GUEST EDITORS NOTE:
BREAKING BARRIERS IN
ORGANIZATIONS FOR THE
PURPOSE OF INCLUSIVENESS

LYNN PERRY WOOTEN

he subjects of workforce diversity

and inclusiveness emerged as impor-

tant topics for human resource man-

agers after the release of influential

publications, such as the U.S. Depart-
ment of Labor’s A Report on the Glass Ceiling
Initiative (1991) and the Towers Perrin/Hud-
son Institute’s Workforce 2000 book (1987).
The Glass Ceiling report defined, validated,
and provided a metaphor for the notion
that women and minorities confront artifi-
cial barriers based on attitudinal or organi-
zational bias that prevent them from ad-
vancing upward into management-level
positions. Workforce 2000 was an impetus
for organizational leaders to acknowledge
the aging of the workforce and the entrance
of more women, minorities, and immigrants
to the workforce.

Both of these seminal reports called for
action and the creation of inclusive work
environments. For instance, Joyce Miller,
executive director of the Glass Ceiling Com-
mission, after the release of the Glass Ceil-
ing report contended corporate leaders and
policymakers had to be agents of change
and develop solutions: “We know the sob
stories. Now we want constructive sugges-
tions” (Salween, 1994). Others, after reading

and analyzing the Hudson Institute book,
encouraged organizations to embrace diver-
sity as a strategy for vitality, profitability,
and competitive advantage (Cox & Blake,
1991; Hubbard, 2003).

To address the glass ceiling issues and
changing workforce demographics, human
resource management research and prac-
tice began to conceptualize diversity man-
agement as an umbrella term for valuing
and utilizing the collective talents and
contributions of all individuals regardless
of differences or similarities in a way that
adds a measurable difference to organiza-
tional performance (Miller & Katz, 2002).
Furthermore, organizations began to im-
plement an inclusive workplace model for
managing diversity that encompasses a
broader set of strategies for removing barri-
ers that prevent employees from reaching
their highest potential and using their full
range of skills and competencies (Harvey,
1999; Robertson, 2006). The implementa-
tion of diversity management policies and
the creation of inclusive workplaces re-
sulted in programs to address issues, such
as cultural awareness, the glass ceiling, sex-
ual harassment, and accommodations for
disabled workers.
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The Multifaceted Aspects of
Diversity Management and Inclusion

Considerable time has passed since work-
force diversity emerged on the radar screen
of human resource management practition-
ers, policymakers, and researchers. We have
now come to a point where there is a need
for reflection to explore what we have
learned about managing workforce diversity
and to expand the dialogue on breaking bar-
riers for inclusion in organizations. Thus,
what do we know about how human re-
source management polices and leadership
practices facilitate inclusive work environ-
ments, and how are these behaviors linked
to organizational effectiveness? To explore
these questions, for this special issue, we
sought a broad array of manuscripts that ex-
amined the multifaceted aspect of diversity
management represented in the Diversity
Wheel of Figure 1. We received a record
number of submissions; therefore, there will
be two parts to this special issue. The second
part will be published in August 2008.

The articles in both parts of this special
issue not only address race and gender as a
component of diversity management, but
also look at how organizations support les-
bian and gay employees in the workplace,
and why managers overlook and underuti-

FIGURE 1.The Diversity Wheel

lize people with disabilities (e.g., Huffman,
Watrous-Rodriguez, & King; Lengnick-Hall,
Gaunt, & Kulkarni). Contextually, the arti-
cles in this special issue employ a variety of
settings to study diversity management is-
sues, including traditional corporations, gov-
ernment agencies, universities, and non-
profit organizations. Moreover, the articles
in this special issue challenge us to connect
different aspects of diversity as an approach
for identifying and breaking barriers in or-
ganizations. For example, the Altman and
Shortland article reviews international work
assignments as a mechanism for studying
how women overcome prejudices, break in-
stitutional barriers, and offer distinct compe-
tencies that enhance corporate performance
and maximize their potential in the work-
place. Similarly, the Murrell, Blake-Beard,
Porter, and Perkins-Williamson article ana-
lyzes the effects of formal interorganiza-
tional and intergenerational mentoring as an
alternative to traditional development pro-
grams. Thus, their research highlights the
significance of working across organizational
boundaries and bringing together different
generations for helping diverse populations
shatter the glass ceiling.

