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The Purpose of Affirmative Action, Equal Employment Opportunity and Diversity in the Workforce
Wisconsin state government strives to be a model employer by building and maintaining a workforce that reflects the rich diversity of the citizens of Wisconsin through the provision of affirmative action and equal employment opportunity (AA/EEO) services.  AA/EEO has evolved from sound public policies to a strategic business imperative because AA/EEO provides the tools to help create a diversified workforce.  As a result of Wisconsin state government’s commitment to AA/EEO and diversity in the workplace, this guide is created to help state agencies and University of Wisconsin campuses, develop an effective AA/EEO program in order to build and maintain a diverse, high-quality workforce.  

Expected results for using this guide:

· Support managers, supervisors, human resources and affirmative action professionals, and other staff in their efforts to develop and promote AA/EEO policies and programs throughout their agencies.

· Increase agencies’ understanding of how AA/EEO and diversity perspectives can:

— improve organizational performance,

— help prevent unlawful discrimination or harassment incidents,

— improve workplace relations,

— build more effective work teams,

— improve organizational problem solving, and

— improve customer service.

· Identify helpful tools and strategies to obtain, retain, strengthen, and fully utilize a

diverse, high-quality workforce.

Equally important, this guide provides state agencies and university campuses a basic blueprint of the actions they can take to build and maintain an effective AA/EEO program and a highly qualified diverse workforce, which include:
· Positioning the state agency/UW campus

· Designing and implementing an AA/EEO program

· Sustaining commitment

Underpinning Frameworks

Relationship between AA/EEO and Diversity
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A diversified workforce is built on three principles: affirmative action (AA), equal employment opportunity (EEO) and diversity.  To understand how these three principles all work together, we must look at each of these elements and how they interact with each other.  Originally EEO laws were initiated so racial/ethnic (R/E) minorities, women and persons with disabilities (PWD) would have equal access to the benefits and privileges of employment based on their qualifications, and that race, color, gender, religion, age, national origin or disability would not be a discriminatory factor used against them in the employment process.  Unfortunately, the barriers that had been erected by years of discrimination and unequal treatment would not topple just because a law was passed now stating that you were equal.  AA was developed so that extra steps would be taken to correct the present effects of past discrimination.  AA programs are meant to break down barriers, both visible and invisible, to level the playing field, and to make sure everyone is given an equal break.  AA does not guarantee equal results, but instead it proceeds on the common-sense notion that if equality of opportunity were a reality, then R/E minorities, women, and PWD facing discrimination would be fairly represented in the workforce.  
As AA “brings the targeted groups in” and EEO “makes them equal,” what does diversity do?  The concept of diversity encompasses acceptance and respect.  It means understanding that each individual is unique, and recognizing these individual differences.  These can be along the dimensions of race, ethnicity, gender, sexual orientation, socio-economic status, age, physical abilities, religious beliefs, political beliefs, or other ideologies.  Diversity allows the exploration of these differences in a safe, positive, and nurturing environment.  It improves understanding of different groups and so they move from beyond simple tolerance to embracing and celebrating the rich dimensions of diversity contained within each individual and in groups, which create greater harmony in the workplace.  To put it quite simply, diversity is when “they become we.”  
None of these principles can stand alone; they work hand in hand to reinforce each other to achieve integration - the ultimate mission.
Definitions  

Legal Framework

Diversity is a compelling state interest …(Grutter v. Bollinger (2003)), U.S. Supreme Court upheld the University of Michigan Law School's consideration of race and ethnicity in admissions.   The Court endorses Justice Powell's view that student body diversity is a compelling state interest that can justify using race as one of many factors in university admissions.  The Law School engages in a highly individualized, holistic review of each applicant's file, giving serious consideration to all the ways an applicant might contribute to a diverse educational environment.  The Law School’s claim is further bolstered by numerous expert studies and reports that major American businesses have made clear that the skills needed in today's increasingly global marketplace can only be developed through exposure to widely diverse people, cultures, ideas, and viewpoints. High-ranking retired officers and civilian military leaders assert that a highly qualified, racially diverse officer corps is essential to national security.  It is the Court’s opinion that in order to cultivate a set of leaders with legitimacy in the eyes of the citizenry, it is necessary that the path to leadership be visibly open to talented and qualified individuals of every race and ethnicity.
Whereas there is currently no law in governing diversity in the workplace, there are many federal and state civil rights laws that require equal opportunity and affirmative action, which in turn affect workplace diversity.  These laws include:

The Equal Pay Act of 1963 prohibits discrimination based upon sex in the payment of wages and fringe benefits for equal work in jobs requiring equal skill, effort, and responsibility, and which are performed under similar working conditions.  Claims of wage discrimination based upon sex can be brought either under the Equal Pay Act, or Title VII, or both.

