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In t roduct ion  

I n  t h i s  paper we address t h e  need f o r  innovative e f f o r t s  t o  a l t e r  i n s t i t u t i o n a l  

racism and sexism in organiza t ions .  Affirmative a c t i o n  programs that concentra te  

on p r o b i a s  of access ,  even equal access ,  sefdom address t h e  need f o r  clianges t h a t  

e f f e c t  t h e  q u a l i t y  of l i f e  throughout heterogeneous organiza t ions .  Even a f f i rma t ive  

a c t i o n  e f f o r t s  t h a t  concentra te  on heterogenei ty ,  o r  p lura l i sm i n  t h e  workforce, 

seldom address t h e  need f o r  v e r t i c a l  a s  w e l l  a s  hor i zon ta l  access.  T h u s , t h e  

r a c i a l  and sexual  bases of power i n  o r g a n i ~ a ~ i o n s  t y p i c a l l y  a r e  l e f t  untouched. 

I f  those  with power make dec i s ions ,  and i f  t h e  decis ions  they make a f f e c t  t h e  

q u a l i t y  of l i f e  f o r  organiza t ional  members, then  minori ty and female p a r t i c i p a t i o n  

i n  t h e  c o n t r o l  of organiza t ions  is  a v i t a l  component of a  las t ' iqg  concern f o r  

heterogeneity.  Power and p lura l i sm a r e  t h e  twin keys t o  successful  a f f i rma t ive  

a c t i o n  e f f o r t s  and t o  t h e  reform of o rgan iza t iona l  racism and sexism. 

W e  begin by examining some problems experienced in t r y i n g  t o  implement 

more e f f e c t i v e  a f f i r m a t i v e  a c t i o n  programs. The c l a r i f i c a t i o n  of our recent  

n a t i o n a l  experience i n  another  arena - school  desegregation - and an examinat ion 

of some of t h e  assumpt.ions guiding c u r r e n t  a f f  i rmat ive  a c t  ion  p,olf 15i-es., a r e  

intended t o  spur our th inking and planning. W e  then explore w h a t  l i e s  beyond 

a f f i r m a t i v e  a c t i o n ,  per  se .  What is  t h e  n a t u r e  of a  continuing agenda of a n t i -  

racism and anti-sexism work i n  organizat ions? Why do some people and organizat ions 

undertake t o  achieve i t ,  t o  r i s k  changes i n . t h e  i n t e r e s t  of a  more j u s t  workplace 

and workforce? Why do o t h e r ~ p e r s o n s  and organiza t ions  f r u s t r a t e  t h a t  agenda, 

consciously ornonconscious~lyact ing  i n  ways t h a t  maintain s u b t l e  forms of r a c i a l  

and sexual  p r i v i l e g e  and advantage? F ina l ly ,  w e  d iscuss  some s t r a t e g i e s  and 

t a c t i c s  t h a t  might be of use  t o  groups at tempting t o  broaden t h e  a f f i r m a t i v e  

a c t i o n  agenda, t r y i n g  t o  c r e a t e  sexual  and r a c i a l  j u s t i c e  i n  American organizat ions.  



I. Laying t h e  Groundwork: Comparing E f f o r t s  Toward 
Desegregating t h e  School and t h e  Workplace 

The h i s t o r y  of r e c e n t e f f . b r t . s t o  a l t e r  i n s t i t u t i o n a l  rac ism and sexism 

i n  American o rgan iza t ions  does no t  bode w e l l  f o r  our  f u t u r e .  Segregat ion 

and marked i n e q u a l i t y  i n  acces s  t o  and r e c e i p t  of p u b l i c  and p r i v a t e  s e r v i c e s  

and r e sources  i s  pervas ive .  Aff i rmat ive  a c t i o n  e f f o r t s  i n  i n d u s t r i a l  and/or  

governmental employment has  t o  d a t e  f a i l e d  t o  stem t h e  t i d e  of racism and 

sexism.' Where we do see progress ,  i t s  f u t u r e  appears  dim: i t  is  un l ike ly  

t o  b e  s u s t a i n e d  i n  t h e  f a c e  of economic p r e s s u r e s  f o r  workforce retrenchment ,  

l a y o f f s ,  h i r i n g  f r e e z e s ,  and t h e  l i k e .  Under s e n i o r i t y  systems, - wo-men and 

m i n o r i t i e s  who w e r e  among t h e  most r e c e n t l y  h i r e d ,  probably w i l l  be  among those  

f i r s t  t o  b e  r e l e a s e d  (USCCR, 1976). Even when h i r e d  and r e t a i n e d ,  t h e s e  groups 

are l e a s t  l i k e l y  t o  be represented  i n  h ighe r  l e v e l s  of o r g a n i z a t i o n a l  s t a t u s  

and power. 

As we cons ider  ways t o  i n c r e a s e  t h e  e f f i c a c y  of a f f i r m a t i v e  a c t i o n  

e f f o r t s  t o  deseg rega te  t h e  workplace, it may be  f r u i t f u l  t o  cons ider  our  25 -yea r  

h i s t o r y  of school  desegrega t ion  e f f o r t s .  There  are some b a s i c  p a r a l l e l s  i n  t h e s e  

s o c i a l  movements, and i n  t h e  t e c h n i c a l  and p o l i t i c a l  problems they  have 

encountered. . .or  w i l l  encounter .  

'while  s t a t  i s t i c s  o f t e n  are n o t  a v a i l a b l e  f o r  i n d i v i d u a l  employing qrganiza t  i ons ,  
t h e r e  i s  some aggrega te  l e v e l  d a t a  which suppor t s  t h i s  s t a t e m e ~ t .  Rozen (1979) 
n o t e s  t h a t  i n  1973, about  75% of t h e  employed women w e r e  i n  occupat ions which 
were a t  l e a s t  60% female; f u r t h e r ,  women i n  b l u e  c o l l a r  occupat ions  were 
d i s p r o p o r t i o n a t e l y  found i n  l a b o r  .. i n t e n s i v e  i n d u s t r i e s .  The U.S. Commission 
on C i v i l  Rights  ri;eport (1978) c i t e s  s t a t i s t i c s  which i n d i c a t e  t h a t  occupat iona l  
s eg rega t ion  by r a c e  and sex  has  a c t u a l l y  i nc reased  s i n c e  1970. Within a  s i n g l e  
o rgan iza t ion ,  Kanter (1977) found t h a t  males and females  c o n s i s t e n t l y  occupied 
d i f f e r e n t  p o s i t i o n s ;  s h e  a l s o  argued t h a t  t h i s  i s  a broad s o c i e t a l  phenomenon. 
Schrank and Wesely (1977) l i kewise  found i n  t h e i r  s tudy  of a . l a r g e  bureaucracy 
of 15,000 non-sales employees, t h a t  =.although women made up 2/3 of t h e  t o t a l  
employee popula t ion ,  t h e r e  were genera l ly  "female" j obs and "male" j obs , and 
I I obviously,  'women's p l a c e '  w i t h i n .  t h e  o rgan iza t ion  w a s  no t  (found t o  be) 
equ iva l en t  t o  'men's place"' (p. 24). 



School deseg rega t ion 'has  by no means been an  unqua l i f i ed  success .  Some of 

ou r  urban schools  a r e  no more phys i ca l ly  desegrega ted  now than  they  were 25 yea r s  

ago.2 Even where t h e  r a c i a l  composition of s choo l s  has  changed, we have made 

only minimal p rog res s  toward r a c i a l  e q u a l i t y  and j u s t i c e  i n  t h e  outcomes and 

i n t e r n a l  processes  of schooling.  These two realities provide  a beginning f o r  t h e  

p a r a l l e l  a n a l y s i s  between desegrega t ing  schoo l s  and work o rgan iza t ions .  W e  suggest  

t h a t  bo th  a f f i r m a t i v e  a c t i o n  .and desegrega t ion  have been designed and implemented 

on t h e  b a s i s  of some n a i v e  o r  ques t ionab le  assumptions;.  

Desegregat ion,  l i k e  a f f i r m a t i v e  a c t i o n ,  in i t ia l ly . : - .was  undertaken from a 

l e g a l  commitment/requirement t o  provide  equal  acces s .  t o  p u b l i c  s e r v i c e s .  

Rel iance  upon t h e  c o u r t s ,  o f t e n  t h e  only s o c i a l  agency suppor t ing  any form of 

r a c i a l  change i n  educat ion,  proved '- to  be a l i m i t i n g  f a c t o r .  The f e d e r a l  

j u d i c i a r y  announced and pursued t h e  c o n s t i t u t i o n a l l y  framed i s s u e  of equal  

a c c e s s  t o  p u b l i c  f a c i l i t i e s  and o p p o r t u n i t i e s ,  bu t  n o t  w h a t  i t  would t a k e  t o  

al ter unequal o p p o r t u n i t i e s  and outcomes. Remedies of equal  acces s  d id  no t  

n e c e s s a r i l y  guarantee  equal  oppor tuni ty ;  and equa l  opportuni ty.may have l i t t l e  . 

meaning u n l e s s  new o r g a n i z a t i o n a l  s i t u a t i o n s  and exper iences  permit  people t o  

t r a n s l a t e  new o p p o r t u n i t i e s  i n t o  more equal  outcomes. A s  a r e s u l t ,  w e  now know 

t h a t  desegrega t ion  i s  only t h e  f i r s t  s t e p  toward q u a l i t y  i n t eg rega ted  educat ion.  

