- . »and th =V group. Before
Zﬁfaatmln{ng these propos‘ed ghfferences, IL1s important to note that these labels and
Istinctions are generalizations and are used for the sake of discussion. There are

always exceptions to the characterizati i
( Zations shown in Table 2] and - lons
should be Interpreted with cautiop » S

7 tE:bf:oiii l'eveafls] 1that Millennials ¢ or the largest block of employees
il Iorc% Iollowed by Baby Boomers. This js important because many
S are being managed by Boomers who Possess a very different set of

Chapter 5 g :
cal ; y o i - Tepresent stable physi-
acrle c;?kde ]metmal cl'mract_er}stlcs that form an individual’s identity, Conﬂic[ingl)lriils

1Y 1o create friction between people. For example, the workaholic and
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table 2—1 Generational Differences

gt

553

i 1925-1945 1946-1964 1965-1979 1980-2001 2002-
ent | 38.6 million 78.3 million 62 million 92 million 23 million
lation |
\
j Great Depression, | Vietnam War, MTV, AIDS September Social media,
Historical f World War I, Watergate, epidemic, 11th terrorist election of
‘ Korean War, Cold | assassinations Gulf War, fall attack, Google, Barack Obama,
| War era, Rise of of John and of Berlin Wall, Columbine High financial
| suburbs Robert Kennedy | Oklahoma City | School shootings, | crisis of 2008
\ and Martin bombing, 1987 | Enron and and high
i Luther King, stock market other corporate unemployment
i women’s rights, | crash, Bill scandals, wars
i Kent State Clinton-Monica | in Iraq and
f killings, first Lewinsky Afghanistan,
‘ man on the scandal Hurricane Katrina,
moon financial crisis of
| 2008 and high
' unemployment
i Traits | Patriotic, loyalty, Workaholic, Self-reliance, Entitled, Multitasking,
| discipline, idealistic, work/life civic minded, online life,
| conformist, work ethic, balance, close parental cyberliteracy,
high work ethic, competitive, adaptable, involvement, communicate
respect for materialistic, cynical, distrust | cyberliteracy, fast and online
authority seeks personal authority, appreciate
fulfillment independent, diversity,
technologically | multitasking,
savvy work/life balance
technologically
savvy
ing Fax machine Personal Mobile phone Google and Social media
vention computer Facebook and iPhone
apps
Adapted from J C Meister and K Willyerd, The 2020 Workplace (NewYork: Harper Colins, 2010), pp 54-55; and R Alsop, The Trophy

Up (San Francisco

Jossey-Bass, 2008) p. 5.

competitive nature of Boomers is likely to conflict with the entitled and work/life
balance perspective of Millennials. As discussed in the next section, managers and
employees alike will need to be sensitive to the generational differences highlighted
in Table 2-1 in the pursuit of effectively managing diversity.

We would like to close our discussion about age by highlighting results from
two recent meta-analyses. Researchers in the first study wanted to investigate the
relationship between age and 10 dimensions of performance: core task perfor-
mance, creativity, performance in training workshops, helping behavior at work,
safety performance, counterproductive work behaviors, aggression at work, sub-
stance abuse, tardiness, and absenteeism. Results demonstrated that older workers
displayed more helping and safety-oriented behavior. Older workers also exhibited
less workplace aggression, substance abuse, tardiness, and absenteeism. Age was
predominantly unrelated to core task performance, creativity, and performance in
training workshops.*® The second meta-analysis summarized research from over
800 studies. Results revealed that age was positively related to job attitudes toward
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: thne np ¢ ; | s o
work tasks, colleagues, supervisors, and organizations as a whole. .Thm two
meta-analyses suggest that older employees can make valuable contributions in
today’s organizations.

% Lo.s. Managerial Implications of Demographic Dive ity

It is important for organizations to draw the bgst talents and motivatio rom
employees given the globally based and technol_oglcaliy conncclcq nature o usj-
ness. Organizations simply cannot afford to alienate segments of th work ree.
i3 g Consider the issue of sexual orientation. A 2010 National Sqrvcjv of Heali! and
COﬂneCt G019 Behavior in the United States revealed that approximately 7% of women a8

www.megrawhillconnect.com

: ; . of men identify themselves as lesbian, gay, or bisexual. It also is‘currcnll_\ legal in
: :grt::tm;e:f E:;fv:;e;'z: 30 states to fire employees who are lesbian or gay, and it is legal in 37 states (0 fire
; genera:i(ma, differences inthe ~ transgender individuals.” This situation is likely to create negative job att: des
I workplace. and feelings of marginalization for lesbian, gay, bisexual, and transgender (1.C:3T)