Federal Executive Order 11246 prohibits discrimination by government contractors and subcontractors for reasons of race, color, religion, sex, and national origin.  Contractors are required to take affirmative action to ensure that applicants are employed, and that employees are treated during employment, without regard to their race, color, religion, sex or national origin. Such action shall include, but not be limited to the following: employment, upgrading, demotion, transfer, recruitment or recruitment advertising, layoff, termination, rates of pay or other forms of compensation, and selection for training, including apprenticeship.
Title VII of the federal Civil Rights Act of 1964, as amended by the Equal Employment Opportunity Act of 1972, prohibits discrimination with regard to any personnel action, or a term, condition, or privilege of employment based upon race, color, sex, national origin, or religion.  
Title VI of the federal Civil Rights Act of 1964 prohibits discrimination on the basis of race, color, and national origin under any program or activity receiving federal financial assistance.  
The Civil Rights Act of 1991 provides recovery of compensatory and punitive damages for the violation of Title VII and the Americans with Disabilities Act.
The Age Discrimination in Employment Act of 1967 makes it unlawful to discriminate against employees or job applicants on account of their age when they are 40 years of age or older.  It does not prohibit, however, all discrimination on the basis of age, such as maximum entry level ages for initial appointment as a law enforcement officer.  
The Rehabilitation Act of 1973 prohibits discrimination against qualified individuals with disabilities who work in the federal government, or in programs receiving federal financial assistance, or with federal contractors.    
The Pregnancy Discrimination Act of 1978 further amended the federal Civil Rights Act of 1964 to prohibit employment decisions based upon an employee’s pregnancy, childbirth, or related medical condition.  
The Americans with Disabilities Act of 1990 prohibits employment discrimination against qualified individuals with disabilities in the private sector, as well as in state and local governments.  It also ensures equal access for individuals with disabilities for public accommodations, commercial facilities, transportation and telecommunications.
The Wisconsin Fair Employment Act (WFEA), Wisconsin Statutes, Chapter 230 prohibits discrimination based on race, creed, color, religion, national origin, ancestry, age, sex, handicap, arrest or conviction record, sexual orientation, marital status, political affiliation, and military status.  It prohibits unfair honesty testing and genetic testing.  It also prohibits discrimination because of filing or assisting with a Labor Standards complaint or because of use or non-use of lawful products.  
The WFEA requires equal employment opportunity for all personnel actions including hire, tenure or term, and condition or privilege of employment be based on the ability to perform the duties and responsibilities assigned to the particular position without regard to age, race, creed or religion, color, disability, sex, national origin, ancestry, sexual orientation or political affiliation.  Furthermore, the state has a policy to take affirmative action to correct the substantial disparity between the proportion of members of racial/ethnic, gender or disabled groups in the Wisconsin civil service and their representation in the relevant labor pool due to the present effects of past discrimination.

Demographic Framework

When the Hudson Institute published “Workforce 2000” in 1987, the report outlined impending demographic changes that would alter the image of the typical American worker.  The report predicted that minorities would increasingly constitute a larger percentage of the net new entrants into the workforce.  It also noted that the labor force participation of women would continue to rise and that the median age of workers would increase due to the aging baby boomer generation.  In essence, the American workforce was changing on par with America’s demographics.  The Hudson Institute's 1997 follow-up report, “Workforce 2020,” discussed many of these same trends and affirmed the need to plan proactively for workforce changes.  In its recent report, “Futurework: Trends and Challenges for Work in the 21st Century,” the U.S.  Department of Labor reinforced the Hudson Institute’s predictions for a changing workforce.  This report stated: “By 2050, the U.S. population is expected to increase by 50 percent and racial/ethnic minorities will make up nearly half of the population.  Immigration will account for almost two-thirds of the nation’s population growth.  The population of older Americans is expected to more than double.  One-quarter of all Americans will be of Hispanic origin.  Almost one in ten Americans will be of Asian or Pacific Islander descent.  And more women and persons with disabilities will be on the job.”

Clearly, any organization - including state agencies and university campuses - that wants to be successful in today’s world must recognize and use affirmative action and equal employment opportunity to help produce a diverse workforce.  This approach should be an integral part of a state agency’s strategic planning and activities.  This means that AA/EEO management programs do not stand alone.  Instead, they are recognized as being a critical link in achieving the state agency’s specific mission or business needs, relative to employees, customers, suppliers, and other stakeholders.  This is the business case for developing effective affirmative action and equal employment opportunity programs which bring about diversity.

The business case for affirmative action recruiting has two significant elements.  First, the labor market has become increasingly competitive.  The state must use every available source of candidates to ensure that each state agency has the high-quality workforce it needs to deliver its mission to the citizens of Wisconsin.  Any state agency that fails to take steps to recruit among the full spectrum of the labor market is missing a strategic opportunity.  

