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T H E FUTURE OF AMERICA "IN A GLOBALIZED 

E C O N O M Y W I T H O U T A COLD WAR WILL REST g 

WITH PEOPLE W H O CAN THINK AND ACT WITH 

INFORMED GRACE ACROSS ETHNIC, CULTURAL, 

AND LINGUISTIC LINES. A N D THE FIRST STEP 

LIES IN A C K N O W L E D G I N G THAT WE ARE N O T 

ONE BIG WORLD FAMILY, OR EVER LIKELY TO 

B E . . . . I N T H E W O R L D T H A T IS C O M I N G , IF 

Y O U C A N ' T NAVIGATE DIFFERENCES, Y O U ' V E 

H A D I T . " — R O B E R T H U G H E S , TIME, FEBRUARY 1 9 9 2 

Navigating the 
Differences 
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Thrust into the limelight by 
President Clinton, diversity 
was topic one during the 

selection of key officials for the new 
U.S. administration. Will politics give 
diversity the urgency it has lacked 
until now? Will an administration that 
"looks like America" be a model for 
business organizations? 

Julie O'Mara, co-author of the book 
Managing Workforce 2000: Gaining 
the Diversity Advantage, says Clinton 
is "modeling the behavior other 
executives need and setting a good 
example." She believes that his selec-
tion of women and minorities for 
key positions "is an answer to the 
a rgument that only exper ience 
gained in the pipeline is sufficient for 
leadership." 

Progress through the pipel ine 
hasn't been good for women and 
minorit ies in the last 12 years. 
Presidents Reagan and Bush put 
aff irmative action on the back 
burner , signaling that it wasn' t 
important. One result was that blacks 
on the fast track found their careers 
coming to a halt, says Richard 
Clarke, president and founder of 
Richard Clarke Associates in New-
York, the nations's oldest black-exec-
utive recruiting firm. 

The elimination of thousands of 
middle-management jobs has also 
wiped out much of the proving 
ground for minorities and women. In 
many companies , economic hard 
times appear to have overshadowed 
workforce diversity as a critical issue. 

Whether management paid atten-
tion or not, workforce diversity grew 
steadily dur ing the last decade . 
Today, women, people of color, and 
immigrants hold more than half the 
jobs in the United States. 

R. Roosevelt Thomas, Jr., presi-
dent of the American Institute for 
Managing Diversity, argues in 
Differences Do Make a Difference 
that "corporat ions do not benefi t 
from the full productive potential of 

some of their most able employees" 
if women and minorities are "limited 
by the continuing 'norm' of white 
able-bodied males as the ideal." 

For some companies, the result of 
ignoring diversity has been more 
than a loss of potential. The down-
side of not having a diversity strategy 
can be high turnover costs, dissatis-
fied workers who sabotage quality, 
or costly settlements in discrimina-
tion cases. 

Companies that have figured out 
how to capitalize on diversity believe 
they have an advantage. At U.S. 
West, diversity is one of six priority 
business issues. President and CEO 
Richard D. McCormick says, "There 
is some self-interest here; it's the 
right thing to do and it's also good 
for business." 

At Monsanto, management be-
lieves that the business will be more 
successful if managers establish a 
collaborative work environment in 
which everyone can succeed, says 
diversity director Thomas Cummins. 
Monsanto's Chemical Group in St. 
Louis, Missouri, has an aggressive 
strategy for making everyone more 
comfortable and more productive. 
(See the story on page 44.) 

Diversity, a changing picture 
In a recent review of new television 
shows, New Yorker critic James 
Wolcott noted that "rugged individu-
alism has been put out to pasture.... 
Few shows are built around strong, 
laconic personalities chewing on a 

toothpick. What the new television 
series accent is ensemble casts, 
diverse ethnics, shared references 
('The Brady Bunch' was a big signi-
fier), spiritual rebirth, and a historical 
sense of redress to oppressed 
minorities. The message is We the 
People are in this endless recession 
together." 

Who are "We the People" going 
to be? California, a bellwether for 
national trends, is already more than 

43 percent minority: 25.8 percent 
Hispanic, 9.6 percent Asian, 7.4 per-
cent black, and 0.8 percent native 
American. That's similar to the ethnic 
and racial mix the Census Bureau 
projects for the United States by 
2050. By the turn of the century, 85 
percent of net addi t ions into the 
labor force will be "diverse" in one 
way or another. 

Still biased after all these years 
Helping companies deal with diver-
sity is already a multimillion-dollar 
business for anthropologists, psy-
chologists, and consultants, accord-
ing to the New York Times. Their ser-
vices range from "audits" of diversity 
to full-scale strategies for gaining 
maximum benef i t f rom a diverse 
workforce. 