I n  a similar ve in ,  w e  now r e a l i z e  t h a t  workplace desegrega t ion  is  only t h e  f i r s t  

s t e p  toward equal  oppor tuni ty  i n  t h e  o rgan iza t ion ,  and onlf t h e  beginning 

of a more equal  ( j u s t )  d i s t r i b u t i o n  of economic r i g h t s  and b e n e f i t s .  

Although t h e r e  a r e  now no d e  j u r e  one-race schoo l  d i s t r i c t s ,  many dual-race 
d i s t r i c t s  s t i l l  have d e . f a c t o  one-race o r  predominantly one-race schools .  F u l l  
desegrega t ion  of schools  has  proceeded more r a p i d l y  i n  t h e  South than  i n  t h e  . 

North (Weinberg, 1977),  w i t h  many.Northern urban d i s t r i c t s  now being composed 
of 7'5% o r  more minor i ty  s tuden t s .  



Desegregation, l i k e  a f f i rma t ive  a c t i o n ,  i n i t i a l l y  was undertaken on t h e  

assumption t h a t  p lac ing people of d i f f e r e n t  c u l t u r a l  ( r a c i a l )  groups i n  

sus ta ined contac t  wi th  one another  would l ead  t o  t h e  improvement of minor i t i e s '  

performances and l i f e  chances. It became c l e a r ,  over t i m e ,  t h a t  i n t e r r a c i a l  

con tac t s  d id  not  necessa r i ly  a l t e r  t h e  a t t i t u d e s  and o r i e n t a t i o n s  of white and 

b lack and brown youth. I n  f a c t ,  they o f t e n  c r y s t a l l i z e d  and re inforced old 

s t e reo types  and h o s t i l i t i e s .  Early e f f o r t s  pa id  scant  a t t e n t i o n  t o  t h e  c rea t ion  

of o rgan iza t iona l  condi t ions  (school-wide, playground, c a f e t e r i a ,  classroom, 

curriculum) t h a t  might promote b e t t e r  cross-group r e l a t i o n s  and improved academic 

outcomes. I n  a s imi la r  ve in ,  w e  now. r e a l i z e  t h a t  f a c t o r i e s - a n d  s o c i a l  agencies 

w i l l  need t o  redesign work t a s k s  and r o l e s  i n  order  t o  c r e a t e  p o s i t i v e ,  i n t e r -  

dependent and mutually r e s p e c t f u l  work r e l a t i o n s  and s o c i a l  i n t e r a c t i o n s  among 

workers of var ious  r aces  and sexes. 

I n  t h e  e a r l y  days of desegregation,  it was assumed t h a t  educational  managers 

would provide good w i l l  and high s k i l l  i n  support of t h e  desegregation agenda. 

Ins tead ,  we have seen p ro fess iona l  incompetence and r e s i s t a n c e  i n  many-attempts 

t o  c r e a t e  r a c i a l  change i n  schools .  Many whi te  educational  exper ts  and l eaders  

were bound more f irmly t o  t h e  defense of t h e i r  own p r i v i l e g e s  and t r a d i t i o n s  

than t o  a goal  of equal  education f o r  a l l .  Even with good w i l l  o r  ideo log ica l  

commitment, many d id  not  know how.to design,  implement and s u s t a i n  high q u a l i t y  

i n t e g r a t e d  education. I n  a s i m i l a r  ve in ,  w e  now r e a l i z e  t h a t  many a f f i rma t ive  

a c t i o n  programs have been designed incompetently; many managers l ack  t h e  s k i l l  

and/or t h e  w i l l  t o  a l t e r  r a c i a l  and sexual  inequa l i ty  and i n j u s t i c e  i n  t h e  

workplace ( P a t i  and R e i l l y ,  1978). 

I n  t h e  ea r ly  days of desegregation,  i t  was assumed t h a t  r a c i a l  minor i t i e s  

would a s s i m i l a t e  e a s i l y  i n t o  predominantly white school systems and cu l tu res .  

Heterogeneity o f t e n  meant i t  might t a k e  some time, but t h a t  blacks,  Hispanics 

and o the r s  eventual ly would beome "like-white." Gradually, i t  became c l e a r  



t h a t  o the r  people might not  want t o  be as s imi la ted  i n t o  t h e  white c u l t u r a l  

and educational  system. Blacks and Hispanics deinanded programs support ive of 
. - 

t h e i r  own e thn ic  and c u l t u r a l  i d e n t i t i e s  and aspi ra t ions- :  t h e  c r e a t i o n  of - 
a p l u r a l i s t i c  educat ional  system turned out  t o  be very d i f f e r e n t  challenge. 

I n  a s imi la r  ve in ,  w e  now know t h a t  e f f e c t i v e  a f f i r m a t i v e  a c t i o n  e f f o r t s  r equ i re  

c u l t u r a l  p lura l i sm i n  t h e  workplace, and not  j u s t  to l e rance  of darker  skinned 

"whites", Spanish-speaking "Anglos", o r  d i f f e r e n t l y  shaped "men"! 

School desegregation remedies genera l ly  involved r a c i a l  mixing programs 

t h a t  placed t h e  g r e a t e s t  burden of adjustment, t r a n s p o r t a t i o n  and change upon 

minori ty group members. That seemed appropr ia te ,  because t h e  e n t i r e  process 

of desegregation appeared t o  be "for" minor i t i e s .  Thus, they were expected t o  

do most of t h e  adapting,  r e l ea rn ing ,  and changing. I n  a s i m i l a r  ve in ,  i t  o f t en  

appears t h a t  a f f i r m a t i v e  a c t i o n  p o l i c i e s  a r e  e s t ab l i shed  only f o r '  t h e  benef i t  

of minor i t i e s  and women. Neither  education nor economic j u s t i c e  w i l l  be achieved 

i f  i t  is conceived s o l e l y  a s  another  form of c h a r i t y  o r  noblesse  obl ige .  

School desegregation remedies general ly w e r e  designed i n  ways t h a t  placed 

t h e  next  g r e a t e s t  burden of new i n t e r a c t i o n  p a t t e r n s  on educat ional ly  and 

economically vulnerable  whites of working c l a s s  s t a t u s .  Those schools  most 

r ap id ly  desegregated w e r e  loca ted  i n  working c l a s s  white neighborhoods. I n  a 

s imi la r  ve in ,  t h e  occupational  ranks most r ap id ly  opened by a f f i r m a t i v e  ac t ion  

e f f o r t s  a r e t b o s e p o p u l a t e d  predominantly by working c l a s s  whites. I n  both cases ,  

white elites have been p ro tec ted  from the  impact of reform. 

School desegregation genera l ly  progressed a s  though equal  educational  

oppor tun i t i e s  could be a t t a i n e d  i n  school without a l t e r i n g  racism i n  t h e  community's 

economic, p o l i t i c a l  and s o c i a l  i n s t i t u t i o n s .  La te r  it became c l e a r  t h a t  revis ion  

of school governance and f inancing,  a l t e r n a t i v e  municipal p o l i c i e s  ( r e :  taxes  

and housing), and new r e l a t i o n s  between schools  and co l l eges  o r  t h e  job  market 

were required.  I n  a s i m i l a r  ve in ,  w e  now know t h a t  a f f i r m a t i v e  a c t i o n  i n  t h e  



workplace w i l l  n o t  be  s u c c e s s f u l  o v e r , t i m e  u n l e s s  we a l s o  a l t e r  racism and 

sexism i n  t h e  community and throughout t h e  s o c i e t y .  

I n  gene ra l ,  school  desegrega t ion  was engineered  without  very sys temat ic  

t h e o r i e s  about  t h e  r o o t s  of rac ism and seg rega t ion ,  and without  s o p h i s t i c a t e d  

t h e o r i e s  about  how school  and o t h e r  o rgan iza t ions  a c t u a l l y  o p e r a t e  and change. 

I n  a s i m i l a r  v e i n ,  a f f i r m a t i v e  a c t i o n  programs have been undertaken without  

good and t h o u g h t f u l  theory .  Better t h e o r i e s  of o r g a n i z a t i o n a l  func t ioning  a r e  

necessary  i n  o r d e r  t o  understand t h e  omnipresent workings of power and c o n t r o l  

i n  t h e  workplace. B e t t e r  t h e o r i e s  of r a c e  and s e x  oppression a r e  necessary i n  

o r d e r  t o  understand t h e  s tubborn maintenance of i n e q u a l i t y  i n  American soc i e ty .  

I n  a d d i t i o n ,  we need more s p p h i s t i c a t e d  and d a r i n g  t h e o r i e s  of how p a t t e r n s  

of i n s t i t u t i o n a l  rac ism and sexism can b e  changed. 