Second, the changing demographics of the citizens of Wisconsin mean that the public served by the state government is also changing.  When agencies recruit and retain an inclusive workforce - one that looks like the population it serves - and when individual differences are respected, appreciated, and valued, the resulting cultural diversity becomes an organizational strength that contributes to achieving results.  Affirmative action and equal employment opportunity programs result in bringing in to your organization a diversity of views, approaches, and actions for a state agency to use in strategic planning, problem solving, and decision making.  It also enables a state agency to better serve the taxpayer by reflecting the customers and communities it serves.

This conclusion has been supported by much research showing that effective affirmative action/ equal employment opportunity and diversity strategies have a positive effect on cost reduction, resource acquisition, creativity, problem solving, and organizational flexibility.  Each of these actions has a direct impact on achieving the mission and business goals of the state agency.

Wisconsin State Government Framework

The state of Wisconsin has made progress regarding the representation of women and R/E minorities in its workforce.  Nevertheless, there is more to do to increase the representation of individual minority groups, women, and PWD.  Despite an overall reduction in the total size of the Wisconsin state government permanent classified workforce in the past few years, data reflects a slight increase in the representation of R/E minorities from 8.6 percent in 2003 to 8.8 percent in 2004.  To better understand how the state is doing, the state Division of Affirmative Action (DAA) compared these trends to those in the State Labor Force (SLF).  In  1994, minorities comprised 6.6 percent of the SLF, rising to 10.8 percent in 2004, while the representation of women in the SLF went from 46.3 percent to 47.4 percent.

In 2004, only Hispanics and American Indians remained underrepresented relative to the SLF.  Hispanics made up 2.0 percent of the state permanent classified workforce in 2004 versus 3.4 percent of the SLF.  American Indians made up 0.8 percent of the state permanent classified workforce compared to 0.9 percent of the SLF.  The percent of state employees with disabilities was at 6.8 percent for the same time period, slightly above the estimated 6 percent availability of Americans with similar types of disabilities who were seeking employment.

Although the above statistics represent aggregate-level snapshots of representation in the entire Wisconsin state government permanent classified workforce, workforce composition varies considerably by state agency.  The state Personnel Management Information System database showed wide differences in the representation of racial/ethnic minorities among state agencies and university campuses.

· For 500 or more employees, R/E minorities were employed at or above their level of availability in the SLF in 2 of 13 state agencies and university campuses.  
· For 100 to 499 employees, R/E minorities were employed at or above their level of availability in the SLF in 2 of 23 state agencies and university campuses.  
· For 15 to 99 employees, R/E minorities were employed at or above their level of availability in the SLF in 2 of 8 state agencies.  
Similarly, women were employed at or above their level of availability in the SLF in 39 of 53 state agencies and university campuses.

In 2004, the average annual salary for all permanent classified employees was $40,965.  R/E minorities’ average annual salary in permanent classified employment was 9.2 percent lower than whites and women’s average annual salary was 12.5 percent lower than men’s average annual salary.  Men were represented in the top salary levels while women were clustered in the lower salary levels.  
Cultural Framework

In order for affirmative action, equal employment and particularly diversity initiatives to be successful, state agencies and UW campuses need to understand the cultural framework or environment they are working under.  Agencies need to document and measure their organization’s strengths and weaknesses in promoting diversity.  Conducting a “cultural audit” provides an assessment of the existing culture of your organization - its strengths and weaknesses with respect to diversity goals and objectives.  

Cultural audits measure such attributes as risk tolerance, degree of hierarchy, reward structure, collaboration, values, and innovation vs. adaptation.  Whenever your organization needs to change directions, the cultural audit will enable you to determine whether the culture is amenable to change, whether two diverse cultures can be merged successfully, and whether new practices can be successful within the existing cultural norms.  
The importance of creating and maintaining a diverse workforce at any organization cannot be overestimated, as a greater understanding of diverse cultures allows for more effective relationships between coworkers, employees and diverse customers.  
Strategies in Designing Your Survey
In any organization, there may be the potential for sensitivity to diversity issues; it is vital to receive solid and accurate data from the survey.  Diversity surveys are designed to query respondents in a direct and forthright manner, while maintaining an awareness of the sometimes delicate nature of these types of issues, as well as preserving employee confidentiality.  
It is important to realize that no amount of work in the area of diversity will make a positive difference if employees at all levels of the organization do not support the diversity efforts.  That is why key employees should be included in the diversity survey design.  Managers, as well as employees, need to understand that diversity is essential, both from a business and an employee-relations standpoint.  This involvement not only helps to mold the survey into a distinct instrument, but also prompts these individuals’ anticipation and acceptance of the survey results and action plans later in the process.  