‘ \ people.* Corporate law firm Bingham McCutchen and software developer A lobe
’ F Systems have tried to overcome this problem by instituting programs such - d-
' f ditional benefits for transgender employees and same-sex partner benefits.’
. Regardless of sexual orientation, gender, race, or age, all organizations ced
‘ i to hire, retain, and develop a diverse workforce that provides a deeper pool of
. ; talent and unique perspectives that help the organization identify and meet the
| ‘ needls of a diverse customer base. For example, a Citizens Union Bank branch in
Lt Louisville, Kentucky, designed and staffed the branch with the goal of attracting
I I more Latin American customers. The interior contains “bright, colorful walis of
yellows and blues, large-scale photos of Latin American countries, comfor: e
1 | couches, sit-down desks, a children’s play area, a television tuned to Hispanic pro-
gramming and even a vending area stocked with popular Latin American brind
l soft drinks and snacks, Along with its interior design, this branch has a diffcn
name: ‘Nuestro Banco,” Spanish for ‘Our Bank.”” Branch deposits are set g
records, and the CEQ is planning to use this same model in other locations. 7he
point to remember is that companies need to adopt policies and procedures i at
meet the needs of al employees. As such. programs such as day care, elder ¢
ﬂex‘lb'le work schedules, and benefits such as paternal leaves, less-ri gid relocation
| policies, conc:erge_ services, and mentoring programs are likely to become m
| popular. In add_ltlo'n to this general conclusion, this section summarizes so:ne
iﬂgl;]rlézrtr;ag?ieg;ilr;lphcations a'ssocizlted with effectively managing diversity in
‘ Phic trends related to gender, race. education, and age,

—

your company and enjoy what you do, 4
Women also can h
]gljoposed by Alice.Eagly and Linda Carli, authors of
Irst, focus on being exceptionally Competent and se

Mentoring is dj g

more fr;]:]iélit?lstcl?ssed men oper 3. Research shows that men get promoted

their bosses an{i 'af{l Py becausfz they are more likely to get Sponsored by
ARG mentorg Second, network to build social capital.

Seven recommendations
Through the Labyrinth*
ek mentors or Sponsors:
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represent one viable strategy in this pursuit. For example, Susan Reed, editor-in-
chief of Golf for Women, concluded that “[wlomen are just now learning what
men have known for years: that golf may be one of the best relationship-building
tools there is—both for business and for pleasure. Women resist going out for the
afternoon because they're generally too responsible, shortsightedly so. Like men,
they need to realize that leaving the work on the desk (which will be there anyway)
and going out to play golf with a valuable business prospect is a good decision.”*
T'hird, seek work/life balance by delegating housework or hiring domestic help.

Fourth, improve your negotiating skills. Fifth, take credit for your accomplish-
meriis; men do. Sixth, work toward creating a partnership with your spouse that
leads to a mutually supportive relationship. Interviews with female executives sug-
gest that a supportive spouse is a key factor in their career success. For example,

ouse of Indra Nooyi, CEO of PepsiCo, quit his job so that he could take on
e responsibility for raising their children and running the house.* Finally, de-
lop an interpersonal style that balances the need to be assertive and communal.

1ging Racially Based Diversity Organizations are encouraged to
iwate employees about negative stereotyping regarding people of color, particu-
a1’y when it comes to selecting and promoting leaders. Negative stereotypes not
on'y block qualified people from obtaining promotions, but they can undermine
t person’s confidence in their ability to lead.® Given the projected increase in the
number of Hispanics entering the workforce over the next 25 years, managers
| sbould consider progressive methods to recruit, retain, and integrate this segment
ot the population into their organizations. For example, Miami Children’s Hos-
pital and Shaw Industries in Dalton, Georgia, attempted to improve employee
ductivity, satisfaction, and motivation by developing customized training pro-
rams to improve the communication skills of their Spanish-speaking employees.*
tesearch further reveals that the retention and career progression of minorities
can be significantly enhanced through effective mentoring.

David Thomas, a researcher from Harvard University, conducted a three-year
stucy of mentoring practices at three US corporations: a manufacturer, an elec-
tronics company, and a high-tech firm. His results revealed that successful people
of color who advanced the furthest had a strong network of mentors and sponsors

fio nurtured their professional development. Findings also demonstrated that
people of color should be mentored differently than their white counterparts. He
commended that organizations

ple. should provide a range of career paths, all uncorrelated with race, that
lead to the executive suite . . . . Achieving this system, however, would require in-
tegrating the principles of opportunity, development, and diversity into the fabric
of the organization’s management practices and human resource systems. And
an important element in the process would be to identify potential mentors, train
them, and ensure that they are paired with promising professionals of color.’

Managing Education-Based Diversity Mismatches between the amount
of education needed to perform current jobs and the amount of education pos-
sessed by members of the workforce are growing. This trend creates two potential
problems for organizations. First, there will be a shortage of qualified people in
technical fields. To combat this issue, both Lockheed Martin and Agilent Technol-
ogies offer some type of paid apprenticeship or internship to attract high-school
students interested in the sciences. Other companies such as State Street, Fidelity,
and Cisco are attempting to overcome skill gaps by encouraging employees to
participate in skills-based volunteering projects. The goal of these projects is to
increase targeted skills through volunteer activities.*

LR ORI T T R S e S MR A0 S AT s, U
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BMW Effectively Redesigns Its Plant in Bavaria

Many of the ideas implemented in the 2017 line were
physical changes to the workplace that would reduce
wear and tear on workers' bodies and thus the likeli-
hood that workers would call in sick. The new wooden
flooring together with weight-adapted footwear, for
example, reduced joint strain and exposure to static
electricity jolts. The line workers also installed special
chairs at several workstations, which allowed them to
work sitting down or to relax for short periods during
breaks . . .,

Design and equipment changes were complemented
by changes in work practices. The line introduced job
rotation across workstations during a shift in order to bal-
ance the load on workers' bodies . . . .