The cont inuing  agenda is t o  undertake a f f i r m a t i v e  a c t i o n  e f f o r t s  i n  ways 

t h a t  avoid t h e s e  mis takes  and f a l s e  s t a r t s .  

11. Why Bother wi th  t h i s  Continuing Agenda? 

E f f o r t s  a t  organiza t i 'ona l  reform, of whatever c h a r a c t e r ,  i n v a r i a b l y  are 

guided by some sense  of miss ion ,  some more o r  less a r t i c u l a t e  purpose o r  set 

of goa ls .  I n  cons ide r ing  t h e  agenda of an t i - r ac i sm and ant i -sexism i n  a.mu1ti-  

i n t e r e s t  group s o c i e t y ,  many d i f f e r e n t  i n t e r e s t s  and va lues  must be  taken i n t o  

account .  Whites and b l acks  and browns, men and women;owners o r  managers and 

workers o r  t h e  unemployed, i n d u s t r i a l  r e p r e s e n t a t i v e s  and governmental monitors ,  

a l l  may have d ive rgen t  i n t e r e s t s  i n ,  and t h e r e f o r e  d i f f e r e n t  goa ls  se rved  by, 

a n  a n t i - r a c i s t  a n t i - s e x i s t  agenda. I d e n t i f y i n g  competing goa l s  o r  i n t e r e s t s  

may enab le  u s  t o  understand why s o  many a f f i r m a t i v e  a c t i o n  e f f o r t s  f a i l .  

A r t i c u l a t i n g  t h e  d i f f e r e n t  i n t e r e s t s  and g o a l s  s e rved  by t h i s  common program 

a l s o  may l a y  theg roud-work  f o r  c o a l i t i o n s  of groups i n  suppor t  of an t i - rac ism 

and ant i -sexism work. 



For some,the o r g a n i z a t i o n a l i n t e r e s t  served by a f f i rma t ive  a c t i o n  programs 

is  p roduc t iv i ty  and p r o f i t :  it o f t en  is assumed t h a t  g rea te r  product iv i ty  w i l l  

f low from a more heterogeneous workforce. But a s  w e  suggested e a r l i e r ,  mere 

desegregation of t h e  workforce may accomplish l i t t l e  except p lace  people who a r e  

unaccumstomed t o  being together  i n t o  contac t  wi th  one another:  it may e f f e c t  

p r o d u c t i v i t y - e i t h e r  p o s i t i v e l y  o r  negat ive ly  (Amir, 1976; Katz and Benjamin, 

1960; Katz, Goldston and Benjamin, 1958). 

Related t o  concerns about p roduc t iv i ty ,  it o f t e n  is  argued t h a t  hetero- 

genei ty  i s  good because it l eads  t o  innovation.  For ins tance ,  i n  t h e  un ive r s i ty  

s e t t i n g ,  many a f f i rma t ive  a c t i o n  advocates suggest  t h a t  more innovative teaching 

and resea rch  t ake  p lace  when t h e  facu l ty  i s  more d ive r se  (Chertos, forthcoming). 

The presence of d i v e r s i t y  i n  o the r  types of organiza t ions  may-also encourage 

imaginative approaches t o  problems, and thus  innovation (Kanter, 1977). 

A second i n t e r e s t  served by an a f f i r m a t i v e  a c t i o n  agenda is  compliance 

wi th  t h e  law. Executive o rde r s ,  j u d i c i a l  decrees  and l e g i s l a t i o n  f o r  equal 

opportunity and a f f i rma t ive  a c t i o n  r e q u i r e  a more heterogeneous workforce, not  

only i n  terms of r a c e  and sex, but a l s o  i n  age, physica l  a b i l i t y  and d i s a b i l i t y ,  

and mi l i ta ry-veteran  s t a t u s .  I n  a law-abiding s o c i e t y ,  compliance with a t  l e a s t  

t h e  le t ter  of t h e  law i s  a potent  f a c t o r .  But by i t s e l f ,  t h i s  explanation is  

incomplete: i t  leads  t o  ques t ions  of why w e  have t h e s e  laws and what i n t e r e s t s  

they se rve .  One answer suggests  these  laws a r e  an expression of our democratic 

c u l t u r a l  norms, and a r e f l e c t i o n  of our n a t i o n a l  commitment t o  equal i ty .  An 

a l t e r n a t i v e  answer is  t h a t  such laws represent  a t tempts  t o  reduce t h e  t h r e a t  of 

d i s r u p t i o n  of t h e  s o c i e t a l  s t a t u s  quo by disadvantaged c las ses .  Bernice Sandler 

(1974) e n t i t l e d  a paper on a f f i rma t ive  a c t i o n  f o r  women, "The Hand t h a t  Rocked 

t h e  Cradle has  Learned t o  Rock t h e  Boa't;!", recognizing that women and minor i t i e s  

have t h e  p o t e n t i a l  t o  d i s r u p t  organiza t ions  and communities i n  press ing  t h e i r  

demands f o r  equal access and opportunity.  Organizat ional  responses t o l e g a l  



mandates f o r  a f f i r m a t i v e  a c t i o n  may be symbolic at tempts t o  head o f f  t h r e a t s  

of d i s r u p t i o n - o r  t o  calm p o t e n t i a l  r ebe l l ion .  

A t h i r d  i n t e r e s t ,  c o n s i s t e n t  with i n t e r e s t s  i n  p roduc t iv i ty ,  l e g a l  compliance,. 

and organiza t ion  peace may be a  monetary one. Organizat ional  p a r t i c i p a t i o n  

i n  t h i s  agenda might permit r e t e n t i o n  of gave-ent c o n t r a c t s  and a  reduced 

v u l n e r a b i l i t y  t o  c o s t l y  law s u i t s .  

A f o u r t h  i n t e r e s t  served by t h i s  agenda may be one of comfort and iden t i -  

f i c a t i o n  wi th  one ' s  peers:  everyone e l s e  may be  knvo.lved- i n  it. Affirmative 

a c t i o n  programs such a s  t r a i n i n g  women f o r  non- t radi t ional  jobs i n  t h e  s k i l l e d  

t r a d e s ,  r e c r u i t i h g  Hispanics and blacks f o r  managerial p o s i t i o n s ,  o r  p u t t i n g  

women and/or minor i t i e s  on executive search  committees a r e  not  only s o c i a l l y  

acceptable ,  but i n  some cases  s o c i a l l y  expected organiza t ional  e f f o r t s  (Bryant 

and Crowfoot, n.d.).  P r i v a t e  opinions may cont inue  t o  be p r e j u d i c i a l ;  but i n  some 

c i r c l e s  i t  may no longer be pub l i c ly - -  accep tab le - to  be over t ly  r a c i s t  and/or 

s e x i s t .  

There a r e  o the r  p o s s i b l e  i n t e r e s t s  served by t h i s  agenda. Women and/or 

minor i t i e s  may be working i n  t h e i r  own s e l f  i n t e r e s t ,  d i r e c t l y  engaged i n  improving 

t h e i r  ind iv idua l  and c o l l e c t i v e  s i t u a t i o n s .  Consultants  may make s u b s t a n t i a l  

f e e s  by a s s i s t i n g  organiza t ions  t o  develop t o  r e d u c e . i n s t i t u t i o n a 1  

d iscr iminat ion .  And some white males engaged i n  these  e f f o r t s  may be rewarded 

by t h e i r o r g a n i z a t i o n s  o r  by t h e i r  minori ty colleages/comrades f o r  t h e i r  e f f o r t s .  

F i n a l l y , - p a r t i c i p a t i o n  i n  an a n t i - r a c i s t  an t i - sex i s t  agenda may s a t i s f y  

a  commitment t o  s o c i a l  j u s t i c e .  Some argue  t h a t  white males who advocate an 

a n t i - r a c i s t  a n t i - s e x i s t  agenda a r e  a c t i n g  counter  t o  t h e i r  ob jec t ive  group 

i n t e r e s t s .  I n  t h e  shor t  run t h i s  may be  accura te ,  but i n  t h e  long run our common 

s u r v i v a l  may depend on advances toward e q u a l i t y  and j u s t i c e .  Moreover, t h e  

s u b j e c t i v e  i n t e r e s t  i n  such a c t i o n  may . l i e  i n  co re  va lues  of s o c i a l  j u s t i c e  



o r  community a c t u a l i z a t i o n .  White males w i t h  such i n t e r n a l i z e d  va lues  a r e  t o  some 

e x t e n t  s e r v i n g  t h e i r  own i n t e r e s t s  by p a r t i c i p a t i n g  i n  t h i s  agenda. It may-allow 

them t o  f u l f i l l  t h e i r  own expecat ions and . r a i s e  t h e i r  pe r sona l  and s o c i a l  esteem 

(Terry,  1980).  