Results You May Find From Your Survey
The Cultural Audit/Diversity Survey can result in employee-relations improvements, such as: 

· establishing a "diverse-friendly" atmosphere 

· attracting and retaining a cohesive, diverse workforce resulting in greater innovation, creativity and energy in an organization 

· reducing EEOC discrimination complaints 

· increasing cooperation 

· enhancing communication, teamwork and participation 

· decreasing absenteeism 

· reducing employee turnover 
Building & Maintaining Diversity in the Workforce through Solid AA/EEO Policies 
Numerous tools and strategies are available to state agencies to build and maintain a diversified qualified workforce through solid affirmative action and equal employment opportunity policies.  These are best managed in three stages:

1. Positioning the State Agency

2. Designing and implementing solid AA/EEO program
3. Sustaining commitment

      
Positioning the State Agency
To achieve workforce diversity, a state agency needs to first position itself with a strong commitment to the agency’s AA/EEO program.  This includes the critical components of top-level leadership support and the commitment of necessary resources, people, and funding to make any new initiatives a reality.  Next, it is important to realistically assess the state agency’s readiness to move forward, based both on the current demographics of the state agency and on the cultural atmosphere and potential impediments that may exist.  Finally, the information from each of these assessments should be integrated into the existing state agency workforce planning models and used to target opportunities for affirmative action recruitment, hiring, and retention.  

Commitment to AA/EEO

Commitment is the foundation of a successful effort to build and maintain a diverse, high-quality workforce.  This commitment should be clearly communicated by the top leadership to employees at all levels.  In addition, agencies need to take action to ensure that resources and staff are available for each stage of the program.  Commitment can be demonstrated through such actions as:

· Encouraging leadership that creates an environment of inclusion, which values differences.

· Ensuring that senior managers are directly involved in planning and conducting AA/EEO activities.

· Ensuring that employees are an integral part in the design of the state agency’s efforts to plan and conduct AA/EEO and diversity activities.

· Widely disseminating the state agency’s Affirmative Action Plan goals throughout the state agency, and encouraging managers to conduct targeted recruitment in support of these goals.

· Assigning adequate resources to their AA/EEO activities.  A state agency could choose to specifically identify resources in its budget to AA/EEO initiatives.

· Training managers and supervisors in their AA/EEO responsibilities as well as educating them with the existing personnel and administrative tools to help them carry out their responsibilities in these areas.

· Considering training employees in intercultural communication to address differences in communication across cultures.


Workforce Assessment and Labor Force Utilization

In an ideal diversified workforce environment, the workforce composition should reflect the utilization of all R/E minorities and gender, in all occupations, and in all organizational components.  Agencies should review their current workforce demographic profile and identify where and why underutilization occurs.  Underutilization refers to the under-representation of women and R/E minorities by job group and across geographical recruiting areas, and it indicates significant imbalance in the state workforce.  An underutilization analysis can assist state agencies and university campuses in the development of AA goals and programs to eliminate the gaps between its current workforce and the available labor pool for affirmative action groups.  

R/E minorities, women and PWD have often been untapped by not using their talents and contributions in today’s workplace.  As the white population percentage continues to shrink, these untapped groups are prospective candidates for state agencies to hire in non-traditional jobs, jobs that are in critical demand, or jobs that are vacant due to retirement in the workforce, now and in the future.      

In addition, state agencies should evaluate their current employment programs and procedures to ensure their effectiveness in recruiting and retaining R/E minorities, women and PWD.  State agencies may refer to their agencies’ affirmative action plans and the OSER/DAA’s Policy and Procedure Standards for AA/EEO Plan for recruitment and retention strategies in order to promote diversity in the workforce.


Environmental Assessment/Cultural Audit/Diversity Survey
State agencies may conduct environmental assessment to determine their readiness for a complete AA/EEO and diversity management program.  State agencies can begin by assessing their employees’ views on diversity issues using a survey, also called a(n) “environmental assessment, cultural audit, diversity survey or organizational assessment.” The survey identifies strengths and weaknesses of the AA/EEO/diversity efforts of state agency by examining:

· What structures are in place to support strong diversity management?

· What impediments do state agency employees see that may affect the design of the program?

· Are state agency values present to sustain commitment to the program?

Specifically, the survey will identify the diversity environment of state agency with regard to:

· AA/EEO/diversity principles incorporated into state agency vision and mission statements

· AA/EEO/diversity commitment issued by state agency heads/chancellors/directors

· AA/EEO/diversity initiatives in the state agency AA/EEO plan

· AA/EEO/diversity committees

· AA/EEO/diversity policies and procedures

· AA/EEO/diversity information center 
· AA/EEO/diversity resource materials/support

· AA/EEO/diversity training for employees and managers

· formal and informal mentoring program

· internship programs for targeted group members

· awards and incentives for racial/ethnic minorities, women and PWD (PWD)
· communications media (e.g., newsletter, intranet, internet) 
· accomplishment or progress for AA/EEO and diversity

· workforce representation, including the management level

· upward mobility of R/E minorities, women and PWD

· termination and discharges of R/E minorities, women and PWD

· discrimination complaints related to R/E minorities, women and PWD


Sample Cultural Survey Questions

Designing and Implementing an AA/EEO/Diversity Program

When a state agency conducts various assessments of the workforce profile, the state agency’s environment and future workforce needs, it will identify strengths, weaknesses, and targets of opportunity for the creation of a diverse work environment.  These assessments will be important to factor into the design and implementation of the diversity program itself.

