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Fostering Advancement
For Women and Minorities

CMA members responding to a survey report that being a
woman and/or a minority has affected their career ad-
vancement, both positively and negatively. The ICMA sur-
vey targeted its minority and female corporate and non-
corporate members (excluding students) and asked about
their career history, career goals, and views on ICMA.
One-third responded; though not a statistically valid sam-

- ple, the responses provide an interesting perspective.
“Being an African-American has had a positive influ-
ence on my career because I have witnessed and been
able to actively participate in influencing the changes tak-
ing place in the workforce,” said one member. “I am one
.............................................................. of several African-Americans fortunate enough to say that

cult“ral I am and have been a city manager. The private sector
: glass ceiling concept translates in the public sector as a

‘glass bubble.” The inability to penetrate the bubble in

many communities across the country limits career devel-

opment potential.”

|II the Another responded, “Being an African-American man-
............................................................... ager ln public management has been Very rewarding for
19905 me. Job opportunities, however, seem to be centered in

urban communities and therefore, minorities are always

- in competition with other minorities because public ac-
Joy Pierson

- ceptance of a black manager is not standard in traditional
Cunningham

communities, especially rural areas.”

Glass Ceiling Hinders Advancement

Over the last 20 years, research has found that in many
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organizations, women and minorities
can only succeed to a certain level in
the corporate hierarchy beyond
which a glass ceiling blocked further
advancement. Many studies have
been conducted to determine where
these limitations exist, what may be
causing them, and how to eliminate
inequities for minorities and women
in the public and private sectors.
Conclusions have not been reached,
as all organizations have different
cultures, management practices, and
personnel needs. All organizations,
however, should be aware of their
possible shortcomings and work to
achieve truly equal opportunities for
all employees.

“I try to focus on being a compe-
tent person first; however, I have al-
ways held jobs that were traditionally
held by males,” said one female re-
spondent. “I try to take it in stride
and not make an issue of it. I think
that male colleagues are less threat-
ened by me because they perceive
me as having less power as a woman.”

Another said, “As an African-
American female, in the early years
of my career I had a lot of resistance
from white males, both due to my
race and gender. There is still some
resistance. I believe that being a-mi-
nority and a female gives you a differ-
ent perspective on organizations and
a whole different set of management
tools that white males do not have.”

ICMA members have learned to
use their skills to their advantage in a
variety of positions. In 1990, the re-
search organization Catalyst studied
women in corporate management
and found that senior executives per-
ceived a risk in offering women line
positions—yet they named line expe-
rience as a necessary step for ad-
vancement.! Line positions would be
defined as those in such direct ser-
vice delivery departments as police
or public works. Over the last two
years, Catalyst has interviewed man-
agers and human resource profes-
sionals of Fortune 500 and Service
500 companies to determine why
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progress in the

women are not given these opportu-
nities for advancement. What they
found is that women run into a “glass
wall” that restricts lateral mobility
and prevents them from obtaining
experience in core areas of business;
without this experience, they can not
reach the glass ceiling for further
advancement.?

These findings are consistent with
other research concluding that
women and minorities are being
steered into less critical areas of op-
erations. A recent Business Week arti-
cle noted that “some black middle
managers feel they are being
shunted into human resources and
public relations—jobs that often
spell ‘dead end’ in the corporation.?

Specific Barriers Limit
Opportunity

Both a recent Department of Labor
study (refer to information on page
25) and the Catalyst research cite sev-
eral barriers that limit the opportuni-
ties that minorities and women have

for advancement. Among the De-
partment of Labor attitudinal and or-
ganizational barriers identified were
recruitment practices involving re-
liance on word-of-mouth and em-
ployee referral networking; the use
of executive search and referral firms
in which affirmative action/equal
employment opportunity require-
ments were not made known; lack of
access to developmental practices
and credential-building experiences,
including advanced education and
such career-enhancing assignments
as corporation committees, task
forces, and special projects; and se-
nior-level executives and corporate
decision makers not having account-
ability for equal employment oppor-
tunity responsibilities.*

The Catalyst study also identified
these intangible barriers: discomfort
men feel in relating to women as col-
leagues which produces anxiety and
lower productivity for women; exclu-
sion of women from informal com-
munication networks; the depth and
extent of stereotypes held by col-
leagues and customers; ineffective
methods of performance appraisals;
a lack of access to networks and men-
tors; assumptions and attitudes about
balancing career and family; and
expectations and requirements of
relocation.’