111. E f f o r t s  t o  F r u s t r a t e  t h e  Continuing Agenda: Why.-and How? 

W e  have suggested i t  i s  important  t o  examine t h e  goa l s  of t h o s e  advocat ing 

an  a f f i r m a t i v e  a c t i o n  agenda. 1 t . a p p e a r s  t h a t  d i f f e r e n t  i n t e r e s t  groups may 

have d i f f e r e n t  goa ls .  Hopefully a l l  of t h e s e  interest groups and t h e i r  goa ls  

a r e  suppor t ive  of an t i - rac ism ant i -sexism work. Obviously t h i s  is  no t  t rue .  

Although v a r i o u s  s c h o l a r s  d i s a g r e e  on t h e  conc re t e  d e t a i l s , m o s t  ag ree  

t h a t  a decade of a f f i r m a t i v e  a c t i o n  e f f o r t s  have noxhad a g r e a t  d e a l  of impact 

on r a c i a l  and s e x u a l  oppor tun i ty  and p r i v i l e g e  i n  American l i f e  (USCCR, 1978).  

A s  Far ley  concludes h i s  ex t ens ive  review of t h e  d a t a ,  " reduct ions  i n  ' equa l i ty  

a r e  smal l  when..compared t o  t h e  remaining r a c i a l  d i f f e r e n c e s  on many i n d i c a t o r s  

(1977, p. 206) : ' I 1  How can w e  expla in  t h e  cont inuing  problem? 

Why i s  : the  cont inuing  agenda f r u s t r a t e d ?  

Some of t h e  reasons  f o r  t h e  slow pace  of change may l i e  i n  t h e  e a r l i e r  

p a r a l l e l s  w e  drew: poor t h ink ing  and p lanning ,  perhaps on t h e  b a s i s  of f a u l t y  

assumptions, may have d i s a b l e d  even wel l - in ten t ioned  programs ( P a t i  & R e i l l y ,  

1978). Res i s t ance . and  sabotage  a l s o  may have played a r o l e  i n  f r u s t r a t i n g  

a t t empt s  t o  a l ter  r a c i a l  and sexua l  i n e q u a l i t y  and i n j u s t i c e  i n  t h e  workplace. 

I n  t h i s  s e c t i o n  we s p e c u l a t e  on t h e  reasons  f o r  t h i s  f r u s t r a t i o n :  no t  a l l  t h e  

explana t ions  a r e  equa l ly  v a l i d ,  and d i f f e r e n t  ones w i l l  appea l  t o  r eade r s  i n  

d i f f e r e n t  measure. 

a .  Racism and sexism express  some of t h e  dominant va lues  i n  
American c u l t u r e .  

Represent ing dominant va lues ,  rac ism and sexism i n f l u e n c e  ou r  th inking  



and our a c t i o n  a s  a  people. To be su re ,  t h e s e  a r e  not  the .on ly  co re  values 

i n  our soc ie ty :  many observers suggest t h a t  e q u a l i t y  and a sense of j u s t i c e  

are a l s o  potent  a spec t s  of our ideo log ica l  and c u l t u r a l  t r a d i t i o n  (Myrdal, 1944). 

A t  t h e  very least, t h i s  c u l t u r a l  schizophrenia makes i t  d i f f i c u l t  t o  a c t  c l e a r l y  

and f o r t h r i g h t l y  on an ant i - in j .us t ice  agenda (Livingston,  1979). Competition 

between t h e s e  two dominant va lue  frames (equa l i ty  and j u s t i c e  vs.  racism and 

sexism) o f t e n  fo rces  r a c i s t  and s e x i s t  values underground; a s  such, they may 

cont inue  t o  have unacknowledged potency. 

b. Racism and sexism a r e  bas ic  s t r u c t u r a l  c h a r a c t e r i s t i c s  of t h e  
American soc ie ty  and i t s  pol i t ica l /economic  organizat ion.  

H i s t o r i c  p a t t e r n s  of racism and sexism long have deprived minor i t i e s  and 

women of equal  access  t o  economic and p o l i t i c a l  oppor tun i t i e s  i n  t h i s  soc ie ty  

(Thomas, 1980). Moreover, second order e f f e c t s  of racism and sexism now a r e  

u t i l i z e d  t o  f u r t h e r  exclude and j u s t i f y  excluding m i n o r i t i e s  and women from 

gaining new access  t o  oppor tuni t ies .  Unequal educat ional  se rv ices ,  inadequate 

h e a l t h  ca re ,  s t r a i g h t j a c k e t e d  s o c i a l i z a t i o n  experiences o r i e n t i n g  women and 

m i n o r i t i e s  away from advancement oppor tun i t i e s ,  d iscr iminatory  family a s s i s t a n c e  

- - 
and support p o l i c i e s ,  segregated housing oppor tun i t i e s ,  insurance and mortage 

. r ed l i r i4gL f o r  female and minority-headed f a m i l i e s ,  a l l  make t h e i r  own d i r e c t  

con t r ibu t ion  t o  oppression and depr ivat ion  (Feagin and Feagin, 1978). Moreover, 

t h e  e f f e c t s  of t h e s e  p o l i c i e s  o f t e n  a r e  not  seen as evidence of d iscr iminat ion ,  

but  a s  c h a r a c t e r i s t i c s  of minor i t i e s  and females (e.g. poor education and hea l th ,  

female-headed fami l i e s ,  poverty, inappropr ia te  s o c i a l i z a t i o n  and c u l t u r a l  support 

f o r  advancement, e t c . ) .  A s  a  r e s u l t  of such i n d i r e c t  a s - w e l l  a s  d i r e c t  d iscr iminat ion ,  

a f f i r m a t i v e  a c t i o n  e f f o r t s  have t o  d e a l  with more than t h e  current  and obvious 

o rgan iza t iona l  b a r r i e r s  t o  equal  opportunity.  



c .  A s  a  r e s u l t  of t h e  c u l t u r a l  va lue  frame and t h e  p o l i t i c a l /  
economic s t r u c t u r e s  of t h e  American s o c i e t y ,  racism and 
sex i sm-are  func t iona l  t o  t h e  e f f e c t i v e  operat ion of most 
American organiza t ions .  

Some argue t h a t  racism and sexism.are  dysfunctiona1.attributes of a r a t i o n a l  

economic organizat ion .(Reskin and .Hedges, 1979). This view of economic 
7 

r a t i o n a l i t y  assumes a c u l t u r a l  p r i o r i t y o f  e q u a l i t y  and j u s t i c e ,  suggested above. 

I n  t h i s  view, racism and sexism a r e  seen a s  dysfunct ional  ts our way of l i f e .  

Others argue t h a t  racism and sexism a r e  our c u l t u r a l  p r i o r i t i e s ,  and a r e  deeply 

embedded i n  t h e  American system. Since most organiza t ions  must adapt t o  that:: 

r e a l i t y  i n  order  t o  make a p r o f i t  o r  provide s e r v i c e s  e f f i c i e r i t ly ,  racism and 

sexism may be func t iona l  t o  organiza t ional  success.  Mbreoaer,a secondary o r  

" l a t en t "  purpose of most organiza t ions  i s  t o  maintain s t a b i l i t y  and predictabi-l-ity 
- .  

i n  e n t e r p r i s e  and i n  a l l  walks of l i f e  (Perrow, 1970). Thus, they genera l ly  
-- - -- -- - 

reproduce t h e  s o c i e t y ' s  s t a t u s  system i n  t h e i r  i n t e r n a l  organizat ion;  a f f l u e n t  

and p r o t e s t a n t  white males a r e  a t  t h e  top  of i n t e r n a l  s t a t u s  h i e r a r c h i e s  a s  w e l l  
- -  - - -  - 

I 
a s  i n  t h e  soc ie ty  at  l a rge .  I f  such p a r a l l e l s  between t h e  i n t e r n a l  and- ex te rna l  '_ 
environments of organiza t ions  d id  not p r e v a i l ,  top  echelons of deviant  organizat ions 

would not  adapt ,  f i t  o r  i n t e g r a t e  wel l  wi th  top  echelons of t h e  t r a d i t i o n a l  socie ty .  

d. Challenging'racism and. sexism o f t e n  is tantamount t o  challenging 
t h e  power of white males. 

Given t h e  s t a t u s  h ierarchy of t h e  s o c i e t y  i n  general ,  and i t s  reproduction 

wi th in  major s o c i a l  i n s t i t u t i o n s ,  those  who a r e  i n  pos i t ions  of power i n  most 

i n s t i t u t i o n s  - t h e  economy, t h e  p o l i t y ,  t h e  c u l t u r a l  stystems----are pr imar i ly  

whi te  and male. E f f o r t s  t o  a l t e r  these  s t a t u s  and power h ie ra rch ies  a r e  not  met 

l igh t ly :  :whi t e  males whose i n s t i t u t i o n a l  power is  threatened by change e f f o r t s  

can be expected t o  r e s i s t  t h e  f l i g h t  back (Thomas, 1980). 

