


A special report on diversity

I f you need an expert on what it takes to get ahead in a U.S. organization if you aren't

a white male, try Ann Morrison, president of the New Leaders Institute in Del Mar,

California. Her research on barriers that hold women back led to her 1987 book,

Breaking the Glass Ceiling—written with Randall White and Ellen Van Velsor, and the

help of the Center for Creative Leadership. Morrison's latest book, The New Leaders:

Guidelines on Leadership Diversity in America, draws on four years of research about

the diversity practices of 16 successful com-
panies. ¢ Is she optimistic about the
progress of women and minorities in U.S.
organizations? Cautiously. * Does she have
lessons to share about how to make diver-
sity efforts more successful? Definitely. ¢ In
this interview with Training & Development
editor Patricia Galagan, she tells what she
learned from her latest research and de-
scribes practical steps that organizations can

take to improve their results with diversity.

T&D: You've been studying diversity
for quite a while. Are you hopeful
about the progress of women and
minorities in U.S. organizations?

Morrison: | have my optimistic days.
Although there's been very little
change for women and for men of
color, the situation looks better than
it did five years ago. For one thing,
government initiatives are more col-
laborative and reasonable than in the
past. For another, the demographics
of the marketplace are starting to
catch attention. Companies are real-
izing they need nontraditional man-
agers to help them succeed with a
diverse customer base.

The recession made investment of
any kind more difficult, so we've seen
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little change recently in corporate
diversity efforts, except in the cases in
which things are so bad the company
has been willing to try things it never
would have tried before.

T&D: What prompted you to write
your latest book, The New Leaders?

Morrison: People told me that they
thought The Glass Ceiling put too
much burden on women to fix them-
selves. Unless the responsibility for
advancement is shared, even women
who make themselves into Super-
women won't be accepted in some
organizations. It made sense to do a
systematic analysis of some of the
best, most progressive organizations
to see what they were doing to
break down barriers for women.

We also decided to expand the
study to include people of color.
Employers were reporting feeling
fragmented by trying to do separate
programs for each group, so we
looked at common practices across
organizations that affected large
numbers of nontraditional managers.

These questions led to a four-year
research study of practices in 16 pri-
vate and public organizations. The
results are in the book. It describes
barriers to advancement and gives a
five-step model for an action plan.

T&D: Who are the "new leaders" of
the book's title?

Morrison: The new leaders are peo-
ple who are competent at develop-
ing diversity. They include al people
with that competency, whether they
are white, black, male, or female. |
call them nontraditional managers,
by which | mean anyone who has
been traditionally underrepresented
in the management ranks.

T&D: Why do you emphasize leader-
ship rather than management of
diversity?

Morrison: | believe that until we inte-
grate companies at the leadership
level, we aren't going to have mean-
ingful diversity efforts.

T&D: Did you notice any significant
trends in the course of researching
the second book?
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TheTaop 10 Diversty
Practices, Ranked by

I mportance

1. Top management's personal
intervention.

2. Targeted recruitment of non-
managers.

3. Internal advocacy groups.

4. Emphasis on EEQ statistics
and profiles.

5. Inclusion of diversity in per-
formance-evaluation goals and
ratings.

6. Inclusion of diversity in pro-
motion decisions and criteria.

7. Inclusion of diversity in man-
agement succession planning.

8. Diversity training programs.

9. Networks and support groups.
10.Work-and-family policies.

Morrison: One interesting thing to
me is that seven of the top 10 diver-
sity practices have to do with
accountability, rather than develop-
ment or recruitment.

| think that managers who went
through the 1970s had their fill of
accountability to the government.
That was followed by more empha-
sis on education, but companies are
finding that just creating awareness
doesn't work, and they're moving
back to accountability and enforce-
ment.

There is a discernible movement
away from trying to change attitudes
in the hope that people will want to
do the right thing because they
know what it is. Now we're seeing
companies attach consequences to
behavior.

In our study we found that account-
ability tools were being used by most
organizations, and that there was bal-
ance between education and efforts
to change behavior.

T&D: Have there been any changes
in development programs?

Morrison: Development programs for
special groups have generated a lot
of backlash from people who were
excluded. In many cases, white men
simply refused to acknowledge the
value of the programs or to consider
the participants as equals.

What's happening now is a more

integrated approach to development.
Companies are making sure that the
participants are more diverse, and
they are shaping curricula to ded
with diversity as a leadership issue.