Work-Life Balance Initiatives as a
Component of Inclusive
Organizational Cultures

Another theme in this special issue is the im-
portance of work-life balance initiatives for
creating inclusive organizational culture.
There are few boundaries between our work
life and family or personal life (Wooten,
2004). We can attribute this trend to techno-
logical advancements, such as personal com-
puters, pagers, fax machines, cell phones,
and personal digital assistants (PDAs) that
keep us constantly connected to our work.
Also, employees feel obligated to work long
hours because of peer pressures, fears of
downsizing, and intense competition in the
global marketplace. Yet, we are no longer a
society where the typical employee is a male
with a homemaker wife responsible for child
care. Instead, in the United States, approxi-
mately 78% of married workers are dual-
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earner couples, and the majority of these
workers have child-care or elder-care respon-
sibilities (Bond, Thompson, Gallinsky, &
Prottas, 2002). For single employees, who
now represent 20% of parents in the work-
force, the challenges of balancing work, fam-
ily, and personal life are exacerbated because
many are the sole caregivers for their de-
pendents.

If leaders want to succeed at breaking
barriers for inclusion, their organizations
will incorporate fluid and flexible work-life
balance policies to accommodate employees’
professional and personal needs. Through
practices, inclusive workplaces create a cul-
ture that enables both men and women to
better meet the competing demands of work
and personal life (Coffey & Tombari, 2005).
In addition, these organizations provide re-
sources, tools, and opportunities that help
employees integrate work-life priorities and
acknowledge that solutions can vary. There-
fore, work-life balance initiatives are not a
“one-size-fits-all” approach. The ideal solu-
tions adapt to an individual’s situation, em-
ployee demographics, managerial styles, and
organizational attributes. Thus, for work-life
balance initiatives to succeed in creating in-
clusive organizational culture, employers de-
sign processes for implementation that are
aligned with the employees’ needs and orga-
nization'’s supporting infrastructure.

Exploring work-life initiatives as a com-
ponent of inclusive work cultures, Ryan and
Kossek’s article in this issue brings to our at-
tention that although many employers
adopt policies to support the integration of
work with personal and family life, positive
gains are not always realized. They contend
that this is because practitioners and re-
searchers overlook how variations in imple-
menting work-life initiatives and employee
groups foster a culture of inclusiveness. Their
research findings provide us with a model for
linking the adoption of work-life policies
with perceptions of inclusion and positive
outcomes by including policy implementa-
tion variables as a mediator to fulfilling indi-
vidual needs and signaling values. Also,
Lirio, Dean, Williams, Hangen, and Kossek
(to be published in part two, August 2008)
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investigate how managers facilitate the effec-
tive implementation of alternative work
arrangements for part-time workers or re-
duced-load workers. The results of their
study suggest that management’s behavior
and disposition play an important role in
fostering inclusiveness for alternative work
arrangements.

Also in the second part of this special
issue, Root and Wooten’s research expands
the discussion of how work-life balance chal-
lenges create barriers by studying fathers who
are shift workers. Through ethnography, their
research reveals how the time
pressures of shift work impact the
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ability of fathers to participate in
their children’s activities. When
formal options for flexibility do
not work, these employees used
informal approaches, such as ad-
hoc arrangements with supervi-
sors, the assistance of coworkers,
and some independent actions
that put their job at risk.

The conclusions of these stud-
ies contribute to the ongoing be-

If leaders want to
succeed at breaking
barriers for inclusion,

their organizations
will incorporate fluid

and flexible work-life

lief that when managers and lead-  palance policies to
ers are committed and take

responsibility for implementing accommodate
work-life initiatives, the work en- ,

. . . . employees

vironment evolves into win-win

situations for all organizational professional and
stakeholders. However, in the ab-

sence of effective work-life bal- personal needs.

ance practices, employees experi-

ence tension or the negative

spillover effects of this imbalance. This cre-
ates a barrier for fulfilling work or family re-
sponsibilities and can have negative conse-
quences for the organization.

Breaking Barriers for Inclusion
Demands Organizational Change
and Learning

In addition to thinking about the implica-
tions of the different components of diver-
sity, the articles in this issue emphasize the
perspective that breaking barriers for inclu-
siveness in organizations is a change process
requiring organizational learning. To create a
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work environment of inclusion, people of
multiple backgrounds, mind-sets, and
thought processes work effectively together
and perform at their highest potential to
achieve organizational goals (Pless & Maak,
2004). This is not a simple task, and most
organizations do not begin with inclusion or
diversity management as a goal (Cross, 2000).