One of t h e  ways a r e l a t i v e l y  small  group of whit-emales can maintain 

i n s t i t u t i o n a l  power i n  a  very l a r g e  organiza t ion  o r  soc ie ty  i s  t o  e n l i s t  t h e  

support of o the r  white and male groups who, f o r  a  share  of co re  resources,  

support t h e  powerful and help administer  t h e  subordinate pos i t ion  of minor i t i e s  



and women. These managers can take  advantage of t h e  n a t i o n a l  r e s idue  of r a c i a l  

and sexual  ~ r e j u d i c e  t o  keep white and black and brown (or male and female) 

elements of t h e  workforce divided and working agains t  one another.  A s  a  r e s u l t ,  

workers f a i l  t o  u n i t e  across  race  and s e x . l i n e s  t o  challenge t h e  economic 

dominance of a  small elite.,;  Reich (1980) and o the rs  have shown t h a t  in .  c i t i e s  

where unions a r e  t h e  weakest ( i . e .  where managers a r e  s t ronges t  i n  t h e i r  a b i l i t y  

t o  dominate working c l a s s e s ) ,  b lackd i f t ewage  d i f f e r e n t i a l s  a r e  t h e  highest .  

Thus, t h e  exp lo i t a t ion  of r a c i a l  and sexual  d iv i s ions  i n  t h e  workforce is one 

element of the  l a r g e r  exp lo i t a t ion  of working people i n  general .  This argument: 

a l s o  presents  racism and sexism a s  funct ional  t o  t h e  l a r g e r  American soc ie ty ;  

i n  t h i s  case  func t iona l  t o  the in te res t s .o f : (whi te  and-ihale) a f f l u e n t  ru l ing  

groups. It is  not  t h a t  e l i t e s  "invent" racism and sexism, but t h a t  they a r e  

a b l e  t o  take  advantage of it .  

To suggest a  f u r t h e r  caveat:  our n a t i o n a l  poli t ical /economic leadership 

is  a t  bes t  ambivalent o r  ambiguous about challenges t o  racism and sexism. W h i l e  

they may present  a  r h e t o r i c  of equal i ty  and j u s t i c e ,  they resist challenges t o  

core  c u l t u r a l  values and t h e i r  own poli t ical /economic power bases (items a and b). 

As  a  r e s u l t ,  t h e  change programs they generate and support o f t en  f a i l  t o  lead us  

f o r t h r i g h t l y .  Without unambiguous leadership ,  wavering managers and subordinates 

may be l e s s  w i l l i n g  t o  t ake  l o c a l  i n i t i a t i v e s .  

e. Individuals  a r e  o f t en  r e l a t i v e l y  unaware,of t h e i r  r o l e  i n  t h e  
maintenance and enhancement of r a c i a l  and sexual  i n j u s t i c e .  

Those of us  who a r e  white and/or male, and who see our cur ren t  r o l e s  and 

s t a t u s  a s  being accorded on t h e  bas i s  of m e r i t  a lone,  o f t en  deny t h e  considerable 

r o l e  t h a t  r ace  and sex have played i n  providing us  with our p r iv i l eged  background 

and support systems. Few Americans have analyzed racism and sexism w e l l  enough t o  

understand t h e i r  own contr ibut ions  t o  s o c i a l  i n j u s t i c e ,  nor t h e  ways they benef i t  

from t h e i r  demographic s t a t u s .  Thus, few whites and males a r e  prepared t o  acknowledge 



t h e i r  own involvement i n  t h e  perpetuat ion of i n j u s t i c e  (Kirkham, 1977). Without 

such acknowledgment, why should they f e e l  committed t o  an agenda of reform? 

Moreover, f a i l i n g  a coherent  h i s t o r i c  a n a l y s i s  of d iscr iminat ion ,  and of t h e  

ways white and/or male power perseveres i n  t h e  f a c e  of most e f f o r t s  t o  a l t e r  *-: 

discr iminat ion ,  many see a f f i rma t ive  ac t ion  a s  "discrimination i n  reverse'!. ( see  

Hook, 1977). 

f .  There a r e  few organiza t ional  rewards o r  incen t ives  f o r  working on 
an a n t i - r a c i s t  an t i - sex i s t  agenda. 

The dominant opera t ing  motives of American indus t ry ,  and most governmental 

and human s e r v i c e  systems a s  wel l ,  i s  s e l f - i n t e r e s t .  I f  t h e r e  a r e  no v i s i b l e  

s e l f - i n t e r e s t  ga ins  f o r  working on an a n t i - r a c i s t  and a n t i - s e x i s t  agenda, it i s  

no t  l i k e l y  t o  be a c t i v e l y  pursued. Thus, it is  d i f f i c u l t  t o  see why middle l e v e l  

managers, who respond t o  i n t e r n a l  incent ive .  systems would expend t i m e  and energy 

c r e a t i n g  a more j u s t  workplace without s u b s t a n t i a l  reward. I f  higher management 

sub t ly  supports  racism and sexism (perhaps by no t  support ing i t s  challenge and 

des t ruc t ion) ,  and i f  pee r s  support white and male norms and i n t e r a c t i o n  s t y l e s ,  

i t  may we l l  be aga ins t  middle l e v e l  managers' immediate s e l f - i n t e r e s t  t o  r e s i s t  

these  peer and supervisory standards.  

There a l s o  may be d i s incen t ives ,  o r  perceived d i s i n c e n t i v e s ,  f o r  c r e a t i n g  

new forms of power and p lura l i sm i n  t h e  workplace. For ins tance ,  a homogeneous 

workforce is  l i k e l y  t o  be charac ter ized  by r e l a t i v e l y  common values and i n t e r a c t i o n  

s t y l e s ,  and thus  minimal over t  c o n f l i c t  and competition; t h i s  may lead t o  t h e  

perception t h a t  a heterogeneous workforce would be more d i f f i c u l t  t o  manage. 

Moreover, some managers simply do no t ,have  t h e  s k i l l s  t o  work with a heterogeneous 

workforce, r ega rd less  of t h e  ease o r  d i f f i c u l t y  of t h e  bas ic  t a sk .  Teachers may 

no t  be used t o  teaching many d i f f e r e n t  kinds of s tuden t s  a t  once; supervisors  and 

personnel o f f i c e r s  may f i n d  they need t o  understand more than one language . . d i a l e c t ;  

o f f i c e  managers may be  unaccustomed t o  recognizing and dea l ing  with l eg i t ima te  



r a c i a l  and sexual  d i f ferences .  Managers1..-ignorance, o r  t h e i r  i n t e r n a l i z a t i o n  of 

r a c i a l  and sexual  s tereotypes ,  may amplify common f e a r s  of workgroup incompatibi l i ty 

and t h e  det r imenta l  e f f e c t s  of d i v e r s i t y . -  

How i s  t h e  continuing agenda f r u s t r a t e d ?  

No doubt each reader can add o the r  reasons why t h e  agenda of anti-racism 

and anti-sexism work is f r u s t r a t e d .  Perhaps each reader w i l l  want t o  lay  spec ia l  

emphasis on some of t h e  foregoing reasons r a t h e r  than others .  Our next question 

is more opera t ional :  how i s  t h e  agenda f r u s t r a t e d ?  What i s  i t  t h a t  people and 

groups do t o  f r u s t r a t e  e f f o r t s  t o  gain r a c i a l  and sexual  equal i ty  i n  t h e  work- 

p lace?  What a r e  t h e  t a c t i c s ,  conscious o r  n o t ,  t h a t  i n h i b i t  t h e  accomplishement 

of t h i s  agenda? Each of us no doubt has been witness t o  some of these  t a c t i c s :  

he re  w e  present  a series of common a c t s  seen and heard i n  organizat ions.  

1. The need f o r  "qualif ied" minority o r  female employees i s  
s t r e s s e d  i n  recruitment e f f o r t s .  

A l l  o rganizat ions  h i r e  (or  admit) new people on t h e  b a s i s  of some more 

o r  less formal set of qua l i f i ca t ions .  However, a vigorous stress on t h e  ad jec t ive  

"qualif ied",  only when seeking t o  add minori ty o r  female employees, communicates 

t h a t  one would not  normally expect minority o r  female execut ives ,  workers, o r  

stud'ents t o  be q u a l i f i e d ,  and that one is looking f o r  that s p e c i a l  breed of a 

genera l ly  i n f e r i o r  category. 

2 .  Minor i t ies  and women a r e  h i red  and channelled i n t o  
s p e c i a l l y  l abe l l ed  jobs and r o l e s .  

This t a c t i c  r e in fo rces  t h e  notion t h a t  some kinds of jobs a r e  "women's . 

work" and some kinds of jobs a r e  "nigger's work." The a v a i l a b i l i t y  of only 

c e r t a i n  kinds of pos i t ions  f o r  c e r t a i n  kinds of people helps l o c a t e  minor i t ies  i n  

community r e l a t i o n s  and personnel functions i n  l a r g e  organizat ions,  r a t h e r  than 

i n  f inance  o f f i c e s  o r  higher power cen te r s  (Bowser, 1979; Milward and Swanson, 
\ 

1979). It l o c a t e s  even "qualif ied" women i n  s t a f f  r a t h e r  than l i n e  pos i t ions  



(Howe, 1979; Schrank and Wesely, 1977). I n  add i t ion ,  some of these  spec ia l ly  

l a b e l l e d  jobs a r e  dead-ends, without mobil i ty i n  t h e  power s t r u c t u r e  of t h e  

organizat ion.  