“Being an African-American male
has positively influenced my career
because I know that I could very well
be a model to other African-Ameri-
can males and I should not view that
assumption lightly,” responded one
ICMA member. “As one of few
African-American managers in my
organization, there are those within
and outside the organization who
perceive my position as one of clout
and influence. I must be aware and
not abuse and/or overstate my influ-
ence or clout.”

Another said, “As a female I feel I
am more sensitive to people’s feel-
ings than the average male. The only
negative is other people’s percep-
tions of what they expect from a fe-
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male and certain resentment from
traditional males—that I am a “Girl”
doing a man’s job. How can I cope
with ... in spite of Anita Hill and oth-
ers ... a telephone call from a newly
elected councilmember when he
said, ‘We’re going to have a great two
years—sex, salary, satisfaction—get
my drift?’”

“Undoubtedly, gender and race
impact the ability of a female city
manager,” said another survey re-
spondent. “However, we must take
stock of ourselves and be tough when
the situation warrants, be flexible
when compromise warrants, and per-
ceive ourselves as professionals first
and females second. I believe we
must be better at our jobs than our
male counterparts. That is the only
way we will or can survive. We can
not dwell on our differences or pro-
fessionally we will isolate ourselves.”

What Managers Can Do to
Foster Advancement

In local government management,
progress in the advancement of mi-
norities and women has been slow.
ICMA’s annual surveys show that the
percentage of women in chief ad-
ministrative officer/manager posi-
tions has increased significantly from
5.2 percent in 1979 to 13.2 percent
in 1991 for cities, and 15.0 percent in
1985 to 18.6 percent in 1991 for
counties. The percentage of women
in assistant manager positions also
has increased from 27.4 percent in
1985 to 34.0 percent in 1991 for
cities. The percentage of nonwhite
male assistants in cities has increased
from 7.2 percent in 1985 to 11.6 per-
cent in 1991.6 While managers may
be working to recruit, hire, train, and
promote women and minorities in
local government, councils have the
influence over the chief administra-
tive officer position. Managers must
work with elected officials to help ed-
ucate them and encourage them to
consider all candidates equally for
jobs.
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“I have not been aware of any im-
pact on my career from being Asian.
I am proud of my heritage but nei-
ther blame it nor give it credit for ad-
vancing me in public administration.
However, being a female has its dis-
advantages in this field. There is a
network that is predominantly male
which is sometimes difficult to break
into as an outsider. I find that there is
a level of comfort between men that
is not natural to women. I do not be-
lieve being a female has impacted my
personal career at this point, but it
may affect my ability to secure a city
manager position. I believe that as a
whole, city managers and civil service
systems have become sensitive to
training men and women equally;
however, it may not be true of city
councils.”

Many local governments have
worked to foster advancement for
women and minorities in many ways.
Some organizations use internship
programs to attract, retain, and train
a diverse work force; others use rota-
tional assignments to provide profes-
sional development opportunities
and exposure to the larger organiza-
tion. Local government managers
can hold executive staff accountable
for the advancement of qualified
women and minorities by tying merit
pay increases to attainment of goals.
Teams of department staff and
human resource professionals have
been untapped resources for creat-
ing new recruitment efforts and im-
proving the hiring process. Such
communication media as cable ac-
cess channels and employee newslet-
ters, also have been used to highlight
minorities’ and women’s success in
the organization.