In addition, a physiotherapist developed strength and
stretching exercises, which he did with the workers every
day for the first few weeks.

Why does this example represent effective man-
agement of diversity?

SOURCE: Excerpted from C H Loch, F J Sting, N Bauer, and
H Mauermann, “How BMW Is Defusing the Demographic Time
Bomb," Harvard Business Review, March 2010, pp 101-2,

BWM designed chairs like this one to help
employees do their jobs more effectively and
ortably. Would you like to sit on tnis chair
throughout the work day?

Second, underemployment among college graduates threatens to erode jol
sfaction and work motivation. As well-educated workers begin to look for

turnover likely }vi]] increase. This problem underscores the need for job redesi gn

outs and illiterates cope with Job demands

Managing Age-Related D

the human and socia] capital possess

_in order to help older employees cope with the demands of phys

iversity Organizations can take advantage of

ed by older employees by implementing pro-
ir knowledge to
in Lower Bavaria
ically demanding

Jobs and to redyce absenteeism (see Real World/Real People above). BMW expe-

rienced a 7% increase in productivity
based on these changes.® In order to m
organizations will need to encour
in lieu of retiring, The following
engaged and committed 1o worki

ive th

and a significant reduction in absenteeism

age Baby Boomers to remain in the workforce

Seven initiatives can help to keep older workers
ng_ﬁ{)

1. Provide challenging work assignments that make a difference (o the firm.
2. Give the employee considerabe autonomy and latitude i completing a task.
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3. Provide equal access to training and learning opportunities when it comes to
new technology.

4. Provide frequent recognition for skills, experience, and wisdom gained over

the years.
5. Provide mentoring opportunities whereby older workers can pass on accu-
mulated knowledge to younger employees.
6. Ensure that older workers receive sensitive. high-quality supervision.
7. Desiein a work environment that is both stimulating and fun.
Generational differences outlined in Table 2-1 can affect employee motiva-
tion anc luctivity, thereby necessitating a need to educate employees about
working diverse employees. For example, in-depth interviews with 50 work-
ers over "¢ sige of 50 revealed that older workers felt blocked from important
commu ton networks by younger employees and that their experience and Co_medw
skills we t valued. One respondent commented that “when older colleagues ™ : 10
spoke d company meetings, younger colleagues would yawn, avoid eye ' -megrawhilconnect.com
X T y i for an interactive comprehension
contact he speaker, doodle, or send text or instant messages under the i s S Yok
table.”’ | 'trast, some Gen Y employees believe that Baby Boomers want Leaseplan manages diversity.
to be re d for the amount of time they spend at work rather than pro-
ductivit it Buy’s headquarters has attempted to reconcile this concern by
creating tluation system that judges people only on task completion and
performai People are encouraged to work only as many hours as needed to
get the | ne.*
Furt] =n X employees also report feeling “stuck in the middle.” A Gen
Xer nam ichael noted, “I have an executive management team who are 8 to
12 years than I am, with no plans for retirement in the near future. This
leaves me stuck. | have been searching for business opportunities due to my dis-
trust of ¢ orate America’s motives.”* Companies clearly need to find ways
to motiv. nd retain Gen X employees who may be stuck in organizational
hierarch
Traditional and Boomer managers also need to consider their approach to-
ward manauing the technologically savvy Gen Xers and Gen Ys. For example,
Gen Xers «nd Ys are more likely to visit social networking sites during the work-
day, often perceiy ing this activity as a “virtual coffee break.” In contrast, Tradi-
tional and Boomer managers are more likely to view this as wasted time, thereby
leading (0 policies that attempt to shut down such activity. Experts suggest that
restricting access to social media will not work in the long run if one wants to
motivate younger employees. ™
Finally, the shortage of skilled employees in the
future underscores the need for organizations to re-
cruit Millennials. Not only do Gen Ys represent the
largest block of employees in the workforce (see
Table 2-1), but they possess traits and skills needed

In an incrc;htngl_\' technologically advanced economy.
Organizations are responding to this issue by trying
to create work environments that meet the needs of
this segment of the workforce. For example, Growth
Works Capital, Ernst & Young, Philip Morris USA,
IBM, and Bearing Point implemented new rewards
Programs and job design interventions aimed at at-
tracting and retaining Gen Y employees. Unilever
S_'m“'dr'.v Created a “consumerization architect” posi-
ton that focuses on helping employees use popular
technology after learning that Gen Y employees were  Age-related diversity can cause unnecessary friction in
dissatisfied with the company’s use of information the workplace. How can managers help facilitate helpful
leChnology‘ 35 interactions across all generations?

e e RO . L e
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The Positive and Negative Effects
of Diverse Work Environments

Earlier in this chapter we stated that effectively managing diversity is not only a
good thing to do in order to attract and retain the most talented cnllplo‘ycc.\. but it
makes good business sense. Although one can easily find tesumomu!s from i an-
agers and organizations supporting this conclusion, we need to examine the uk.i-
ity of this claim by considering the evidence provided by QB research. A.s you will
learn shortly, this research reveals that there are both positive and negative el’ccts

of diversity on important work outcomes. Organizational behavior resear ' rs
have explained these conflicting results by integratin g two competing explan: . ins
of how diversity impacts employee attitudes, behavior, and performance. T 'cse

explanations are based on what is called social categorization theory and infor -
tionldecision-making theory. This section focuses on helping you understand ' ow
to garner the positive benefits of diversity by presenting a process model of o' -r-
sity that integrates these two explanations.