3.  Minori t ies  and women a r e  h i red  i n t o  i s o l a t e d  ro les .  

It is  common t o  h i r e  minor i t i e s  and women i n t o  r o l e s  t h a t  isolate2them 

from t h e i r  same sex/same race  peers (Kanter, 1970; 1977). I n  t h i s  way, t h e  

organizat ion prevents development .of support groups and cadres t h a t  might so£ t e n  

t h e  b i t t e r swee t  experience of being a token o r  a pioneer. It a l s o  i n h i b i t s  

t h e  f ~ r m a ~ i o n o f  const i tuencies  o r  organized i n t e r e s t  groups t h a t  might provide 

t h e  base f o r  organizat ional  change e f f o r t s .  

4 .  " ~ e p r e s e n t a t i v e "  minor i t i e s  and women a r e  h i red  and/or 
promoted without deal ing with t h e i r  "representat ion" 
r o l e s .  

Alvarez (1979) has drawn a use fu l  d i s t i n c t i o n  between t h e  p r a c t i c e  of h i r ing /  

promoting some people from a minority demographic grouping ( representa t ives)  

and including/advancing people who advocate t h e  p o l i t i c a l  i n t e r e s t s  of an oppressed 

consti tuency ( representa t ion) .  The few-blacks  and Hispanics i n  a mostly white 

organizat ion,  o r  females i n  a mostly male organizat ion,  o f t en  a r e  coropted i n t o  

a non-representation r o l e ,  o r  ineo being - the agents of h igher - l eve l  white and male 

power. Only i f  these  people a r e  in some'sense accountable t o  t h e i r  own p o l i t i c a l  

and demographic groups can they "represent" t h e i r  co l l ec t iveconcernsand  help 

confront  underlying themes of racism and sexism i n  t h e  organizat ion.  

5. The den ia l  t h a t  t h e r e  is a need f o r  such programs 
i n  t h i s  organizat ion.  

Some managers respond t o  t h e  a f f i rmat ive  a c t i o n  requestldemand by arguing 

t h a t  t h i s  organizat ion has not  been a pa r ty  t o  d iscr iminat ion,  and thus need 

no t  adopt such a remedy. Even i f  workforce d a t a  suggest a conspicuous lack of 

minor i t i e s  and women i n  c e r t a i n  r o l e s ,  t h e  response may be t o  demand proof t h a t  

it is t h e  r e s u l t  of " in ten t iona l  discrimination",  r a t h e r  than normal employment 



market dynamics. This approach is especially common in an agency-or fim facing - 

a court battle, where it might be costly for any admission of discrimination to 

be made. Another form of denial focusses on the remedy itself: affirmative 

action programs often are not seen as a means to end discrimination; rather 

they are attacked as a form of "reverse discimination" (Pottinger, 1977). 

When denial begins to fail, delay may accomplish the same frustration. 

Recognizable tactics may include: cancelled meetings, endless arguments about 

the "scientific" meaning of racism and sexism, unavailability or records, 

proof required for every assertiori, hearings .scheduled far into the future, etc. 

6 .  Minorities and women are subtly harassed and pressured. 

Sexual harrassment has varied forms, and male managers are' only now beginning 

to be made aware of.the -extent to which women experience sexual (sexuality-based 

and sex-role based) harassment on the job (Farley, 1978; Mackinnon, 1979). Often, 

men are simply not aware of the extent to which their behavior is offensive, 

controlling, punishing or compromising to female employees. But even unintentional 

harassment is harassment. Racial harassment can'1:be just as subtle and elusive... 

or just as crass and oppressive. 

7. Minorities and women are excluded from the informal peer system. 

A workplace is more than..a workplace; it' is an arena of social interaction - 
, .- - 

and exchange. If white and male norms pervade and dominateeso=ial 

interactions in-the workplace, minorities and women miiybe 
- 

excluded from these peer relations. Or, they may be permitted entry only on a 

stereotypic basis (women asked to get coffee and being subjected to backroom 

humor, minorities jokingly asked why they're not sticking together, etc.). The 

prevalence of the "old boy1' network is an example of an informal peer system that 

excludes others from information about expected behaviors, advancement opportunities, 

and ways of getting ahead. 



8. Minorities and women are publicly blamed for race and 
sex problems and for "their" failures. 

The maintenance of a stable social order is facilitated when the people who 

are oppressed and deprived by what is felt to be a fair democratic system are 

seen as the creators of their own failure and oppression. Then they internalize 

"blame" (or it is laid to them), rather than identifying systemic forces creating - -- - - , - - - - -  
t 

these problems (Ryan, 1976). Women are often blamed for their experiences 

-. 
of sexual harassment ... "she asked for it.." And when minorities fail to gain 

.--- .. ~ - .  - 
peer support in t-he workplace, become lonely and leave, they are seen as failing 

__A-- 

in the workplace, rather than the workplace failing (or excluding) th&i (pati - 

and Reilly, 1978). . - -- - ____ . . 

9. White male norms of leadership are applied to all people. 

Most cultural definitions of a good leader are based on white male norms. 

However, these normative standards for leadership are so embedded in our experience 

we hardly see them as race and sex based at all; or we think of them as universal, 

or at least universal to Western society. Consider, however, what happens when 

women or minorities deviate fr.om these expectations. The "strong and forceful" 

woman boss is labelled a "tough bitch" or a "ball buster", while a male doing 

the same things is seen as true to his sex and his organizational role, even 

if his behavior is objectionable. The woman is rendered untrue to her sex if 

true to her organizational role...or vice versa (Boverman, et.al., 1972). When 

=. 
minority executives ~rsu~e~~i~;+~direct others in ways consistent with their own 

cultural traditions, theyz too, may be seen as practicing inappropriate leader 

behaviors. If they adopt white traditions of leadership they may be seen as 

departing from minority status; "he's as good as a white man", "you'd hardly 

know he was a Puerto Rican." Undoubtedly such conflicting role definitions create 

a no-win situation for minorities and women. 



10. Minimalist actions are taken in working on affirmative 
action agendas. 

Affirmativeaction efforts are replete with special workshops that teach::. 

managers how to meet federal guidelines with as little effort and change as 

possible. One of the well-known and legally acceptable "tricks of .the trade" 

is to count minority women employees as filling two affirmative action criteria 

at once, thus easing the pressure to hiremoreminorities or women. Job groups 

can be redefined broadly, such that relatively low status positions, disproportionately 

filled with females and/or minorities, are combined with higher level positions, 

disproportionately white and male. The combined data create an appearance of 
- 

a more heterogeneous job group than fn'fact exists. 

11. Top management fails to provide support for afftrmative 
action efforts. 

There are many ways to change organizations, and proceeding from the top 

down is only one of them. However, to the extent that top management provides 

visible and vigorous support to a change agenda, it appears as a more legitimate 

effort to those at middle and lower management levels. The failure of top 

management to desegregate its own ranks, to symbolically lead the affirmative 

action effort, to reward innovators, or to promote anti-racism anti-sexism 

activities, strips the agenda of much of its support within an organization. Some- 

times top management provides open and public support, but sabotages affirmative 

action operations with back-room talk, private conversations, rumors and innuendoes, 

and the failure to provide incentives and rewards. 

12. Control of the affirmative action agendaloffice is 
retained in the hands of the white males. 

A troublesome advocacy unit within'the organization can lead white male 

management to.try to "capture" the affirmative action office itself. This 

approach can-:. render impotent the major organizational symbol and instrument 

of female and minority advocacy.and advance. Common examples of such control 



include: (1) making a female or minority head of the office accountable to a 

white male vice president; (2) requiring dual loyalties of affirmative action 

officers - to organization elites as well as to female and minority constituencies; 

(3) selecting a "representative" minority or female officer rather than insuring 

they "represent" their constituencies (see 4 in this section); (4) administering 

the budget of the office from above; and (5) "setting up" divisive competition 

between women and minority groups for scarce jobs, resources or office prestige. 
/ 

These tactics often appear as natural organizational control functiong; perhaps 
. - 

all resistance to alter racism and sexism are natural control functions. 

- - - - . - - . . - -- 

13. Leaders of protest groups are counter-attacked. 

Especially if a protest cannot be captured (see 12) or co-opted (see 4), 

some managers:.-respond to affirmative action advocacy by acting against key 

advocates or protest leaders. Such action may include labelling people as "bra 

burners", "uppity", and "troublemakers". More vigorous action might include 

threatening challengers.with disciplinary actions, moving them to another 

organizational unit or role, or even terminating them. Some observers suggest 

this approach is an example of harassment (see 6) raised to an offical level. 

Then it is even more clearly a "political" phenomenon, rather than individual 

prejudice or discomfort with deviant women or minorities. 