In general, a strong AA/EEO program has a comprehensive process to attract, build and retain a highly skilled and diverse workforce.  The program must include affirmative action recruitment, outreach and hiring, learning and development, mentoring, rewards and recognition, upward mobility, and a supportive work environment.  A successful AA/EEO program needs close, continuing partnerships between human resources, AA/EEO staff, and top managers.  


Attract and Build a Diverse, High-Quality Workforce

Based on the results of assessing the current situation and the environment and conducting workforce planning, a state agency will have identified the type and number of positions to be filled, as well as any targeted needs.  The state agency is then ready to design a strategy to find and hire a diverse, high-quality workforce to achieve the state agency’s mission.  To build a diverse workforce, agencies should incorporate tailored approaches for affirmative action recruitment and include AA group members into their overall strategies.  The first step is to find the candidates.


Affirmative Action Recruitment

The purpose of effective recruiting is to attract a strong pool of R/E minorities, women and PWD who are prepared both to meet the state agency’s strategic goals and priorities and to work in the state agency’s environment.  Agencies may find the following affirmative action recruitment techniques helpful: 

· Ensure that the supervisor or hiring manager is directly involved in planning and conducting AA/EEO recruitment activities.  As leaders who are familiar with their state agency’s cultures and needs, as managers who understand skill needs, and as hiring officials, they are an important part of the state agency’s recruitment activities.

· Create a recruitment team that includes human resources staff and AA/EEO staff who will assist and advise the supervisor and hiring manager about the recruitment and hiring process.  

· Identify sources of outreach for AA group members.  Issuing one vacancy announcement is no longer an effective method of finding candidates.  Learn where the candidates go to find job information - make sure the state agency’s message of it being a diversity employer is visible.  Consider using a variety of common job search locations such as:

· minority or women student associations, including associations for students with disabilities

· professional organizations with the focus on AA group members

· professional minority organizations

· community newsletters, minority newspapers and periodicals

· R/E community radio announcements

· R/E community centers

· minority or women organizations, such as Urban League, NAACP, Centro Hispano, and Wisconsin Women’s Network
· minority conventions and conferences
· minority job fairs

· libraries, especially those in racial/ethnic communities 

· R/E grocery stores

· R/E community churches

· high schools counselors, especially where there is a high concentration of AA group members.

· college placement centers, especially at colleges that target AA group members
· Internet websites

· Seek recommendations from employees who are R/E minorities, women or PWD regarding good sources of diverse candidates (their alma maters, professional organizations, etc.).

· Candidates must feel there is a match between their personal goals and the state agency’s goals.  To create and foster a positive image, clearly state the agency’s mission and goals and include an inspiring vision in the advertisement.  Develop a theme for the recruiting message and craft it to appeal to racial/ethnic minorities, women and PWD.
· Develop and maintain long-term partnerships with academia and professional associations for the purpose of recruiting highly qualified, diverse candidates.  The goal of partnering is to start the recruitment process ahead of the actual recruitment schedule.  Relationships with these sources, which are often best formalized through memoranda of understanding or formal agreements, can afford both sides opportunities for increased awareness.  Examples of partnering activities include:

· making regular presentations to faculty, students, and the community about issues of interest to both the state agency and the school or community 

· making visits to high schools, using video tapes and CD-ROMs to describe the state agency’s roles and responsibilities
· hosting field trips to the state agency

· job shadowing opportunities

· internships

· take your daughters to work days

· sponsoring state agency employee volunteer activities such as mentoring and tutoring

· offering presentations at meetings and conferences of professional associations

· Consider partnering with OSER to help spread information about state job opportunities in academic institutions with high enrollments of racial/ethnic minorities.

· Work closely with minority disadvantaged coordinators in academic institutions, school systems with significant minority representation, and community-based organizations throughout the state.

· Widely publicize job opportunities inside and outside the state government.  Agencies now have the ability to develop their own vacancy announcements and post them on WiscJobs website where they can be seen worldwide, 24 hours a day.  Agencies should explore ways to recruit from all sources when filling positions, including those in the career executive, managerial and supervisory positions in order to attract diverse candidates.  

· Ensure vacancy announcements provide a realistic preview of the jobs and that they highlight points of interest.  Think about what would make an exceptional person want to work for the state agency. 
· Select and train a diverse group of recruiters who can deliver your recruiting message effectively, and who can educate and assist AA group members about the state’s hiring process and opportunities. 

· Follow up with highly qualified AA candidates after initial contacts.  This distinguishes you as a diversity employer who has more appeals to prospective AA candidates. It is important to make sure candidates have access to someone knowledgeable about state employment after a recruiting contact is made.