Social Categorization Theory A team of OB researchers describc he
social categorization theory of diversity as follows:

Example. The social categorization perspective holds that similarities and dif7or-
ences are used as a basis for categorizing self and others into groups, with e

ing categorizations distinguishing between one’s own in-group and one or m e
out-groups. People tend to like and trust in-group members more than out-group
members and thus generally tend to favor in-groups over out-groups. . . . [W]crk

group mt?mbers are more positively inclined toward their group and the people
within it if fellow group members are similar rather than dissimilar to the self.

For example, past research revealed that people who were different from their
work units in racial or ethnic background were less psychologically committed
to their organizations and less satisfied with their careers.” Additional studies

vers_ity was associated with higher levels of
deviance (i.e,, exhibiting behavior that violates norms and
of the organization) and lower profits® All told then t
mode} supports the idea that homogeneity is better thm; h
affecting work-related attitudes, behavior. and performan

threatens the well-being
he social categorization
eterogeneity in terms of
ce.

In.fgrmation/Decision—Making Theory
of view, referred to a5 informationldecision-making

dictions proposing that diverse
4 : groups should
The logic of this theory was ol outperfor

S
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and to have different opinions and perspectives on the task at hand. This not only
gives diverse groups a larger pool of resources, but may also have other beneficial
effects.”’

This perspective highlights three positive effects of diverse work groups.®® First,
diverse eroups are expected to do a better job in earlier phases of problem solv-

51

ing because they are more likely to use their diverse backgrounds to generate a
more con:prehensive view of a problem. For example, gender and ethnic diversity
can h. p work teams to better understand the needs and perspectives of a mul-
ticulturz] customer base. Second, the existence of diverse perspectives can help
groups (o brainstorm or uncover more novel alternatives during problem-solving
activitics. Finally, diversity can enhance the number of contacts a group or work
unit hae at its disposal. This broad network enables groups to gain access to new Conﬂect‘
information and expertise, which results in more support for decisions than ho- - , i
: & : www.mcgrawhillconnect.com
mogenovs groups. Research supports this theory of diversity. Pt Uil i B Al
‘feain performance was positively related to a team’s diversity in gende eth- 100006 and how He deals
nicity, age. and education.” Heterogeneous groups also were found to produce it diversity issues in his
better-guality decisions and demonstrated higher productivity than homogenous  business.
groups. Preliminary research also supports the idea that workforce diversity pro-
motes creativity and innovation. This occurs through the sharing of diverse ideas
and perspectives. Rosabeth Moss-Kanter, a management expert, was one of the
first to ‘nvestigate this relationship. Her results indicated that innovative compa-
nies deliberately used heterogeneous teams to solve problems, and they employed
more women and minorities than less innovative companies. She also noted that
innovative companies did a better job of eliminating racism, sexism, and clas-
sism.” A summary of 40 years of diversity research supported Moss-Kanter’s
conclusion that diversity can promote creativity and improve a team’s decision
making,
Reconciling the Effects of Diverse Work Environments Our pre-
vious discussion about social categorization theory and information/decision-
making theory revealed that there are both positive and negative effects associated
with d-rsity. The model in Figure 2-3 summarizes the process underlying these
effects. Consistent with social categorization theory, there is a negative relation-
ship between the amount of diversity in a work group and the quality of interper-
sonal processes and group dynamics within a work group (path A in Figure 2-3).
This negative relationship ultimately results in negative outcomes because of the
positive relationship between the quality of interpersonal processes and group dy-
namics and outcomes (path C). For example, gender and racial diversity in a work
group foster more interpersonal conflict, which in turn results in lower job satisfac-
tion, higher turnover, and lower productivity. Recent research shows that this type
of negative pattern is more pronounced when groups have salient demographic
fault-lines.*” A demographic fault line is defined as “hypothetical dividing lines that
may split a group into subgroups based on one or more attributes.”® Fault liqes
form when work-group members possess varying demographic characteristics
(e.g., gender, age, ethnicity), and negative interpersonal processes occur when peo-
ple align themselves based on salient fault lines or demographic characteristics.
In contrast, research regarding the information/decision-making theory tells
us that the amount of diversity in a work group is positively associated with
sSocial categorization theory information/decision-making den?ographic fault line A hypo-
Similarity leads to liking and theory Diversity leads to better thetical dividing line that splits
attraction, task-relevant processes and groups into demographically based

decision making. subgroups.
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figure 2—-3 A Process Model of Diversity

A Process Model of Diversity

Dimensions of
Diversity

Surface level
* Age
* Gender
* Physical ability
* Ethnicity
* Race
Deep level
* Value
* Attitudes
* Beliefs
* Personality

task-relevant processes and decision making (path B), which in turn fosters posi-
tive outcomes (path D). Gender and racial diversity in this case lead to positiv
outcomes because they lead to improved task-related processes and decision ma -
ing. Two studies further demonstrated that the positive effects of diversity wer:
stronger when work groups were open-minded, more readily discussed and sharcd
information, and displayed more integrative behavior.®