“At the time that I finished my
graduate program, many cities were
just beginning to consider hiring
women. I was part of an affirmative
action hiring program—and bene-
fited as a result. I believe that being a
woman has not negatively impacted
my career. I always sought career ad-
vances in places that wanted to make

use of my talents and believe that I
have not been hindered in any way.”

Improving Work
Environments

Dr. Miquela Rivera has counseled
many organizations and individuals
on ways to improve their work envi-
ronments. In The Minority Career Book,
she gives advice for all managers
working with diverse workforces:

e Ask yourself whether you have a
genuine commitment to working ef-
fectively with a diverse workforce to
recognize any internal resistance;

* Be positive in your interactions
with a changing workforce;

* Stay focused on your need to in-
teract successfully with minority
employees;

® Be familiar with your work and
communication styles and theirs;

* Find out what you have in common
and focus on similarities;

* Don'’t judge another person before
you get to know them;

¢ Approach each minority employee
as a person who will grant you a
new opportunity to teach you
something about yourself; and

¢ Envision getting what you want ac-
complished in better ways.”

How Can Individuals Foster
Their Own Advancement?

Yale University researcher Rosabeth
Moss Kanter has studied minority-
group dynamics and investigated op-
portunity and power as ways of
achieving success if you are “an only”
or “different.” She has observed the
following: '

e An opportunity can largely be a
state of mind or an outlook. Aim
high. Envision the position you
have and the one you want. Con- .
sider the alternatives in a situation
and become a creative problem
solver. 1

* Jobs that prompt autonomy and in- |
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THE CorvaLLiIS COMMITMENT

The Corvallis, Oregon, staff would
like to share its insights and expe-
riences in fostering a diverse work-
force and cracking the glass ceil-
ing. While our accomplishments
have been significant, we still have
much to do.

What is a glass ceiling? Quite
simply it is a roadblock. The term
glass ceiling typically refers to bar-
riers that prevent women and mi-
norities from obtaining executive-
level positions. Some may ask, how
can there be invisible barriers?
After all, we have affirmative ac-
tion, civil rights acts, Title IX,
EEOC, definitions of hostile envi-
ronments, cultural diversity train-
ing, conferences, and policies ga-
lore. The implementation of
policies and programs required
doors literally to be forced open,
often via judicial intervention. An
inherent assumption of many ef-
forts, to date, was that attitudes
would change. Change, however,
was and continues to be threaten-
ing to a great number of people.

Invisible but nonetheless real,
glass ceilings result in a higher
turnover of minorities and
women. Ceilings in such tradition-
ally white-male-dominated areas as
public works, engineering, police,
fire, development, and parks cause
them to remain that way. Ceilings
are evident in perceptions that
women come to the workforce as
less than full participants due to
family commitments and physical
weaknesses. In reality, all of us
juggle professional and personal
commitments.

A Staff Commitment

What has the city of Corvallis done
as an organization? The staff com-
mits to encouraging real diversity,
not just ratios that reflect commu-

nity demographics. We demon-
strate, by our actions, commitment
from the top down. We talk to one
another and challenge one an-
other. We try to admit our biases
and fight our defensive tenden-
cies. The only way we know to
erase barriers to the executive
level is to eliminate barriers at all
levels.

For example, to hire a diverse
and open-minded workforce, we
tap into a variety of networks to at-
tract people to Corvallis. Not only
do we place advertisements in fo-
cused publications and network
with professional, social, and civic
organizations, we make direct con-
tact and access the talented people
we need to continue our pursuit of
excellence. In interviewing, we
challenge candidates with rigorous
processes to simulate a real work
day. We include women and mi-
norities on interview panels, even
when they are not tied to the hir-
ing authority, to test candidates’
ability to work within a diverse
organization.