Hiring Minorities, Women and PWD in Underutilized Positions
Besides finding high-quality AA group members, state agencies must eliminate barriers in the hiring process so that they feel welcomed to join the diversity work environment.  Hence, state agencies should:

· Ensure that recruiters and selection panels work closely with human resources and an AA/EEO/diversity specialist during the recruitment process.  Maintaining close relationships with these experts will facilitate a smooth and easy recruiting process.

· Review internal human resources policies, processes, and operations to eliminate discrimination and to effectively attract qualified AA candidates.  Often, if agencies are unable to make quick job offers, good candidates are lost to competitors who are able to move more quickly.  Explore flexibilities that are available to agencies and review internal staffing procedures that may identify new ways to streamline hiring.

· Consider using a variety of available hiring vehicles to increase opportunities for women, R/E minorities and PWD in the state workforce such as:

· Cooperative Educational Program (CEP).  The CEP is an OSER/DAA program for AA targeted students who have completed at least one year of college or technical school.  It helps fill underutilized positions within state government.  While attending school, students will continue their studies and work part-time; they will work full-time when on vacation from classes.  After completion of coursework, if the student has satisfactorily completed the CEP, the student is offered the position at the entry level.  The CEP allows agencies to “grow their own” employees by providing on-the-job training and moving qualified CEP participants into entry-level positions.  CEP positions are entry-level professional and technical positions.  
· TOPjobs Internship:  It’s an OSER/DAA program for AA targeted students who have completed their second year at a four year institution of higher education or first year at a two year technical college.  These summer internships provide on-the-job training and work experience with state agencies or UW campuses on a paid or unpaid basis.  The positions are para-professional to professional level and expose the student to public sector employment.  In addition, TOPjobs internships allow students the opportunity to see if the academic curriculum they are pursuing is in line with their career goals.  

· Hire for part-time, intermittent, and seasonal work, or use temporary and limited term appointments where appropriate.  This may attract AA group members who are not currently interested in full time or permanent jobs.


Retaining a Diversified Workforce

Achieving a diverse, high-quality workforce by successfully attracting and hiring the desired employee mix is only the first step.  Having made investments to recruit and hire high-quality employees, the state agency risks wasting those efforts absent a strong retention strategy.  To ensure their valuable employees stay with the state agency, the following elements need to be included:

· a flexible and supportive work environment, including the quality of supervision and leadership the employees receive

· an emphasis on learning and development

· effective reward and recognition systems

· opportunities for advancement
These aspects of work and working conditions are clearly becoming at least as important to employees’ decisions to stay with an organization as their direct pay and benefits levels.  A state agency that commits to cultivating these broader rewards will be far better positioned to retain the diverse workforce it builds.


Creating a Supportive and Diverse Work Environment

A supportive and diverse work environment is one that provides all employees regardless of their backgrounds, the direction and tools they need to perform and succeed in the organization, which is very important in retaining these valuable diversified employees.  

As an employer, Wisconsin state government offers many programs to support its civil service employees, which include:

· Leadership and diversity training for supervisors and managers.  Their understanding of the benefits and rewards of a diverse workforce helps create a supportive work environment that enhances the potential of all employees.

· Quality of work life policies that advance the interests of a diverse workforce, such as:

· Alternative Work Patterns (e.g. part-time employment, job sharing and flex-time)

· Family and Medical Leave Act

· Reasonable Accommodations

· Telecommuting

· Employee Assistance Programs

· Serving on special committees or task forces 
· Agency interchange agreements 
· Ensure that state agency facilities offer a safe and productive work environment.  Employees spend a significant portion of their lives in state agency surroundings.  Keeping them pleasant conveys a sense of pride and respect that helps keep employees on board. 
A supportive work environment should foster a community spirit and a sense of belonging of all employees who respect each other despite their differences.


Learning and Development

Professional development and training opportunities ensure that employees are provided with the skills needed to excel in their work, and therefore be retained in the organization.  Agencies can use a variety of approaches to establish a climate that supports continuous learning and development by:

· Establishing clear paths for acquiring the skills, knowledge, and experience that employees need for their continual learning and career development.  
· Widely publicize developmental opportunities for employees, such as detail assignments and leadership training, to give everyone interested a chance to participate in assignments that prepare them for higher-level positions.

· Using a variety of ways to provide training and development experiences for employees, such as:

· using CD-ROMs and other interactive and on-line training technologies,

· using internal and external training courses,
· establishing individual needs and training requests during yearly evaluation, and
· career development programs

· Providing training opportunities for all employees.  Through investments in training, state agencies reflect the value they place on employees and support employees interest in keeping their skills updated in order to remain competitive.

· Developing formal and informal mentoring programs.  Encourage supervisors/employees to become mentors.  In particular, senior managers should be strongly encouraged to mentor individuals from different cultural, racial, or academic backgrounds.

· Use tuition reimbursement programs.  Agencies have the authority to pay all or part of the necessary expenses for training and formal education.