Given that work-group diversity is ass
comes, we need to consider what managem
tive effects of diversity. First, organizati
inherent negative relationship between a

ociated with positive and negative out-
ent can do to reduce the potential nega-
Ons can target training to improve (he
work group’s diversity and its interper-
h A in Figure 2-3). For example, train-
rstand demographic differences and to
ntegrative and collaborative behavior.™
nagement, interpersonal influence, giving
differences. Second, managers can seek

develop interpersonal skills that foster i

Back to the Chapter—Opening Case
Based on the process model of dj

versity, what should management
Department of Corrections do to red

at the Arizona
uce future incidents of sexual haras

sment?
=
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% Loz Barriers and Challenges

to Managing Diversity

We int z:.-:h-.cedlthis chapter by noting that diversity is a sensitive, potentially vola-
tile, and sometimes uncomfortable issue. It is therefore not surprising that organi-

zatic

11

encounter significant barriers when trying to move forward with managing

diversitv. The following is a list of the most common barriers to implementing

SUCCeE

ssius diversity programs:”!

lneceurate stereotypes and prejudice. This barrier manifests itself in the belief

that differences are viewed as weaknesses. In turn, this promotes the view
diversity hiring will mean sacrificing competence and quality.
'ocentrism. The ethnocentrism barrier represents the feeling that one’s
iral rules and norms are superior or more appropriate than the rules and
s of another culture. This barrier is thoroughly discussed in Chapter 4.

areer planning. This barrier is associated with the lack of opportunities
liverse employees to get the type of work assignments that qualify them
cnior management positions.

ative diversity climate. Climate is generally viewed as employee percep-

about an organization’s formal and informal policies, practices, and
ocedures. Diversity climate is a subcomponent of an organization’s overall
ate and is defined as the employees’ aggregate “perceptions about the
nization’s diversity-related formal structure characteristics and informal
e, Diversity climate is positive when employees view the organization
- bemng fair to all types of employees; the concept of organizational fairness
s discussed in Chapter 8. Recent research revealed that a positive diversity
climate enhanced the positive effects of diversity while a negative diversity
climate reduced the positive aspects of employee diversity.”
nsupportive and hostile working environment for diverse employees. Sex-
« racial, and age harassment are common examples of hostile work envi-
'ments. Whether perpetrated against women, men, older individuals, or
LLAT people, hostile environments are demeaning, unethical, and appro-
priately called “work environment pollution.” You certainly won’t get em-
plovees” best work if they believe that the work environment is hostile toward
them. Remember, a hostile work environment is perceptual. This means that
people have different perceptions of what entails “hostility.” The perception
process is discussed in Chapter 7.

[t also is important to note that harassment can take place via e-mail,
texting, and other forms of social media. For example, a recent study of 220
employees revealed that the initial harassment began by e-mail or phone.”™
Managers are encouraged to treat electronic harassment the same as any
other type of harassment.

- Lack of political savvy on the part of diverse employees. Diverse employ-

ees may not get promoted because they do not know how to “play the
game” of getting along and getting ahead in an organization. Research
reveals that women and people of color are excluded from organizational
networks.”

diversity climate Employees’
aggregate perceptions about an
organization’s policies, practices,
and procedures pertaining to
diversity.

4. .................
TO THE POINT

What are the most
common barriers to
implementing successful
diversity programs?

seesccessvsess tscsssensene
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7. Difficulty in balancing career andf_imu'[y r'a:sue.s: ‘Wmnen_sli]] assur?l.e the ma-
jority of the responsibilities associated with raising children. This makes it
harder for women to work evenings and weekends or to frequently travel
once they have children. Even without children ip the picture, household
chores take more of a woman’s time than a man’s time.

8. Fears of reverse discrimination. Some employees believe that managing diversity
is a smoke screen for reverse discrimination. This belief leads to very sirong
resistance because people feel that one person’s gain is another’s loss.

9. Diversity is not seen as an organizational priority. This leads

} ‘ e e — to subtle resistance that shows up in the form of com-
| coeers | plaints and negative attitudes. Employees may compluin

about the time, energy, and resources devoted to diver ity

that could have been spent doing “real work.”

10. The need to revamp the organization’s performance ap-
praisal and reward system. Performance appraisals .nd

i
s SRR S

; reward systems must reinforce the need to effectively man-
i age diversity. This means that success will be based «n a
new set of criteria. For example, General Electric evalu cs
the extent to which its managers are inclusive of employees
I with different backgrounds. These evaluations are used in

‘ ey salary and promotion decisions.”
‘ m i 11 Resistance to change. Effectively managing diversity «n-
‘ ' tails significant organizational and personal change. As
This photo highights a diverse workforce at GE. discussed in Chapter 18, people resist change for m:ny

| The company is proud of its approach toward different reasons,

managing diversity. ‘ ; e
In summary, managing diversity is a critical component of
| organizational success,

i Back to the Chapter-Opening Case

Which barriers and challenges to managing diversity pl ' Ne
| _ played a role in what happene
l ‘ Michelle Barfielg? 4 )

o e oy @08 Organizational Practices Used

| Why i fostrng to Effectively Manage Diversity

’ mutual adaptation the
N b action%ption fgr So wl}at are organizations doing to effectively manage diversity
| managing diversity? question requires that we provide a framework for categorizing organizational ini-
latives. Researchers and practitioners have developed relevant frameworks. One

was d-evelo.ped by'R Roosevelt Thomas J I, a diversity expert ¥

? Answering this

HE
‘ | teeseetttittstatinnrsras,

ThOII:l&? identified eight basic responses
describing each action option, we discuss