According to var ious industry 
reports, says the Times, 40 percent of 
American compan ies have some 
form of diversity training. 

Diversity consultant Julie O'Mara 
confirms that "Business has really 
picked up, for me and for other peo-
ple in the field. I see lots of new 
people moving into it." 

For all the good they do, diversity 
programs have yet to make a dent in 
what most experts consider to be the 
number-one impediment to advance-
ment for women and minorities: lin-
gering and deep-seated prejudice. 

Psychologist and professor Jack 
Dovidio, at Colgate University, says 
racism persists in part because it's 
based on such normal psychological 
processes as grouping people into 
categories and making assumptions 
about them. His research shows that 
even white people who want to act 
fairly will discriminate unconscious'y 
against peop le of color. (See ti e 
story on page 50.) 

Other researchers claim that the 
myths about minority groups are ps rt 
of what holds them back. A popul r 
myth about women, for example, s 
that things will get better for them :n 
the workplace in due time. 

A repor t called "Empowering 
Women in Business" by the Femini t 
Majority Foundation, Washingto; , 
D.C., refutes this and other mytl s 
about women in business . Th; 
report cites evidence that equality t 
the top is not just a matter of tim . 
According to the report, it will tal< ' 

D I V E R S I T Y P R O G R A M S H A V E Y E T T O M A K E 

A D E N T I N T H E N U M B E R - O N E I M P E D I M E N T T O 

A D V A N C E M E N T : L I N G E R I N G P R E J U D I C E 
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Diversity Grows More Diverse 
Most discussions about diversity tend to focus on race 
and gender. But there is another aspect to workplace 
diversity that has gone largely unrecognized-—invisi-
ble. some people say. It concerns sexual orientations 
or alternative lifestyles. 

An organization that is addressing that and other 
aspects of diversi ty is Eas tman Kodak C o m p a n y , 
through its Diversity Framework. The f ramework is 
divided into six arms: external relations, communica-
tions. improving representation, career development, 
educa t ion , and w o r k f o r c e - s u p p o r t sys tems . A 
work/life initiatives program—which falls within the 
support-systems category—addresses' such issues as 
dependent care, alternative work schedules, and fam-
ily-leave policies. 

' W S S a l s o encompasses five employee networks: 
for women , w o r k i n g pa ren t s , Afr ican-Americans , 
Hispanics, and gays a n d les-
bians./ 

The gay / l e sb ian n e t w o r k , 
with about 50 members, is still 
taking shape ; A c c o r d i n g to 
member David Kosel. the net-
work began , w h e n Kodak 
decided to revise family; Bene-
fits. The company w a n t e d to 
make sure it. d idn ' t , over look 
gays and lesbians in determin-
ing what constitutes a family. 
Kodak, a s k e d Sue Conno l ly , 
then d i rec tor of w o r k f o r c e 
development, to f ind gay. and 
lesbian employees in the com-
pany and ascertain their needs. 
She looked. Then she reported 
to her boss that there weren ' t 
any gays and lesbians among 
Kodak's 65.000 employees . "Look again," h e sug-
gested. 

By chance, Connolly ancl Rosel met at a diversity 
seminar in California—far f rom Kodak 's off ices in 
Rochester, New York. They joke that they had to cross 
the country to find each other. 

Back home, Connolly started the ball rolling with a 
diversity workshop that included, single parents and. 
working women. Kosel, a financial assistant, and his 
male partner decided to participate in the workshop— 
in effect, helping to introduce the issue of being gay 
into the diversity umbrella at Kodak. Afterwards, says 
Kosel; many co-workers came forward to show their 
support. As for management , the message from the 
iop was that Kodak would not discriminate against. 
:ny employee. 

The gay/lesbian ne twork had its first meet ing in 
November 1992. The obstacles have been few, but 
!-osel says that members anticipate some problems as : 

network b e c o m e s more visible. Visibility will , 
•p.crease soon, w h e n the network makes a planned 

appearance on KB-TV, an in-house television station 
that is broadcast on hall monitors in company facilities. : 

Kosel says the human resource depa r tmen t has 
assured network members that it is prepared to deal 
with any situations that may arise. Early o n in the 
diversity program, Kodak designated an HR person to 

. address the day-to-day concerns of gay and lesbian 
employees. 

Asked for recommendations on starting a gay/les-
bian network in another company, Kosel advises man-
agement to find people and make contacts—and then 

. to turn things over to the members of the new net-
work. "Gay people need to 'know the water's safe." 