Instead, many organizations resist

creating inclusive workplaces until

...changeis a

environmental force,

and it necessitates a

behavior from the

status quo that

organization from its the
present state and
toward a desired

future state that

constant

contradictory

moves the

increases its

effectiveness.

confronted with environmental
changes or internal pressures. Or-
ganizations are designed to foster
stability, steadiness, and pre-
dictable conditions. However,
change is a constant environmen-
tal force, and it necessitates a
contradictory behavior from the
status quo that moves the organi-
zation from its present state and
toward a desired future state that
increases its effectiveness (George
& Jones, 2005; Whetten &
Cameron, 2005). We have learned
that when organizations engage in
transformation  process,
change is the platform for build-
ing the bridge to support diversity
and inclusiveness (Wooten, 2006).
When breaking barriers to manage
for inclusion, the transformation
process of organizational change
first involves raising awareness of
what diversity management is and
its implications for the organiza-

tion (Pless & Maak, 2004). This
helps create a common basis for shared un-
derstanding and envisioning a road map for
clarifying the direction of change. The second
phase of the change process is action-ori-
ented. The organization assesses and redefines
key business principles so that human re-
source management systems can support the
change behavior and culture.

Several articles in this issue analyze the
change process organizations employ to cre-
ate inclusive diversity cultures. Bilimoria,
Joy, and Liang (to be published in part two,
August 2008) present a study of how aca-
demic institutions transform to break barri-
ers so that women science and engineering

professors are represented in the ranks and
progress through the career ladder. The
authors model the transformation process by
identifying actions relating to pipeline initia-
tives and climate initiatives. The Metz and
Kulik article also examines change strategies
used for creating a diversity-inclusive culture
and focus on the public sector. They contend
that the change process for making public
organizations more inclusive is somewhat
different because these organizations often
do not define success on the economic met-
rics that drive change in the private sector,
but must pay attention to their reputation,
dysfunctional cultures, and the concerns of
the public. To illustrate this point, Metz and
Kulik report on a case study of Australia’s
Victoria Police Force and its success at diver-
sity management by beginning with chang-
ing the culture with both explicit and tacit
actions that involve employees at all levels
and external stakeholders.

Other articles in this special issue address
different aspects of the change process for
breaking barriers for inclusiveness (e.g.,
Greer & Virick; Lengnick-Hall, Gaunt, &
Kulkarni; Wong), and interestingly many
highlight organizational change as a learn-
ing process. When organizations view inclu-
siveness as a learning process, members de-
velop a knowledge base by engaging in
reflective learning (Wooten & James, 2004).
These organizations work diligently to re-
think norms and operating rules and rein-
vent their approaches for adapting to a
diverse workforce. Furthermore, the organi-
zational learning not only manifests in their
thought process, but there is an actual be-
havior change. Their acquired knowledge is a
catalyst for a paradigm shift that results in a
theory of change for guiding action. Further-
more, the articles in this special issue em-
phasize adopting an opportunistic view of
the organizational learning approach for
breaking barriers for inclusion. Learning for
purposes of inclusion is conceptualized as a
cyclical exchange relationship between the
organization and its members. The organiza-
tions learn by appreciating and using the di-
versity of its members to incorporate differ-
ent perspectives into its strategy for attaining
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goals. The learning becomes the core driver
of a continuous change process, and the
work environment supports learning by en-
couraging open dialogues, boundaryless rela-
tionships, and contributions across hierar-
chical levels and functional domains (Dass &
Parker, 1999; Thomas & Ely, 1996).

Breaking Barriers for Inclusion—
A Strategic Human Resource
Management Investment

Finally, the articles in this issue advance our
knowledge on the practice of inclusion as a
strategic human resource management in-
vestment. By thinking strategically about di-
versity, the authors of the articles in this spe-
cial issue begin with the premise that
employees’ behaviors, attitudes, and rela-
tionships are the cornerstone of human re-
source management systems and a critical
link to the formulation and implementation
of an organization’s strategy (Bamberger &
Meshoulam, 2000; Cappelli & Singh, 1992).
This is because the set of employee behav-
iors, attitudes, and relationships has the po-
tential to generate valuable capabilities that
contribute to an organizational effectiveness
and competitive advantage. Framing human
resource management from this perspective
views employees as assets and changes the
nature of exchange relationship and psycho-
logical contract between the employer and
employee. The organization tactically thinks
about how its processes and actions through-
out the human resource management value
chain are aligned and contribute to its strat-
egy. This requires strategizing for traditional
human resource management activities,
such as recruitment, job design training and
development, compensation and benefits,
retention policies, and the more intangible
aspects of human resource management that
include building a culture to support organi-
zational initiatives.