14. Control of the organization is retained in the hands 
of the white males. 

One way to frustrate the,long-term effects of affirmative action policies 

is to make some minimal progress at lower organizational levels, while keeping 

most power and control .in the. hands of a ruling white male elite. Minorities and 

women can be denied access to the reins of organizational power, while being 

offered economic opportunity and even influential participation. Sometimes, as 

women enter higher management ranks the center of organizational decision-making 
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moves fromthe boardroom to the bathroom. As minorities move into these ranks, 

the decisional apparatus may move again, from the bathroom to the clubroom 

(See Terry's discussion of the "White Male Club1l., 1974). - 
15. Ownership is retained in .the hands of white males. 

After all is said and done, the reins of power .in the American society 

are in the hands of those' who manage major organizations and those who 

"own" them. Ownership in the private sector is readily apparent; in the public 

sector "ownership" is more political in nature, and refers to extra-organizational 

control of policy and program by senior professional or political elites. Even 

if minorities and women are permitted access to higher executive offices, if they , 

as groups; do not have access to ownership ranks, they eventually will be without 

ruling power. . Even when women have ownership, they often have it as surrogates 

of men. As long as ownership remains in white male hands, the last bastion 

of racist and sexist.power lies untouched, and the power to change racism and 

sexism is rendered inadequate (Squires, 1980). 

IV. - Change strategies: What are some guidelines for bringing about 
about effective implementation of the continuing agenda 

to alter racism and sexism in organizations? 

There has been little systematic research on the effective implementation of 

affirmative action policies, either on the broad societal level or on the more 

limited organizational level. Perhaps this is because little implementation 

has occurred, but even what has occurred has not- been well documented or studied. 

While there is a growing body of research demonstrating the existence of racial 

and sexual discrimination (e.g. Alvarez and Lutterman, 1979), little research has 

demonstrated how we can alter racism and sexism in organizations. We offer some 

places and ways to begin. This discussion of change strategies cannot be based 

on sound and systematic'research, but it can organize a series of possibilities 

culled from various arenas. 



Change strategies for altering racism and sexism within work organizations 

can be divided into three categories: administrative changes, organizational 

development programs, and community mobilizing efforts. Each of these strategies 
<- 

counters different bases ("whys") and mechanisms ("how~") for frustrating the 

affirmative action agenda. 

Administrative .change strategies are aimed at altering the ways in which 

organizational activities are coordinated and controlled by managers and other 

officials. Employees at all levels are accustomed to looking for direction 

and leadership from supervisors and more senior personnel. If the administrative 

hierarchy of an organization does not appear committed to affirmative action 

policies, and to the procedures and mechanisms that carry them out, other employees 

will "get the message" and resist actively or passively. Thus, administrative 

leadership, through regular channels, is a critical change strategy in afffrmative 

action efforts. 

Administrative activities supportive of anti-racism anti-sexism efforts 

must start with the establishment and articulation of clear goals and policies. 
\ . .  

Several scholars of organizational change stress that new policy must be clear 
L 

and vigorous if lower-level implementation is to occur (Sabatier & Mazmanian, 

1979; Van Horn & Van Meter, 1977). Moreover, when the policy is as controversial 

as affirmative action, we can expect some managers to misperceive or dist0rt.a 

policy requiring substantial change; thus .- -, the need for clarity is even greater 

(Nakamura and Smallwood, 1980). Phrases like "equal opportunity" and "organizational 

commitment'' are very abstract. Concrete policy statements, spelling out specific 

problems and change targets, articulating how these goals relate to traditional 

goals such as productivity and profit, may go a long way in reducing confusion and 

resistance. 

Other administrative activities supportive of this:.change effort can.include 



record keeping, normative and task leadership, and daily managerial supervision 

of new policies. Program planning and budgeting procedures also can permit 

gr.eater coordination of unit and sub-unit operations. For instance, a well- 

run research department that monitors recruitment and hiring practices, as well 
- - 

as the organizational conditions for minority and female success, can be of great 

aid in implementing affirmative action. 

The coordination of human resources relevant to affirmative action can 

be improved by the development of better internal communication systems. Without 

effective communication systems, there is little likelihood new policies and programs 

even will be known throughout the organization, let alone implemented effectively. 

Since women and minorities are less likely to have access to informal communication 

channels than do white males, it could be helpful to make public routine information 

on budgets, salaries, organizational opportunities, imminent problems and long 

range plans for change. Career ladders or lattices also could be better documeAted 

and publicized, especially in those units substantially populated by minority and/' 

or female employees. When administrative leaders act on these data, they can 

serve notice that evasion of new policies, or harassment and other unfair 

practices, will not be ignored or tolerated. Several scholars stress the importance 

of challenging non-compliance with new policy directives, and of sanctioning 

behaviors that frustrate the change agenda. 
3 

Coordination of policy and program also can be improved by developing reward 

structures that encourage adherence to policies of anti-racism anti-sexism 

activity. For instance, rewarding managers for contributing to the organizational 

goal of a heterogeneous workforce, just as rewarding managers for their 

contribution toward other organizational goals, would be a clear demonstration of 

senior management's commitment. Rewards can be either personal or departmental 

'see, -especially with regard to judicial policies, Baum, 1978 and Johnson, 1967. 



in nature: they can include personal "merit" increases or increased departmental 

budget lines, awards for individuals or special recognition for an entire unit. 

Making the practice of affirmative action part of all managers' job descriptions, 

and holding them accountable for that practice, is an important tactic in attempting 

to alter norms throughout- the organization. 

These tactics can reduce the isolation and exclusion from information and 

peer interaction that minority and female employees often face (frustration 

mechanisms 113, 6, 7). They also can help reduce white male insensitivity to 

racist and sexist assumptions (frustration mechanisms ill, 6). Moreover, vigorous 

leadership support by top administrators can demonstrate the need for change, and 

reduce minimalism and victim-blaming (frustration mechanisms 115, 8, 10, 11). On 

occasion, it may also reduce the potential counter-attack against affirmative 

action advocates, at least in its most gross and visible forms (frustration 

mechanism 1113). 

Organizational -- development strategies are designed to increase worker 
motivation and satisfaction, as well as to improve the individual-organizational 

fit. Specific programs attend to the management of human resources in ways that 

utilize informal associations and networks among workers as positive forces for 

organizational goals of productivity and profit, rather than as impediments and 

obstructions. The improvement and broadening of racial and sexual patterns in 

interpersonal communication systems, friendship networks, perceptions and 

attitudes of various groups, and access to influence and participation in 

organizational decisions are all relevant to implementing an affirmative action 

agenda. 

Rearranging job requirements so individuals can express and satisfy their 

own work-related needs, especially those tied to different cultural styles and 

traditions, is critical in this approach. Thus, flextime is one appropriate 



option: it suggests that not everyone has the same set of outside responsibilities 

and priorities as the stereotypic white male. It allows fuller participation 

from those groups who are excluded or who have had more difficulty meeting 

organizational schedules and job descriptions in the past. 

-, 
Job rotation also-could increase the participation rates of organizational P- - 

- - 
/ - 

-- -- - 

members from diverse backgrounds, by increasing the number of workers who 

can experience and demonstrate competence in a wide variety of organizational 
- -  - . .- - - -  - 

- 
roles. Such reorganization of work could be accomplished much like the "rotating 

chair'' in many university departments. The creation of intermediate mobility 

steps also can be utilized whenever the hierarchial gap between jobs is so great 

that there is little movement between them (Kanter, 1977). 4 

Other organizational.development efforts are aimed particularly at racial 

and sexual attitudes and interaction patterns among workers or between managers 

and workers. Reducing negative stereotypes and allaying fears of intergroup 

contact often is attempted thr~u~h'mechanisms such at T-groups, and through 

special training sessions'focussing on the creation of an integrated workforce. 

Related efforts can include employees' participation in survey-feedback programs 

to diagnose common organizational problems. Typically, such programs involve 

members in problem-solving teams that generate solutions to racial/sexual 

problems in the organization (Alderfer, et al., 1980). 

The establishement of heterogeneous problem-solving teams, and the creation 

of positive climates in interracial workgroups, can lead to new patterns of 

racial interaction in the workplace. This is most likely to have positive 

results when intergroup contact is combined with an interdependent task that 

requires everyone's resources and commitments (Nishi, 1980)-. Such efforts could 

be facilitated by special training in the skills required to contribute to a 

4~anter has further argued that unless organizations open the system up to disadvan;ag- a - 
'ed groupsalready there, those employees will exhibit low aspirations, lack of 
commitment, and hostility toward the system. If new jobs are open to internal groups 
previously barred from mobility, the organization not only taps previously wasted 
talent, but enhances loyalty and commitment as well. 



collective endeavor, to provide resources that are needed, and to generate 

respect from others (Cohen et al., 1976). 

Organizational development efforts often seek to increase worker involvement 

and participation in workplace decisions. This approach seems especiallyimportant 

in the attempt to deal with racism and sexism, since it counters minority and 

female groups' exclusion from influence patterns and job~elated decision-making. 