The important thing is for organizations to he lp 
ove rcome gay and lesbian employees fears about 
o ther employees ' react ions to them. Kosel usually 
refers to those concerns as "perceived" fears. Often, it 

t u rns ou t tha t t he r e a c t i o n s 
| aren't, as bad as gay and les-

b ian e m p l o y e e s e x p e c t e d , 
Kosel says. 

Even w h e n m a n a g e m e n t 
show's support for gay .and les-

. bian employees, some of those 
employees believe that "coming 
out" is risky. They worry about 
being passed over for promo-
tions or receiving poor perfor-
mance appraisals. Kodak was 
sens i t ive to t hose conce rns , 
says Kosel, and left it up to the 
ne twork to decide whether it 
wanted to aim for formal recog-
nition f rom the organizat ion. 
When Kodak officially endorses 
an employee network, the net-
work gains such privileges as 

access to company facilities for meetings. 
"Diversity is not just about counting heads to see 

who's this or that," says A1 Brakoniecki, manager of 
media relations at Kodak. "Our goal is to enhance 
diversity. W e ' r e trying to reach a des i red state in 
which all elements of diversity are supported and val-
ued." 

In Kosel's view, Kodak's gay lesbian network pro-
vides support and serves as a listening and sounding 
board to help other employees understand gays and 
lesbians. 

"A year ago. the c o m p a n y assumed w e weren ' t 
. here," Kosel savs. "Today, it knows we're here, it has 
been very supportive, and it is willing to move for-
ward in a slow, positive direction." 

"As gays and lesbians 'become more accepted into 
the mainstream. 1 hope our productivity will increase, 
Kosel says, "and that people can go to work and it 
won't make a difference who they're with." 

— Haidee Allerton 
. Associate editor. Training & Development 
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Comparing Affirmative Action, Valuing Differences, and Managing Diversity 

Affirmative Action 

Quantitative. Emphasis is on achieving equality 
of opportunity in the work environment through 
the changing of organizational demographics. 
Progress is monitored by statistical reports and 
analyses. 

Legally driven. Written plans and statistical 
goals for specific groups are utilized. Reports are 
mandated by EEO laws and consent decrees. 

Remedial. Specific target groups benefit as 
past wrongs are remedied. Previously excluded 
groups have an advantage. 

Assimilation model. Model assumes that 
groups brought into system will adapt to existing 

organizational norms. 

Opens doors. Efforts affect hiring and promo-
tion decisions in the organization. 

Resistance. Resistance is due to perceived lim-
its to autonomy in decision making and per-
ceived fears of reverse discrimination. 

Valuing Differences 

Qualitative. Emphasis is on the appreciation of 
differences and the creation of an environment 
in which everyone feels valued and accepted. 
Progress is monitored by organizational surveys 
focused on attitudes and perceptions. 

Ethically driven. Moral and ethical imperatives 
drive this culture change. 

Idealistic. Everyone benefits. Everyone feels val-
ued and accepted in an inclusive environment. 

Diversity model. Model assumes that groups 
will retain their own characteristics and shape 
the organization as well as be shaped by it, cre-
ating a common set of values. 

Opens attitudes, minds, and the culture. 
Efforts affect attitudes of employees. 

BnBMHHBBHHMBHflHHHBSHHBHHBMBBBHHHB 
Resistance. Resistance is due to a fear of 
change, discomfort with differences, and a 
desire to return to the "good old days." 

Managing Diversity 

Behavioral. Emphasis is on building specific 
skills and creating policies that get the best 
from every employee. Efforts are monitored by 

progress toward achieving goals and objectives. 

Strategically driven. Behaviors and policies 
are seen as contributing to organizational goals 
and objectives, such as profit and productivity, 
and are tied to rewards and results. 

Pragmatic. The organization benefits: morale, 
profits, and productivity increase. 

Synergy model. Model assumes that diverse 
groups will create new ways of working together 
effectively in a pluralistic environment. 

Opens the system. Efforts affect managerial 
practices and policies. 

Resistance. Resistance is due to denial of 
demographic realities, of the need for alternative 
approaches, and of the benefits of change. It 
also arises from the difficulty of learning new 
skills, altering existing systems, and finding the 
time to work toward synergistic solutions. 

Adapted from Managing Diversity: A Complete Desk Reference and Planning Guide, by Lee Gardensutartz and Anita Rou>e. Copyright 1993, Business One Irwin. 

475 years for women to reach equal-
ity with men in the executive suite. 
Right now, in Fortune 500 compa-
nies women make up only 2.5 per-
cent of top executive officers. 

And to the argument that any 
competent women can reach the top 
"just the way men do," the report 
responds that "more than half of the 
board chairmen of the Fortune 500 
companies are the sons of former 
chairmen." 