0]
ac

for handling any diversity issue. After |
relationships among them.” '

tion 1: i i
Eon ];I)}-o;afnnsc}:lde'/EXdUde' This choice is an outgrowth of affirmative
- 1S primary goal is to either increase or decrease the number of
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diverse people at all levels of the organizations, Shoney’s restaurant represents a
good example of a company that attempted to include diverse employees after
settling a discrimination lawsuit. The company subsequently hired African Ameri-
cans into positions of dining-room supervisors and vice presidents, added more
franchises owned by African Americans, and purchased more goods and services
from minority-owned companies.”

Option 2: Deny People using this option deny that differences exist. Denial

may manifest itself in proclamations that all decisions are color, gender, and age
blind and that success is solely determined by merit and performance. Consider State
Farm insurance, for example. “Although it was traditional for male agents and their
region! managers to hire male relatives, State Farm Insurance avoided change and
denicd wny alleged effects in a nine-year gender-bias suit that the company lost.””
Opticn 3: Assimilate The basic premise behind this alternative is that all
diverse pzople will learn to fit in or become like the dominant group. It only takes
time =1 reinforcement for people to see the light. Organizations initially assimi-
late eninloyees through their recruitment practices and the use of company orien-
tation programs. New hires generally are put through orientation programs that
aim to provide employees with the organization’s preferred values and a set of
standard operating procedures. Employees then are encouraged to refer to the
policies and procedures manual when they are confused about what to do in a
specific situation. These practices create homogeneity among employees.

Option 4: Suppress Differences are squelched or discouraged when using
this approach. This can be done by telling or reinforcing others to quit whining
and complaining about issues. The old “you’ve got to pay your dues” line is an-
other frequently used way to promote the status quo.

Option 5: Isolate This option maintains the current way of doing things by

setting the diverse person off to the side. In this way the individual is unable to
influence organizational change. Managers can isolate people by putting them on
special projects. Entire work groups or departments are isolated by creating func-
tionally independent entities, frequently referred to as “silos.” Shoney’s employees

commented to a Wall Street Journal reporter about isolation practices formerly
used by the company:

Example. White managers told of how Mr. Danner [previous chairman of the
company] told them to fire blacks if they became too numerous in restaurants in
white neighborhoods: if they refused, they would lose their jobs, too. Some also
said that when Mr. Danner was expected to visit their restaurant, they scheduled
black employees off that day or, in one case, hid them in the bathroom. Others
said blacks’ applications were coded and discarded.*

Option 6: Tolerate Toleration entails acknowledging differences but not
valuing or accepting them. It represents a live-and-let-live approac}} that_ super-
ficially allows organizations to give lip service to the issue of managing diversity.
Toleration is different from isolation in that it allows for the inclusion of diverse
People. However, differences are not really valued or accepted when an organiza-
tion uses this option.

Option 7: Build Relationships This approach is based on the premise
that good relationships can overcome differences. It addresses chversny. by fostering
quality relationships—characterized by acceptance and understanding—among

& connect cow

www.mcgrawhillconnect.com
for an interactive exercise

to test your knowledge of
Thomas's generic action
options.
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real WORLD // real PEOPLE

UnitedHealthcare Fosters Mutual Adaptation

Shortly after she'd [Lois Quam) had twins Will and Steve,
Quam was offered another high-profile opportunity. Her
boss wanted her to run UnitedHealthcare's public-sector
services division. . . . "It was so overwhelming with twins.
You can't pretend it doesn't make a difference. So | said,

Looking back, Quam describes her reaction
“amazing gift" . . . because it affrmed her instinct
the best way to balance career and family.

How does this example illustrate muival

adaptation?

I'd really like to do this, but my primary focus for this
period of my life is my sons.™ She remembers thinking,
"This is going badly! It isn't strategic to be so blunt." But
her boss surprised her. “He said, ‘It's not a job that pays
by the hour. You do it in a way that works for you, and if
it doesn't work for me, 'l tell you."

SOURCE: A Beard, “Surviving Twin Challenges— At Home
Work," Harvard Business Review, January-February 2011, g

diverse groups. Rockwell Collins, a producer of aviation electronics in Cedar F: -
ids, Towa, is a good example of a company attempting to use this diversity opt
Rockwell is motivated to pursue this option because it has a shortage of qual
employees in a state that is about 6% nonwhite. To attract minority candid
the company “is building closer relationships with schools that have strong ¢
neering programs as well as sizable minority populations. It also is working n
closely with minority-focused professional societies.”' The city of Cedar Ra

is also getting involved in the effort by trying to offer more cultural activities 1
ethnic-food stores that cater to a more diverse population base.

Option 8: Foster Mutual Adaptation In this option, people are willing
to adapt or change their views for the sake of creating positive relationships v
others. This implies that employees and management alike must be willing to
cept differences and, most important, agree that everyone and everything is op
for change. Lois Quam’s experience at UnitedHealthcare is a good example o
mutual adaptation (see Real World/Real People above).