Networking and mentoring are
key to retaining people. Showing
new hires the ropes and the id-
iosyncrasies of the organization
coupled with sharing experiences
and successful solutions are essen-
tial. The city’s orientation process
for new employees reflects diver-
sity by including role models and
cultural diversity training. Initia-
tives to break barriers and foster
diversity are measured in depart-
ment director performance evalu-
ations. Not only do senior staff
mentor subordinates, they teach
people how to mentor others, re-
membering it is an art.

We still have a lot to learn. Two
examples of new initiatives the
staff is pursuing are lobbying to
allow continuing education credits

to count toward professional certi-
fication (aimed at making sure en-
gineers temporarily out of the
workforce do not lose ground),
and establishing varied schedules
for the city-owned child care cen-
ter (we will not penalize parents
who work past 5 p.m.). More im-
portant than any single initiative,
Corvallis makes a conscious, con-
certed effort to ensure the organi-
zation is open, fair, and committed
to excellence. This requires learn-
ing from our mistakes.

Clearly State Expectalions

How do we affect the mind-sets
that perpetuate glass ceilings?
Here’s an example of a discussion
that took place at a recent staff
meeting. Playing the role of devil’s
advocate, one director emphasized
that the key to any hiring in his de-
partment was to find people who
share the values of the work unit.
That statement in and of itself is
not bad, yet it implies a resistance
to diversity resulting in sameness
and inbreeding. His challenge
forced us to reexamine and recom-
mit to welcoming women and mi-
norities into our organization; to
make sure that we are not sending
coded messages. If we seek employ-
ees committed to the pursuit of ex-
cellence, committed to working
smarter and committed to making
a difference rather than speaking
of vague values, we must simply
and clearly state our expectations.

Tough decisions require tough
minds. We are guided by the words
of Daniel Webster, “That which is
right is not always popular, that
which is popular is not always
right.”

—Marianne Shank

Assistant City Manager
Corvallis, Oregon

Public Management

23


iqintern3

iqintern3


novation are more resilient in
times of financial hardship. Be
committed, yet versatile. Do your
work differently and more effi-
ciently, and everybody wins.

* Professionals must avoid “low-ceil-
ing” or dead-end jobs. Many
women, especially minorities, have
traditionally held lower-paying,
shortladder positions. Go the un-
known route for greater advance-
ment potential.

e It’s important to be familiar with
the routes into and out of positions
where you work. People may dead-
end at a position because their ed-
ucation or experience is too lim-
ited for more advancement. Ask
someone in a position you would
like to hold what it took to get
there and what options exist. Then
choose your route carefully and
work at it every day.
Power is essential for maintaining a
position of advantage once you
achieve it. Self-confidence is the
most convincing advertising tech-
nique. If you truly believe you have
the power to do something, others
will also believe it.

Play office politics effectively.

Learn the formal and informal

power structure, and respect it.

Choose a mentor and build posi-

tive relationships with coworkers.

These are crucial to support your

professional development.

¢ Keep the corporate “big picture” in
mind. Information about the com-
pany’s overall plan can help you
decide where your ideas best fit. It
also makes the rest of the job more
meaningful.

* When possible, do work that is cru-
cial to the corporation and do it vis-
ibly. If you are the one who solved
the 10-year-old problem, take
credit for it. If you do not take the
credit, someone else will. Be
counted as a team player who can
also succeed independently.

* Choose your subordinates care-
fully. Select those who compensate
for your weaknesses, have similar
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programs to attract,

..............................................

diverse work force;

development ....

attitudes and a similar set of values,
and are committed to success.
They will be important in building
a successful professional team.®

Ideas for Training

The National Capital Association
Chapter of the American Society for
Public Administration (ASPA) con-
vened a task force of women from all
levels of government to discuss ways
in which women can break through
the glass ceiling in the public sector.