Such efforts cover a broad range, from offering advice and input on local matters, 

to worker participation on unit decision-making-:committees and boards, to substantial 

worker influence in the entire organization. '~r~uing for greater participation 

in general, Kanter (1977) urges managers to be seen as "planners and professionals" 

rather than as watchdogs. If power is shared, managers may need to be less -. 

concerned with controlling others, and can concentrate more directly on production 

issues. Pluralizing power centers by including more women and minority members 

may help insure decisions that "represent"a1lgroups' needs. 

Debureaucratizing the organization is another strategy for altering local 

power relationships. Edwards (1979) suggests that bureaucracy, as a formal 

mechanism creating impersonal and "universal" patterns of organizational control, 

developed in order to help manage an increasingly heterogeneous workforce. When 

workers did (do) not share the background, culture, and/or values of the manager, 

more intimate and personal forms of control failed. Although bureaucratization 

seeks apparently universal norms and procedures, modern organizational operations 

still reflect the particularism of their controlling groups - whites and males 
(Perrow, 1972). An alternative to replacing this dominant group with another 

group is to flatten and debureaucratize the organization itself. Flattening the 

hierarchy of the bureaucracy also can create "more room at the top":' little room 



has been an impediment to the mobility potential of minority and female employees 

(Kanter, 1977) ..5 By itsGI£ debureaucratization doesn't necessarily lead to greater 

minority access; it must be tied to the development of pluralistic norms of leader- 

ship. 

These tactics can reduce the tracking and channelling of minorities and women 

into ill-fitting, stereotyped or isolated roles (frustration mechanisms' 112, 3). 

Development of more sustained patterns of interracial contact also can,counter 

patterns of informal exclusion and lack of access to information and normative 

expectations (frustration mechanism 117). Greater minority and female involvement 

in local decision-making roles may reduce the effects of non-representation, of 

white and male norms for participation and leadership, and perhaps the locus 

of organizational control itself (frustration mechanisms 114, 9, 14). 

Community mobilizing strategies --- of change seek to organize relevant 

constitutencies to create pressure and constraints on the organization. The 

key to thischange strategy is the development of new bases of power with which 

to challenge and alter institutional authority. Some of these bases can be 

created inside the organization, via the development of strong loyalties among 

minorities and women and other low-power groups (perhaps in coalition with some 

authorities). Other bases can be created outside the organization, via efforts 

to organize consumers, clients and neighborhood constituencies to challenge 

racially and sexually discriminatory policies and programs, and to support 

internal advocates. 

. :: Such efforts can include the establishment of female and minority group 

networks or caucuses across various levels of the organizational hierarchy.,. 

5~ classic example of decentralization and flattening the bureaucracy can be 
found in Downing's account of the General Electric Company's efforts in the late 
1960's (1979). While the intent of this effort was unrelated to affirmative action 
concerns, one effect was to create a larger number of openings at lower and 
middle-management levels. 



Special orientation sessions for incoming female or minority workers could be 

conducted in addition to any regular company orientations; these orientations 

could.be planned and executed by the designated group (female/minority), requiring 

only company sponsorship in providing work time and space. ,Female or minority 

workers,.who otherwise might be quite isolated in a predominantly white male \ 

environment, would have the opportunity to establish.contact and loyalties with 

others having similar ascribed characteristics and needs. 

Taking this approach one step further, the organization could provide work 

time specifically set aside for "caucuses" to Here women and/or minority 

group members could discuss or act on whatever issues seem relevant to them, 

based on their shared demography, status or identity. The functions of these 

groups could in~1ude:~offering personal support to fellow members, developing a 

broader informal network, providing a mechanism for gathering information relevant 

to members as a group, or organizing for change. Such caucuses also could be 

an important source of support for minority/female advocates throughout the 

organization, especially those charged with affirmative action program responsibilities. 

All these efforts heighten the possibilities for "representation" of female or 

minority concerns (Alvarez, 1979). 

Strong union efforts to advocate anti-racism and anti-sexism policies also 

could be relevant as part of this strategy. Although the union movement generally 

has been an ally of minority concerns and interests (Foner, 1974), local unions 

have not often taken the lead in affirmative action issues for women and minorities. 

Their positive action would be a good example of an internal <.organizing. strategy: 

6 For examples of such groups, see ~lderfer's (1980), discussion of the Black 
Manager's Association, and Bryant and Crowfoot's (n.d.) description of 
minority'and female caucuses with representation on decision-making boards. 



their lack of action deprives minority and female workers of a key collective 

resource. 

Finally, some strategies are aimed at developing external support and 

pressure for the alteration of racism and sexism within the organization. For 

example, an external.group could be established to monitor the organization and 

hold it publicly accountable for racism and sexism within its operation. 7 

Monitoring results can be shared through news releases, or in a series of meetings 

with constitutents, managerial authorities or other groups. In some communities, 

attempts to control organizational access to resources such as labor and capital 

have generated substantial power in support of affirmative action efforts. Other 

communities have generated minority and female boycotts of organization products 

in order to force adoption of new policies and.programs. 

These tactics can-reduce some of the social and political isolation of 

minority and female workers, and increase the representation'of their collective 

interests (frustration mechanisms #3, 4 ,  7). In addition, the mobilization of 

female and minority pressure groups can solicit or force new responses by 

organizational authorities, and reduce the dominance of white and male organizational 

elites (frustration mechanisms /Ill, 12, 13, 14) . 

Checking assumptions about altering racism and sexism 

The variety of approaches presented to altering racism and sexism in 

organizations have different utility in focussing on goals and policies, social 

relationships and networks, specific tasks or roles, and their support in established 

patterns of power and privilege. Selection of any one approach, within any 

specific organization, is based on several factors: 

77This approach has been tried with various public agencies, particularly those 
operating under a court order or consent decree to alter institutional 
discrimination (Cunninham 6 Carol, 1978; Science, 1980). 



First, what do we believe about organizations? Are they soley 
places of profit-production and service-delivery, or are they 
places where racial and sexual justice should be matters of 
high concern? Does the public or private nature of the 
organization make any difference? 

Second, what do we believe about race and sex relations? Is the 
situation of minorities and women the result of their not taking 
advantage of systemjc opportunities, or is it the result of 
systemic oppression;? If oppression, is it peripheral and 
"dysfunctional" to this society and organization, or is a 
deeply embedded and "functional" component of all social 
processes? 

Third, what do we believe about affirmative action? Is it a 
useful program that can lead to gains in the continuing agenda 
of racial and sexual equality and justice? Or is it a necessary 
and short-term evil, best kept unconnected to any larger agenda? 
Or is it an illegitimate and dangerous effort? 

Fourth, what do we believe about organization change? Do we 
see it primarily as an administrative and technical process 
of clarifying goals, innovating programs.and upgrading skill? 
Or do we see it primarily as an interpersonal process of 
using human resources in new ways? Or do we see it primarily 
as a political process of mobilizing resources and challenging 
traditional ways of doing business? If all, with what specific 
mix? 

Fifth, what do we believe is the reality in our local 
organization? What is the evidence of racial and sexual 
injustice in this organization? What are the barriers to 
realization of progress on the continuing agenda of 
change? What are the resources that can be mobilized? 

Dealing with these questions explicitly should assist organizational decision- 

makers, and advocates at all levels, to make better use of tactics to implement 

affirmative action programs, and to make progress on the continuing agenda 

of anti-racism anti-sexism programs in the workplace. 



V. 'Conclusion 

- In this paper we have attempted to broaden the common view of affirmative 

action programs in organizations. We have tried to set an agenda that demonstrates 

the need to move beyond heterogeneity in recruiting and hiring, to a more general 

concern with the reduction and elimination of all vestiges of racism and sexism 

in organizations. Only with such an agenda, and its related goals, can affirmative 

action efforts be sustained over time. 

There are many impediments to realizing this agenda. First, it has no 

grounding in the law, the dominant force utilized to alter discriminatory policies 

and programs in major institutions. Second, it has only periodic.and uncertain 

grounding in the value.commitments of American managers and workers, service 

providers and consumers. Racism and sexism are deeply rooted aspects of the 

American society, even when they are paralleled by commitments to social equality 

and justice and modest-changes. Third, the normal workings of most' organizations 

include racially and sexually discriminatory programs, despite the best efforts 

- - 
of committed advocates of all races and (sexes. Thus, change on these dimensions 

will be hard work! And fourth, our theory and research on anti-racist anti-sexist 

work in organizations is r.&t iyely, unsystematic and unprogramatic . It barely 

tells us what to look for, and sheds even less light on how best to proceed. 

We noted several organizational mechanisms that operate in ways that' frustrate 

affirmative action efforts,-.and careful attention to their existence might provide 

clearer directions for change. We also suggested a series of change strategies that 

might be employed to counter prevailing patterns of organizational racism and 

sexism. Where possible, we have drawn attention to theoretical and practical 

considerations in their use, and have tried to provide specific examples of 

tactics that are consistent with each strategy. 
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