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Don’t believe in circumstances for what they
are. People who get on in this world are the people
who get up and look for the circumstances they
want, and if they can’t find them, make them.

— George Bernard Shaw

Be nice to people on your way up because
you’ll meet them on your way down.
— Wilson Mizner






1. Outstanding Cultural Diversity Programs
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From the Chrysler Corporation to the Central Intelligence Agen-
cy, cultural diversity programs are flourishing in American organiza-
tions today. Firms can no longer safely assume that every employee
walking in the door has similar beliefs or expectations. Whereas
North American white males may believe in challenging authority,
Asians tend to respect and defer to it. In Hispanic cultures, people
often bring music, food, and family members to work, a custom
that U. S. businesses have traditionally not allowed. A job applicant
who won’t make eye contact during an interview may be rejected for
being unapproachable, when according to her culture, she was just
being polite.

As a larger number of women, minorities, and immigrants enter
the U. S. work force, the workplace is growing more diverse. It is
estimated that by 2005 women will make up about 48 percent of the

U. S. workforce, and African Americans and Hispanics will each ac-



count for about 11 percent; by the year 2050, minorities will make
up over 50 percent of the American population.

Cultural, or workplace, diversity refers to the differences
among people in a work force due to race, ethnicity, and gender.
Increasing cultural diversity is forcing managers to learn to supervise
and motivate people with a broader range of values systems. Accord-
ing to a recent survey by the American Management Association,
half of all U. S. employers have established some kind of formal in-
itiative to promote and manage cultural diversity. Although demo-
graphics isn’t the only reason for the growth of these programs, it is
a compelling one. An increasing number of organizations have come
to believe that diversity, like quality and customer service, is a com-
petitive edge. A more diverse work force provides a wider range of
ideas and perspectives and fosters creativity and innovation.

Avenues for encouraging diversity include recruiting at histori-
cally black colleges and universities, training and development,
mentoring, and revamped promotion review policies. To get out the
message about their commitment to diversity, many organizations es-
tablish diversity councils made up of employees, managers, and ex-
ecutives. Although many Fortune 500 companies are making diversi-
ty part of their strategic planning process, some programs stand out
from the crowd.

At Texas Instruments, strategies for enhancing diversity include
an aggressive recruiting plan, diversity training, mentoring, and an
incentive compensation program that rewards managers for fostering
diversity. Each business unit has a diversity manager who imple-
ments these strategies and works closely with the company’s Diversi-

ty Network. The network provides a forum of employees to share



ideas, solicit support, and build coalitions.

Convinced that strengthening diversity is a business imperative,
Du Pont has established several programs to achieve that goal. In ad-
dition to training workshops and mentoring, Du Pont has established
over 100 multicultural networks through which employees share work
and life experiences and strive to help women and minorities reach
higher levels of leadership and responsibility within the organization.
Over half of Du Pont’s new hires for professional and managerial po-
sitions are minorities and women.

Disney World’s director of diversity wants theme park guests to
see themselves reflected in the diversity of Disney’s employees.
Working to attract diverse employees, Disney hopes to convince
them that the organization understands, respects, and values who
they are. By holding a variety of diversity celebrations every year —
including Dr. Martin Luther King’s Birthday, Asian-Pacific Heritage
Month, Hispanic Heritage Month, Disability Awareness Month, and
Native American Heritage Month — Disney opens the door to this
kind of understanding.

What do we learn from strong, successful diversity program
such as these, as well as similar programs at Microsoft, Xerox,
Procter & Gamble and Digital Equipment Corporation? First, they
can go a long way toward eliminating prejudice in the workplace and
removing barriers to advancement. Second, to be more than just the
latest corporate buzzword, diversity programs require commitment
from the top and a culture that supports an inclusive environment.
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2. Intrapreneurship: Nurturing Ideas from Within
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You know that entrepreneurs tend to be hard working, risk tak-
ing, creative and motivated. Companies want to nurture those very
qualities in their employees, within limits, of course. When entre-
preneurial qualities are encouraged within a company, then the com-
pany is encouraging intrapreneurship. There are many ways to do
this.

3M Company likes its technical workers to devote 15% of their
time to their own projects. If the company then decides to support a
particular project, the workers who developed the idea often take
charge of the new effort and run it as their own business within 3M.
This is intrapreneurship in high gear.

AT&T Credit Corporation organizes its employees into “ self-
managing groups. ” Each group sets its own targets and monitors its
own budgets. The group members even evaluate each other’s per-
formance. They are part of a smaller group working fairly autono-
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mously (making decisions for itself) within the larger group that is
AT&T Credit Corporation. Says Irv Rothman, President and Chief
Operating Officer (COO), “We are processing more business than
we ever did before, and generating more revenues. .. And, we have
not had to hire many more people to process that business. ”

Federal Express had an interesting experience that led it to give
employees more power to make decisions while on the job. One of
its facilities found itself without managers for a while, and the em-
ployees at that facility asked that they be allowed to continue without
managers. Federal Express gave them the chance. The employees
soon discovered that, without their managers, they had too little time
actually to do the jobs they needed to do. They learned that the man-
agers had been important as a support mechanism, protecting them
from the interference of other tasks that needed doing. The employ-
ees at that facility asked for the managers to come back.

‘Federal Express learned from the experience and organized what
it calls quality action teams. Workers are encouraged to give voice to
their ideas; managers are encouraged to listen and act on the ideas.
Bill Schoffield, a Vice President, explains, “Customer satisfaction
begins with job satisfaction. .. If the employees are making decisions
and coming up with solutions and the solutions are being act upon,
well, they’ll feel a little more satisfied. And they will take the re-
sponsibility to see that that plan is more successful because they de-
signed it. ” “

Bell Atantic has an Executive Director of Intrapreneurship, Pa-
tricia Koch. Koch emphasizes how important it is for the company

&«

first to “share the vision” of where it is going before it empowers

employees to act on their own. Once employees understand the over-



all company mission, then their ideas for new products and services
can be “plugged in. ” Koch describes Bell Atlantic’s program called
Champion, which “seeks to connect... employees who have ideas
with the resources that they will need within the corporation. ” Ideas
that are not selected or pursued for long are not viewed as failures.
They are called “good tries” or “risks,” and those are encouraged
along with the ideas that go all the way into new products.

What are the drawbacks or difficulties associated with intrapre-
neurship programs or strategies? Some managers are not happy about
giving up the control they are used to having. Other managers may
be willing, but their companies have downsized. Those managers
may be doing more of the work above or below their levels than they
had been doing. Now they are overworked, stressed managers, and
they may not want to hear new ideas that could just complicate their
jobs even further.

The major problem that often haunts intrapreneurship is that re-
sults are expected too quickly. It takes time for a company to devel-
op the right atmosphere and the most appropriate support structures
for intrapreneuring. Sometimes a company gets impatient and needs,
Koch says, “to swallow a patience pill. ” Lastly, sometimes it is
difficult for an intrapreneur to hear that the company has decided not
to pursue her or his idea; the person may continue working on the
idea anyway.

With all the possible drawbacks, intrapreneurship has a foothold
in business today. Witness only two of the many products now on
the market that owe their existence to companies who recognized and
nurtured the talent within their own walls: IBM’s lap-top computers

and Gillette’s Sensor Razor. Each took only one person with a bright



idea and working in a company that listened.
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