Rewards and Recognition

Systems that reward and engage employees are key to maintaining a diverse, high quality workforce.  Everyone desires to see their efforts acknowledged.  Many aspects of state pay, awards, and benefits systems are subject to policies and procedures.  Nonetheless, agencies must be vigilant about ensuring that merit and results serve as the drivers of differences in rewards.  Agencies should use all aspects of pay flexibilities and awards to retain top employees.

· Use awards to recognize significant contributions.  These can be lump sum awards or accelerated pay provided through quality step increases.  Agencies should continually monitor their use of awards, incentives, and recognition to ensure that everyone including AA group members all receive their fair share based on criteria and well-understood processes for nominating and granting awards.

· Consider paying retention allowances when challenged to keep particular skills available.  Agencies should continually monitor the use of such allowances to check for any evidence of discrimination, and act quickly in the event any is detected.  Such internal accountability will help preserve the credibility of such tools and their utilization in dealing with retention problems.

Sustaining Commitment

The mark of a truly successful AA/EEO and diversity program is one that becomes ingrained in the culture and the business processes of a state agency/UW campus and is sustained over time.  Agencies can take several steps to facilitate this continuity.


Monitor Results

Agencies should develop systems of measures to continually monitor the effectiveness of their diversity initiatives and make adjustments as needed.  The results should be shared and discussed with senior managers and supervisors.

· Regularly monitor the state agency workforce profile.  Evaluate if there is improvement in representation of women or racial/ethnic minorities in the workforce.  Review trends of turnover, discharges, hiring, promotion or other advancement opportunities for AA group members.  Periodic analysis of the data will help determine progress and successes.  In turn, the data may be used to adjust recruiting strategies and other workforce planning initiatives as needed.

· Monitor existing career development systems and programs (e.g., who is being chosen for non-routine assignments, acting assignments, special projects, rotational opportunities, training, and conference participation) to ensure that cultural bias is not a factor in participation rates for different R/E or gender groups.  Evaluate and re-engineer career development systems and programs to better achieve the state agency’s diversity goals.

· Work with the AA/EEO Officer to monitor state agency wide numbers and trends regarding formal AA/EEO complaints.

· Monitor the number and diversity of applicants and participants in developmental/training opportunities and assess the effectiveness of the publicity efforts.


Accountability

To succeed in developing and sustaining strong diversity initiatives, state agency heads and UW chancellors should hold their executives, managers, and supervisors accountable for achieving results.  DAA also monitors agencies’ effectiveness in implementing diversity initiatives.  

· Build accountability for hiring, retaining, and developing a diverse, high-quality workforce into the annual performance reviews for executives, managers and supervisors.  

· Ensure that candidates for executive, manager, or supervisor positions have certain leadership competencies which include “Cultural Awareness.”  Hiring officials are accountable for ensuring that the candidates provide examples which demonstrate possession of such competencies.


Celebrate Success

In addition to holding managers and supervisors accountable for building and maintaining a diverse, high-quality workforce, agencies should also remember to recognize successes.

· Identify and reward high achievers of all different R/E or gender groups, including PWD.  Publicize their accomplishments.

· Consider developing a reward system and nominating senior executives for an agency or campus level diversity award to recognize their accomplishments related to building and maintaining a diverse, high-quality workforce.  The agency diversity award could be the highest level of recognition a member of the senior executive could receive.  

· Participate in the State Council on Affirmative Action Annual Diversity Award, which helps to promote state agencies’ diversity initiatives. 

Conclusion & Feedback
As the employer of a workforce that reflects the population it serves, the state of Wisconsin has come a long way, but still has more work to do.  State agencies and University of Wisconsin campuses have an opportunity to demonstrate their commitment to AA/EEO and to having the best workforce possible - one of diversity and of high quality - to conduct Wisconsin’s business.

This guide provides information and ideas on strategies and activities to build and maintain such a workforce.  However, there are many state agencies and UW campuses that have already developed innovative strategies and activities and are deriving positive results from them.  Many State agencies are establishing partnerships with academic institutions, creating innovative affirmative action recruitment programs, setting up clear accountability measures, and designing and providing effective training.

DAA encourages agencies to share their experiences and lessons learned because they can serve as models for the rest of the state government.  DAA will add this information to the electronic version of this guide on OSER’s website, http://workforceplanning.wi.gov/.  Please write to us at DAA’s email address for your comments, suggestions, and ideas on designing and implementing an AA/EEO program to build a diverse, high quality workforce. 