Conclusions about Action Options Although the action options can
be 1'158(21 alone or in combination, some are clearly better than others. Exclusion.
denial, assimilation, suppression, isolation, and toleration are among the lea-

preferred options. Inclusion, building relationships, and mutual ada;;tminn \re
the preferred strategies. That said, Thomas reminds us that mutual adaptation is
the only approach that unquestionably endorses the philosophy behind managing
diversity. In clgsing this discussion, it is important to note that choosing how (o
best manage diversity is a dynamic process that is determined by the context at
hand. For Instance, some organizations are not ready for mutual adaptation. The
best one might hope for in this case is the inclusion of diverse people. :

Summary of Key Concepts

;B Dfeﬁne Idiverst'ty and review the four layers of diversity,
Dwersm{ fepresents the individual differences that make
peoplle different from and similar to cach other. Diversity
pertains to everybody, It is not simply an issue of age
race, gcnd.er, or sexual orientation. The layers of dive’rsity
define an individual’s personal identity and constitute
a perceptual filter that influences how we interpret the

world. Personality is at the center of the diversity wheel.
T.he seclond layer of diversity consists of a set of internal
dum?nsmns that are referred to as surface-level dimensions
.OF diversity. The third layer is composed of external
influences and is called secondary dimensions of diversity.

T}1e ﬁnfil layer of diversity includes organizational
dimensions,
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2. Explain the difference between affirmative action and
managing diversity. Affirmative action is an outgrowth
of equal employment opportunity legislation and is an
artificial intervention aimed at giving management a
chance to correct past discrimination. Managing diver-
sity entails creating a host of organizational changes

ble all people to perform up to their maximum

L
potential.

that ena

3. Evx; wihy Alice Eagly and Linda Carli believe that a
career Is best viewed as traveling through a laby-
rinsh. Eagly and Carli believe that women were barred
eving high-level managerial positions in the past
women now have busted through these barriers.
d Carli propose that women have made these
v successfully navigating a labyrinth of twists,
nd obstacles.

4. Review the demographic trends pertaining to racial groups,
i mismatches, and an aging workforce. With re-
acial groups, Asians and Hispanics are expected
the largest growth in the population between
1 2050, and minority groups will constitute 49.9%
pulation in 2050. Minority groups also are ex-
periencing a glass ceiling. There is a mismatch between
ducational attainment and occupational re-
quir its. The workforce is aging.

5. Highlight the managerial implications of increasing diver-
¢ warkforce. There are seven broad managerial
implications: (a) To attract the best workers, companies
n wdopt policies and programs that meet the needs
of ail employees; (b) companies can help women and
pecele of color enhance their promotability by help-
ing “uem find mentors and sponsors; (¢) companies
howio educate employees about negative stereotyping,
ly when it comes to selecting and promoting
/) companies should consider using progres-

sive methods to recruit, retain, and integrate Hispanic
Workors into organizations; (¢) there will be a shortage
of quaiified people in technical fields and on-the-job

! skills, and literacy training will be needed to
heip the number of high-school dropouts and illiterates

L Kevilenne

-

cope with job demands; ( /) organizations will need to
provide tangible support to school systems if the United
States is to remain globally competitive; and (g) there
are three broad recommendations for managing an aging
workforce.

Describe the positive and negative effects of diversity

by using social categorization theory and information/
decision-making theory. Social categorization theory
implies that similarity leads to liking and attraction,
thereby fostering a host of positive outcomes. This theory
supports the idea that homogeneity is better than hetero-
geneity because diversity causes negative interpersonal
processes and group dynamics. The information/decision-
making theory is based on the notion that diverse groups
should outperform homogenous groups because diversity
is positively associated with task-relevant processes and
decision making.

- Identify the barriers and challenges to managing diver-

sity. There are 10 barriers to successfully implement-
ing diversity initiatives: (¢) inaccurate stereotypes and
prejudice, (b) ethnocentrism, (c) poor career planning,
(d) an unsupportive and hostile working environment
for diverse employees, (e) lack of political savvy on the
part of diverse employees, (f) difficulty in balancing
career and family issues, (g) fears of reverse discrimi-
nation, (h) diversity is not seen as an organizational
priority, (7) the need to revamp the organization’s per-
formance appraisal and reward system, and (/) resis-
tance to change.

Discuss the organizational practices used to effectively man-
age diversity as identified by R Roosevelt Thomas Jr. There
are many different practices organizations can use to
manage diversity. R Roosevelt Thomas Jr identified eight
basic responses for handling any diversity issue: include/
exclude, deny, assimilate, suppress, isolate. tolerate, build
relationships, and foster mutual adaptation. Exclusion,
denial, assimilation, suppression, isolation, and toleration
are among the least preferred options. Inclusion, building
relationships, and mutual adaptation are the preferred
strategies.

Sexual harassment, 34 Managing diversity, 37 Information/decision-making
Diversity, 34 Workforce demographics, 39 theory, 50
Discrimina tion, 36 Glass ceiling, 39 Demographic fault line, 51

Affirmative action, 36

—— OB in Action Case Study

LeasePlan Effectively Manages Diversity®?