Hence, if organizational effectiveness and
competitive advantage are a by-product of
human capital and the practices and policies
that support them, then creating and lever-
aging inclusive work environments should be
a priority for human resource management
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executives. This begins with an organization'’s
recruitment practices. In this issue, both the
Goldberg and Allen article and the
Williamson, Slay, Shapiro, and Shivers-Black-
well article research the role of recruitment in
creating inclusive workplaces. Goldberg and
Allen use signaling theory to study the im-
pact of diversity statements on Web sites as a
recruitment tool. Their results suggest paraso-
cially interactive Web sites are an effective
means for increasing the diversity of an ap-
plicant pool. Williamson and his colleagues
find that inclusive recruitment
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messages consider both race and
individual-level attributes. In ad-
dition, effective recruitment prac-
tices adopt a meaning-based
model of advertising diversity
practices by incorporating a busi-
ness-case justification or an inspi-
rational appeal rooted in moral or
legal values.

After employees are recruited,
training and development activi-
ties enable an organization to fur-
ther invest in human capital and
break barriers for inclusion. How-
ever, as Chavez and Weisinger as-
sert, managers continue to search
for effective diversity manage-
ment-training programs. They
believe this is because of shortcom-
ings of diversity training ap-
proaches and introduce an alterna-
tive approach to diversity training.
Their approach is an active learn-
ing process that engages partici-
pants through application, analyz-
ing, and synthesizing knowledge
with the goal of developing inclu-
sive organizational cultures. This is
accomplished when there is holis-

competitive

practices and

environments

management

executives.

...if organizational

effectiveness and

advantage are a by-
product of human

capital and the

policies that support
them, then creating
and leveraging

inclusive work

should be a priority

for human resource

tic transformation in thinking that
provides organizational members with an im-
perative for learning.

Pichler, Simpson, and Stroh (in the sec-
ond part of the special issue) explore a dif-
ferent aspect of strategic human resource
management by investigating the glass ceil-
ing for women in this profession. Their re-
search results suggest a positive relationship
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between employee involvement and the ex-
tent which women are represented in
lower-level management positions. How-
ever they find that although women are
concentrated in lower-level of human re-
source management positions, they are un-
derrepresented in top management. Thus,
an invisible barrier still prevents women
from reaching the upper echelons of
human resource management and serving
as strategic partners in organizational deci-
sions. Whereas Greer and Virick focus on
inclusive developmental activities by look-
ing at how race and gender diversity are in-
corporated into succession planning activi-
ties. Similarly, their research presents a
strategic human resource management per-
spective by exploring the value of building
a diverse bench for the future.

Presenting a holistic view of inclusion as
a strategic human resource management in-
vestment, Wong takes us inside NASA’s God-
dard Space Flight Center and discusses
changes in the competitive landscape as an
imperative for diversity management. This
organization has implemented the equity
continuum to move beyond affirmative ac-
tion to valuing and capitalizing on diversity
(Wilson, 1998). To implement the equity
continuum at NASA’s Goddard Space Flight
Center, human resource management actives
are aligned and support strategic initiatives.
As summarized in Wong’s article, their Di-

versity Strategic Plan outlines actions, goals,
and measurable steps for addressing the im-
portance of being an Employer of Choice by
creating an inclusive environment for maxi-
mizing potential. Moreover, not only is di-
versity a strategic plan at NASA’s Goddard
Space Flight Center, but the organization'’s
actions and systems provide the supporting
foundation.

A Defining Time for Breaking
Barriers in Organizations for the
Purpose of Inclusiveness

In summary, it is our hope that this special
issue generates meaningful dialogues on how
individuals, groups, and organizations break
barriers for inclusion. As research and prac-
tice addressing this issue continue, there is a
need to further identify trigger points for
shattering the glass ceiling, removing silos,
and erasing boundaries in organizations.
Working together, researchers, policymakers,
and practitioners can contribute to the
knowledge base on inclusion in organiza-
tions by creating a platform for thought and
action. Furthermore, we have opportunities
for teachable moments to inform others on
how inclusive work environments are com-
plementary to other human resource man-
agement activities and strategic initiatives,
and by seizing the moment, we are on the
path to move the inclusion journey forward.
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