These and other hard-wired atti-
tudes are behind the policies and 
practices that "systematically restrict 
the opportunities and rewards avail-
able to women and people of color," 
says Ann Morrison, co-author of 
Breaking the Glass Ceiling and 
author of The New Leaders: Guide-
lines on Leadership Diversity in 
America. (See page 38 for details of 
her research on barriers to achieving 
diversity.) 

Even the words that are used in 
business communications can set up 
barriers that hold back nontraditional 
workforce members, say many diver-
sity experts. How business leaders 

C H O O S I N G T H E 

R I G H T W O R D S IS 

I M P E R A T I V E . I T J U S T 

D O E S N ' T M A K E 

B U S I N E S S S E N S E T O 

A L I E N A T E E M P L O Y E E S 

A N D C U S T O M E R S 

choose to refer to diverse groups of 
people can actually set the tone for 
an organization's entire diversity 
effort. 

Few topics have spurred as much 
controversy in recent years as "politi-
cally correct" language. Choosing the 
right words may take a little extra 
thought, but it's imperative, says 
Catherine Petrini in "The Language 
of Diversity." It just doesn't make 
business sense to alienate employees 
and customers. 

But while business-related com-
munications should show sensitivity 

and respect , they should also be 
clear and accurate . For Petrini's 
advice on how to choose language 
that includes rather than excludes 
people, see the story on page 35-

What next? 
Until there is more diversity in the 
management ranks, it will be neces-
sary for managers to learn to manage 
diversity, says James Anderson, dean 
of undergraduate studies at North 
Carolina State University. This is 
impossible, he claims, unless organi-
zations understand or "concept'ial-
ize" diversity, affirmative action, and 
equity. (See page 59 for more about 
Anderson's thoughts.) 

In creating a diverse organization, 
three stages of evolution play a art. 
say Lee Gardenswar tz and A 
Rowe, authors of Managing Dive -ity 
A Complete Desk Reference nd 
Planning Guide. The three st; ;e-s 

they cite are affirmative action, \ 'u" 
ing differences, and managing <J er" 
sity. See the chart , "Compa ng 
Affirmative Action, Valuing Di' -r" 
ences, and Managing Diversity," i r 3 
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summary of the characteristics of 
each stage. 

Diversity "brings a new way or 
thinking about differences among 
people," write the authors. "Rather 
than arguing about how to cut up the 
pie and which group gets the largest 
slice, embracing diversity strives for a 
workplace where there are not only 
enough pies but also cakes, churros, 
and fortune cookies for all." 

Ann Morrison believes the next 
step in the evolution of diversity in 
organizations is to concentrate on 
leadership development for minori-
ties. "Better, more effective methods 
of leadership development applied 
to a larger pool of candidates can 
enhance organizational productivity, 
profitability, and responsiveness to 
business conditions." 

Minorities need to be given assign-
ments that challenge them, she says. 
Challenge, with recognition and sup-
port, are the components of the lead-
ership development that Morrison 
recommends. 

She has deve loped a f ive-s tep 

" T O A C H I E V E A R I C H 

C U L T U R E , W E M U S T 

W E A V E A S O C I A L 

F A B R I C I N W H I C H 

E A C H D I V E R S E H U M A N 

G I F T W I L L F I N D A 

F I T T I N G P L A C E " 

action process for developing diver-
sity in organizations. 
t Discover (and rediscover) diversity 
problems in your organization. 
» Strengthen top-management com-
mitment. 
> Choose solutions that fit a bal-
anced strategy. 
» Demand results and revisit goals. 
» Use building blocks to maintain 
momentum. 

Organizations can benefit greatly 
from learning to develop, manage, 
and value diversity. "If we are to 

achieve a rich culture," wrote anthro-
pologist Margaret Mead, "rich in con-
trasting values, we must recognize the 
whole gamut of human potentialities, 
and so weave a less arbitrary social 
fabric, one in which each diverse 
human gift will find a fitting place." • 

Reported by Patricia A. Galagan, edi-
tor of Training & Development. 

The information in this special 
section on diversity is the outcome of 
an ASTD Board of Governors sympo-
sium held in October 1992. Tloe sym-
posium was planned and led by 
William E. Cross, Jr.. associate profes-
sor at the Africana Studies and 
Research Center at Cornell University. 
Reach him at 310 Trip Hammer 
Road, Ithaca, AT714850. 

To purchase reprints of this article, 
please send your order to ASTD 
Customer Support, 1640 King Street, 
Box 1443, Alexandria, VA 22313-
2043• Single reprints, at $6 each, 
must be prepaid. Bulk orders (50 or 
more) may be billed. Phone 703/683-
8129 for price information. 
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