Social categorization theory, 50

Diversity climate, 53

Shortly after joining LeasePlan USA asits head of salesand  of the vehicle-leasing company’s top customers. To his sur-
marketing in 2003, Mike Pitcher met with representatives

'~_—

prise, most were women,
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Women also outnumbered men among LeasePlan’s
450 employees. Yet the vast majority of top managers at
the company, a subsidiary of Netherlands-based Lease-
Plan Corp., were men. .

Soon after, LeasePlan began an effort to transform its
corporate culture—rooted in the old-boy netwprk of fleet
managers—and promote more women. Execuuves_ hired a
consultant to offer women career counseling, revised Fhe
company’s pay plan to stress performance over longevity,
and displaced some longtime managers. Today._ three of the
eight top executives are women, up from one in seven two
years ago.

Women employees say LeasePlan is a more support-
ive and collaborative employer. Mr. Pitcher, now the
company’s chief executive, calls the initiative a strategic
investment rather than the “the politically correct thing
to do.”

“LeasePlan doesn’t build anything,” he says. “Our sus-
tainable competitive advantage is our people.”

Such efforts require sustained commitment at the top,
says Sheila Wellington, clinical professor of management
at New York University’s Stern School of Business. Execu-
tives “need to make it very clear that this isn’t the flavor
of the month,” says Ms. Wellington, a former president of
Catalyst, a research firm for focusing on women’s work-
place issues.

Ms. Wellington says executives must hold middle man-
agers accountable for supporting and promoting female
subordinates, particularly at smaller companies. . . .

LeasePlan executives launched their initiative in 2006.
They hired Pathbuilders, Inc., an Atlanta human-resources
consultancy that focuses on women, to craft a program
that includes a skills assessment, career guidance, and tips
on communicating and building a “brand.” The program,
which taps about 30 women each year, also features net-
working events and a panel discussion with female execu-
tives from other firms,

The broader effort to transform the corporate culture
distinguishes LeasePlan from other companies trying to

| egal/Fthica| Challenge

The World of Organizational Behavior

promote women, says Maria Goldsholl, chief .ﬂpcmlil‘]g
officer of Mom Corps, a staffing company specializing in
flexible employment for women . . . . . _

The program also appears to be boosting job sat-
isfaction and engagement among LeasePlan’s women
employees. In a 2006 survey, 35% of women agreed the
“management supports my efforts to manage my carce
The following year, 47% of all female employees and 71%
of program participants agreed. The percentage of women
who said they think positions at LeasePlan are awa:«
fairly increased to 30% from 22%.

Gerri Patton, director of client activation, says the
gram helped her become more confident and outspo
The 23-year LeasePlan veteran encourages her female
ordinates to apply. “I wish I would have done that proy
10 or 15 years ago,” she says. “There’s no telling wh
would be . . . The sky would have been the limit.

SOURCE: Excerpted from C Tuna, “Initiative Moves Womer
porate Ladder," The Wall Street Journal, October !

Copyright © 2¢ w Jones & Company. Reproduced wit
mission of Dow Jones & Company via Copyright Clearar

Questions for Discussion

1. What is the business case that is driving LeasePlan’s

interest in managing diversity? Discuss.

Compare and contrast the extent to which LeasePlar: ;

using principles from affirmative action and managi

diversity. Explain your rationale.

3. To what extent are LeasePlan’s efforts consistent with:

recommendations derived from Alice Eagly and Linda

Carli? Discuss.

Which of R Roosevelt Thomas Jr’s eight generic dive:

sity options is LeasePlan using to manage diversity?

Explain.

5. While LeasePlan’s diversity initiative is clearly working.
what recommendations would you make for improvin;
their program? Explain.

2

o

Should Joseph Casias Be Fired by Walmart?#

This case takes place in Michigan, a state that allows the
use of medical marijuana.

Jogeph Casias, a 30-year-old father of two, began
work in 2004 as an entry-level grocery stocker at the Wal-
mart in Battle Creek, Mich. By 2008, he had progressed
to nventory control manager and was recognized as
Associate of the Year, an honor given to only 2 of 400
employees,

In November 2009, Casias twisted his knee at work: be-
cause _Walmarl policy requires drug testing after a w,ork-
place injury, he underwent a urine test, Before the test
he showed.the testing staff a registry card stating that ht“:
Was a medical marijuana patient under Michigan law, He
explained that he had been diagnosed with inoper:able

blrain cancer at age 17, and the marijuana, prescribed by
his oncologist, helped alleviate daily pain.

When the drug test revealed marijuana metabolites in
Casias’s system, the store manager told him that Walmart

woulfi not honor his registry card—and Casias was
terminated,

What would you do if you were
an executive at Walmart?

1. Give Casiag his job back
not violating state law
cal conditions,

- He is a great employee and is
about using marijuana for medi-




Chapter Two - Managing Diversity: Releasing Every Employee’s Potential 59

2. Zero tolerance should be applied and he should be 3. He should be fired because he presents a safety hazard
fired. Regardless of what state law says, it is illegal to himself and others. The company must protect all
under federal laws to use marijuana. Standards for employees from people who use drugs.

marijuana should be the same as any other drug, 4. Invent other options. Discuss,

AL o Ao
Web Resources
For stud terial and exercises that apply to this chapter, visit our website, www.mhhe.com/kreitner10e