Some companies are offering
more than one kind of developmen-
tal experience. We know from daa
collected for The Glass Ceiling that
what women learn from an experi-
ence is not the same thing that men
learn.

For example, mentoring is becom-
ing more of a two-way process, with
executives realizing that managers
have to learn from the new cadre o
workers how to do things differently.
It can be quite a challenge for a
manager to make an effort to learn
from a younger, lower-level person.

T&D: What were the most common
barriers to advancement uncovered
by your research?

Morrison: We found 21 different bar-
riers, but six accounted for nearly
half the responses from managers.
We found that the single biggest bar-
rier to advancement is prejudice-
equating a difference with a defi-
ciency.

The next five are as follows:
) poor career planning
» a lonely, hostile, unsupportive
working environment for nontradi-
tional managers
> lack of organizational savvy on
the part of nontraditional managers
| greater comfort in dealing with
one's own kind
> difficulty in balancing family and
career.

T&D: You also looked at the best
diversity practices in the model com
panies. What did you find?

Morrison: To determine the >et
practices in our 16 model co: ;p*
nies, we looked at their frequen )
well as their importance to the rga
nization's overall diversity €' ort.
(The top 10 practices are listed > the
box on this page.)

The number-one best pract: eis
top-management intervention- f>*
support or commitment, but d s,
personal intervention. In alot of 5
this means one-on-one nuch
cajoling, demanding, encoura ng.



and counseling the people who
report to you.

T&D: Are there any drawbacks to
direct intervention by top managers?

Morrison: One drawback is the ten-
dency of top managers to take quick
action. They jump in and "solve the
problem" without understanding it
well enough.

A common example of this is the
case of top management learning
that the turnover rate for high-poten-
tial women is much higher than for
high-potential men. A common reac-
tion to high turnover among women
is to change the benefit package,
because men believe that women
leave to start families.

Thanks to the research of Vicky
Tashjian, we know that only 7 per-
cent of female professionals and
managers leave for family reasons.
Of the rest, 73 percent |eave because
they see limited career opportunities
for women in their companies.

Another downside to personal
intervention from the top is that it
can take the place of building good
diversity practices into the manage-
ment system.

T&D: The second practice is to target
recruitment of nonmanagers. Whom
do you mean?

Morrison: Anyone at a level lower
than management. The point is to
get diversity into the lower levels of
the organization.

T&D: Internal advocacy groups are
third on the list. How do they help?

Morrison: These special-interest
groups and networks help by lobby-
ing management for changes. They
are active at the policy level, helping
HR executives, for example, interpret
the impact of proposed policies.
They help take the bugs out of poli-
cies before they become law. In the
best of circumstances these groups
have collaborative partnerships with
management. In others, their contri-
bution is more controversial.

Another benefit of such groups is
that they give nontraditional man-
agers a bigger voice. It helps them
get noticed and gain credibility.
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Five Action Stepsfor
Achieving Diversity

1. Discover and rediscover diver-
sity problems in your organization.
2. Strengthen top-management
commitment.

3. Choose solutions that fit a bal-
anced strategy.

4. Demand results and revisit goals.
5. Use building blocks to main-
tain momentum.

T&D: Performance evaluation is num-
ber five on the list. Does that refer to
the evaluation of managers or of
nontraditionals?

Morrison: A lot of so-called diversity
problems are really management
problems. We don't evaluate man-
agers on the tasks of managing, such
as how well they coach or how they
handle career planning. These gaps
become very obvious in the manage-
ment of a nontraditional person.

T&D: Number six deals with the pro-
motion process. Has it changed sig-
nificantly in companies with good
diversity practices?

Morrison: A trend we saw in the
model organizations was to use pan-
els of people to decide on promo-
tions and to be sure the panels rep-
resent diversity.

T&D: What about management suc-
cession planning?

Morrison: There are several ways an
executive can help ensure continued
progress on diversity after he or she
leaves. One way is to choose as a
successor a manager who is also
committed to diversity. Another is to
develop a cadre of management can-
didates who have similar views
regarding diversity.

T&D: Your complete list of best prac-
tices has 52 items. How should a
company decide what's best to do?

Morrison: Most companies cannot
start from scratch widi their diversity
practices, so they need a way to
evaluate the mixture of activities that
they have.

| have two recommendations. At
the strategic level, try for a mixture
that balances education, enforce-
ment, and exposure.