Definitions:

Affirmative Action:  Extra steps to correct the present effects of past discrimination.  Affirmative action means going beyond mere compliance with the law.  Affirmative action will be undertaken if a job group is underutilized for women, racial/ethnic minorities or both to ensure equal opportunity and to eliminate barriers to equal treatment.  This means taking affirmative measures or specific actions in employment to ensure the equitable representation of minorities, women and PWD at all levels of the organization where underutilization or under-representation occurs. This is accomplished initially by going beyond traditional hiring methods and aggressively seeking out qualified minorities, women and PWD.  In addition, proper training, mentoring programs and developmental plans should be implemented with the objective of helping minorities, women and PWD compete for promotional opportunities.  
Equal Employment Opportunity: Policy of nondiscrimination on the basis of race, color, creed, religion, age, sex, national origin, sexual orientation, arrest or conviction record, disability, ancestry, marital status, political affiliation, or membership in the National Guard to allow all individuals access to the benefits and privileges of the workplace.  Equal employment opportunity means that everyone has an equal opportunity in employment based on his/her qualifications.  Federal and state legislation provided that no one can be discriminated against in employment due to their protective status.  It applies to all areas of employment, including but not limited to: interviewing, hiring, promotion, demotion, transfer, recruitment, layoff, termination, compensation and benefits, and training.  These are employment protection policies.
Diversity:  Valuing the differences between all employees to foster an environment which enhances participation in and access to all privileges and benefits of the workplace for all persons.  

Integration: The mission of affirmative action, equal employment opportunity and diversity is for all non-traditionals to become full participants and be able to share in the benefits and privileges of the American economy.  

According to the American Heritage® Dictionary of the English Language (© 2000), integration means "the bringing of people of different racial or ethnic groups into unrestricted and equal association, as in society or an organization; desegregation."
"We hold these truths to be self-evident, that all men are created equal, that they are endowed by their Creator with certain unalienable Rights, that among these are Life, Liberty and the pursuit of Happiness." -Declaration of Independence 

AA Group Members: 

One or more of the following:

(a) Racial/ethnic groups

(b) Gender groups
(c) Persons with disabilities (PWD)
Racial/Ethnic (R/E) Minority:  

Amer​ican Indians or Alaskan Natives, Asians or Pacific Islanders, Blacks and Hispanics defined as follows:

(a) American Indians or Alaskan Natives means persons descended from any of the original peoples of North America who possess 1/4 degree of documented tribal descendancy, or are enrolled with a federally or state recognized tribe, or are recognized by a federally or state 

recognized tribe as American Indians for state affirmative action purposes.

(b) Asians or Pacific Islanders means persons descended from any of the original peoples of the Far East, Southeast Asia, the Indian Subcontinent, or the Pacific Islands.

(c) Blacks means persons descended from any of the Black racial groups of Africa.

(d) Hispanics means persons of Chicano, Mexican, Puerto Rican, Cuban, Central American or South American culture or origin, regardless of race. [Source:  ER 43(6m)]

Underutilization:
Having fewer mi​norities or women in a particular job group than would reasonably be expected by their availability in the relevant labor force.

Underutilization analysis:
A comparison of the percentage of minority or women employees actually in a job group with the percentage of minorities and women in the relevant labor market. 

Job Group:

A set of classifications combined by OSER on the basis of similarity in required training and skills, responsibility, pay range and nature of work.

Cultural Audit:
Also know as environmental assessment, diversity survey or organizational assessment. A survey that identifies strengths and weaknesses of an agency’s AA/EEO/diversity efforts.
Sample Cultural Survey Questions
For each statement below, please select the response that comes closest to your own feelings: 

Response Scale 

A - Strongly Disagree
B - Disagree
C - Neither Agree nor Disagree
D - Agree
E - Strongly Agree

1. My coworkers treat all customers equally, regardless of race, gender, age, religion, or sexual orientation.  
2. Diverse employees (differences in race, gender, age, religion, or sexual orientation) are treated fairly at this organization.  
3. Diverse employees are treated fairly with regard to their career advancement at this organization.  
4. My supervisor is committed to, and supports, diversity.  
5. Race relations are good at this organization.  
6. I value the diversity of the workforce at this organization.  
7. Employees treat each other fairly and with respect, regardless of gender, race, age, religion, or sexual orientation.

8. Employees of different ages are valued equally by this organization.  
9. Racial/ethnic minorities are under-represented at higher levels at this organization.  
10. Racial, ethnic, and gender-based jokes are not tolerated at this organization.  
11. I believe the organization will take appropriate action in response to incidents of sexual harassment.

Write-In Comments

Your survey can also include a write-in comments section, which allows respondents to express their sentiments on additional diversity-related subjects.  Transcribe all respondent write-in comments, and then carefully categorize each comment by subject, department, and demographic groupings.  This allows you to pinpoint concerns of specific groups, while still protecting respondents' anonymity.  
[image: image2][image: image3][image: image4][image: image5.png]


[image: image6][image: image7][image: image8][image: image9][image: image10][image: image11][image: image12][image: image13][image: image14][image: image15][image: image16][image: image17][image: image18][image: image19][image: image20][image: image21][image: image22][image: image23][image: image24][image: image25][image: image26][image: image27][image: image28][image: image29][image: image30][image: image31][image: image32][image: image33][image: image34][image: image35][image: image36][image: image37][image: image38][image: image39][image: image40][image: image41][image: image42]









PAGE  