They offer this advice in seeking
training opportunities that are appli-
cable for all professionals:

e Establish a career plan with short-
term and long-term goals;

¢ Focus on the basic skills and knowl-
edge you need to be effective in
your current job and the one you
want next;

* Know yourself: What do you like to
do? What is important to you? As-
sess your current skills and abilities
in terms of what it takes to be suc-
cessful in your organization;

* Don’t limit your concept of train-
ing to the classroom; consider par-
ticipation on task forces, atten-
dance at professional conferences,
and temporary developmental
assignments;

» Look for opportunities to take on
such new assignments as tempo-
rary rotational assignments to
other offices or organizations and
short-term projects away from your
own office;

* Be proactive in meeting your own
training needs;

¢ Develop a network or support
group;
Find out what is required to be se-
lected for training; and
Look for such training opportuni-
ties that do not require agency
support as community college
courses, adult education courses,
and programs offered by profes-
sional associations, volunteering
and reading?®

Ideas for Mentoring and
Networking

The ASPA study also offers tips for
utilizing mentors and networking
skills for career advancement:

* Know what to expect from a men-
tor: insights, new skills, under-
standing of the organization’s cul-
ture, and tips on how to succeed;

* Find a mentor you respect and who
shares your values;
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* You may have one or several men-
tors for different perspectives;

* Mentors can come from inside or
outside your organization;

® Consider using (or creating) a for-
mal mentoring system;

* Your mentor need not be a woman
or minority;

* Give your network continual
attention;

® Learn how to turn a new contact
into part of your network;

* Recognize that networking involves

taking risks; and

Professional associations can pro-

vide valuable networking opportu-

nities.10 0
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Joy Pierson Cunningham is manager of
ICMA’s MIS Inguiry Service, Washing-
ton, D.C. A preconference workshop, spon-
sored by the National Forum for Black
Public Administrators and ICMA’s His-
panic Network, will be held at the Reno
conference on managing diversity and or-
ganizational change and a session will be
held on creating and retaining a diverse
workforce.
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Advancement in the Private Sector

In 1990, the U.S. Department of Labor undertook a study of nine
anonymous Fortune 500 corporations, all of which had government
contracts to determine the success women and minorities have in
achieving success in upper management. The pilot project revealed
several findings that applied to all nine companies, despite the vast
differences that existed between them in terms of organizational
structure, corporate culture, business sector, and personnel policies.

e All of the companies reviewed had a level beyond which few minori-
ties and women had either advanced or been recruited, and minori-
ties tended to be found at lower levels of management than women.

* Monitoring for equal access and opportunity, especially as managers
move up the corporate ladder to senior management levels where
important decisions are made, was almost never considered a corpo-
rate responsibility.

* Almost none of the companies reviewed compiled centralized
records on their employees with regard to internal and external
training and development or participation on task forces, commit-
tees, special projects, and assignments. As a result, there was no for-
mal system of tracking or monitoring developmental opportunities
and credential-building experiences with high-level exposure to en-
sure all qualified employees were given consideration for training
and development opportunities.

® Appraisal and total compensation systems that determine salary,
bonuses, incentives, and perquisites for employees were not moni-
tored. Some companies used a formal evaluation system, some had
several formal systems that took place at different times of the year,
and others did not have a formal system of rating performance.
None of the corporations in the pilot study reviewed their total com-
pensation packages to ensure nondiscrimination.

* Placement patterns were consistent with research data that find that
minorities and women are less likely to obtain positions in line func-
tions—such as sales and production—which most directly affect the
corporation’s bottom line and are considered the fast track to the
executive suite. Instead, many minorities and women find it easier to
obtain work in or are steered into such staff positions as human re-
sources, research, or administration.

Most companies had inadequate records regarding equal employ-
ment opportunity/affirmative action responsibilities concerning re-
cruitment, employment, and developmental activities for manage-
ment positions.!

YA Report on the Glass Ceiling Initiative, pp. 4-5. Washington, D.C.: U.S. Department of
Labor, 1991.
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