Another kind of balance is to give
individuals the best chance to
develop their potential. For many-
years individual developmental activ-
ities have focused on challenge and
nothing else. People are pushed into
so much risk that they burn out or
opt out.

What we've learned in our research
is that there are three key pieces to
individual development. The other
two are recognition and support,
which often need to be beefed up for
nontraditional managers.

T&D: You've developed a five-step
action plan for achieving diversity
(see the box on this page). Would
you comment on it, please?

Morrison: The five steps are based
on what most managers said they
would do if they could do it over
again.

The first thing, in almost every
case, is to figure out where you are
so you can benchmark against your-
self. Yes, you may have to reinvent
the wheel, but the process brings out
the data you need.

It's a step that gets skipped,
because companies assume they
know what their problems are—or
because they don't really want to
know what their problems are.
Diversity issues are very difficult to
talk about.

Step one contributes to step two—
strengthening top-management com-
mitment. Executives can be ready or
willing to take action but may not
know there's a problem. That's
where to use the data you collected
in step one.

Many companies jump in at step
three, choosing solutions, but it's net
my recommendation. In any cast
select your practices against the eva
uation criteria | mentioned earliei
Have a corporate strategy that bal
ances education, enforcement, an
exposure, and an individual strateg
that balances risk, support, an
rewards.

Step four toward achieving divei
sity is to demand results and revis :
goals. | believe that diversity effori-«



TheModd Companies
Sixteen organizations—including
12 private-sector businesses, two
government agencies, and two
educational institutions—took part
in Ann Morrison's research for her
book, The New Leaders. Out of
those 16, the following 11 organi-
zations agreed to be named:

» American Express Company

» Colgate-Palmolive Company

» Fairfax County (Virginia)
Public Schools

» Kaiser Permanente
t Michigan Bell

» the Palo Alto (California)

M

Xerox Corporation.

that don't have statistical goals are
doomed. The reluctance of managers
to hold themselves and others to
some numbers has probably done
more damage to diversity effortsthan
anything else.

Qualitative factors—such as a
sense of climate, or anecdotal infor-
mation from the workplace—are
important too, but not as important
as meaningful numbers.

The role of the HR professional
is critical in helping create mean-
ingful, tailored kinds of measure-
ments that people can understand
and control.

Step five is to use building blocks
to keep up momentum. In many
diversity success stories, the pieces
build upon each other like building
blocks. When the pieces are commu-
nicated, they help give a sense of the
impact of diversity practices, not just
'e:dr intent.

Here are some guidelines for this

aiding process:

Pan beyond the short-term impact

diversity practices.

leverage successes and progress,

se business opportunities to
- traditional practices,
dd diversity to diversity; go
> ethnicity and sex.

What's your next book going to
out?

Morrison: How managers can spot
talent in people who aren't like they
are. Assessment tools aren't really
very good yet for evaluating people
who are different from the evaluator.
There's a move to make selection
and promotion decisions a team
process.

| also want to look at how to
make strategic decisions about diver-
sity in organizations. Companies
need help with the issue of whether
to have special developmental pro-
grams for nontraditionals. That's
been the practice, but backlash from
those who have been left out is
becoming a real problem. In gen-
eral, we found that the more inclu-
sive you can be, the better it is.
Some organizations have found, for
example, that totally excluding white
men from taking part in develop-
ment programs also excludes them
from being part of the solution to
diversity problems.

It's a tricky issue. When you have
finite resources, you can only do a
certain number of things. So do you
invest heavily in a few people whom
you expect to move into the leader-
ship ranks and make a lot of other
things happen, or do you water
down your effort so that it can reach
awhole lot of people?

There is no right or wrong answer.
The key is tire decision process. Who
is involved in deciding how to use
resources? Can enough people buy
into it to make it happen? ¢

Ann Morrison is the author of The
New Leaders: Guidelines on Leader-
ship Diversity in America. Reach her
at the New Leaders Institute in Del
Mar, California.

The New Leaders: Guidelines on
Leadership Diversity in America is
published by Jossey-Bass in San
Francisco. It may be purchased
through ASTD Press, 703/683-8129
(order code: MONL). Tloe cost is $24
for ASTD members and $26 for non-
members.

Topurchase reprints of this article,
please send your order to ASTD
Customer Support, 1640 King Street,
Box 1443, Alexandria, VA 22313-
2043- Sngle 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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