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Using the Diversity Audit Tool to Assess the Status of 
Women in the Canadian Financial Services Sector: A 
Case Study 
Wendy Cukier, Ryerson University, Ontario, Canada 
Shelley Smarz, Ryerson University, Ontario, Canada 
Margaret Yap, Ryerson University, Ontario, Canada 

Abstract: A diversity assessment measures an organization’s progress in increasing diversity and in-­
clusiveness. As part of a larger study, this paper examines and analyses the application of the Diversity 
Audit Tool (DAT) to the Canadian Financial Services sector to the status of women’s representation 
within the workforce. The DAT assesses policies and practices to increase diversity and inclusiveness 
not only on human resource functions but also how diversity can be integrated throughout the organ-­
ization’s value chain. As an exceptionally adaptable and flexible tool, the DAT has been previously 
applied to education, health care, police services, and information and communications technology 
(ICT) sectors;; it is generalizable enough to examine diversity initiatives across a number of groups 
as well as to focus on a single one, as it does in this study. This paper begins with a discussion of the 
current status of female workers within this sector and identifies a number of barriers that prevent full 
workforce participation and inclusiveness. The DAT is systematically applied to the financial services 
sector (reproduced in Appendix 1) and the findings are discussed, examining six key areas: leadership 
and governance, human resource practices;; quality of life and organizational culture;; measuring and 
tracking diversity;; integrating or mainstreaming diversity across the value chain;; and developing the 
pipeline. Finally, these findings will be discussed and conclusions will be made. 

Keywords: Diversity, Leading Practices, Diversity Audit Tool (DAT), Inclusiveness, Canada 

Introduction 

ORGANIZATIONS THAT SEEK to increase diversity recognize and value differ-­
ences in backgrounds, skills, and life experience (Cox & Blake, 1991;; Robinson & 
Dechant, 1997;; Gardenswartz & Rowe, 1998). Increasing levels of diversity within 
organizations is important from a social justice and human rights perspective but 

also from a business one. Academic (Miller & Triana, 2002;; Devine et al., 2007;; Pomeroy, 
2007;; Devine et al., 2007) and non-­academic research indicates a connection between in-­
creasing diversity and improved financial and organizational performance. This “business” 
case for diversity identifies five key benefits, including: overcoming the skills shortage and 
war on talent;; responding to emerging and progressively diverse consumer markets;; increasing 
employee creativity and innovation;; better employee performance, a higher degree of em-­
ployee satisfaction, and greater rates of retention;; and mitigating legal and reputational costs 
(see also: Ross & Schneider, 1992;; Iles, 1995;; Kandola, 1995;; Wilson, 1996;; Nykiel, 1997;; 
D’Netto & Sohal, 1999;; Lee & Chou, 2000;; Mor Barak, 2000;; Jayne & Dipboye, 2004;; 
Schmidt, 2004;; Reinhold, 2005;; Tracey & Hinkin, 2008). 
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A diversity assessment can measure an organization’s progress in increasing diversity not 
only within its human resources functions (Lorbiecki & Jack, 2000;; Beaver & Hutchings, 
2005;; Day & Greene, 2008;; Shen et al., 2009) but also throughout the organization’s value 
chain. This paper is part of a larger study that examines and analyzes leading policies and 
practices to increase diversity across an organization. To this end, a Diversity Audit Tool 
(DAT) was developed to aid in the assessment of such policies as well as to indicate areas 
of improvement. This paper discusses how the DAT was applied to the Canadian financial 
services sector and is presented as a case study to demonstrate the flexibility and adaptability 
of the DAT across sectors, its ability to focus on diversity initiatives across a number of 
groups as well as focusing on a single group, in this case: women. 

Diversity Audit Tool (DAT) 
The DAT is a useful tool for assessing and identifying leading practices to increase diversity 
in organizations. It aims to identify barriers to full workforce participation that continue to 
exist within the workplace for certain groups of individuals and to identify ways of overcom-­
ing them (Grensing-­Pophal, 2001;; Backlid et al., 2005). The DAT was created by Ryerson 
University’s Diversity Institute, in partnership with Canadian Advanced Technology Alliance 
Women in Technology (CATAWiT) Forum, as part of a project on increasing women’s 
participation in the information and communications technology (ICT) sector (Cukier, 2009). 
The process by which the DAT was developed began by identifying the barriers to inclusion 

for women in the Canadian ICT sector. Leading practices that had proven successful to 
overcoming these barriers were identified and analyzed. Informed by these policies, the DAT 
was created as an assessment tool so that organizations could evaluate its diversity policies 
against those that had been identified as being effective interventions. Furthermore, it can 
also be used to inform the development of future diversity practices. Its flexibility and adapt-­
ability has resulted in a robust tool that can be identify barriers for a number of culturally 
diverse groups and, since its development, it has been successfully applied to a number of 
different Canadian sectors including police services, education, and financial services. 
The DAT is divided into six key organizational levels or functions: 

1.	 Leadership and governance: Recognizes that the success of diversity initiatives depends 
on senior management’s commitment to diversity in addition to the integration of di-­
versity goals as part of the organization’s strategy. 

2.	 Strong and transparent human resources practices: Identifies areas where organizations 
can increase diversity in recruitment, performance management, promotion, education, 
and knowledge building as well as training and development. 

3.	 Quality of life and organizational culture: Focuses on the flexibility and ensuring that 
the organizational culture is inclusive and is accommodate the divergent needs of its 
employees. 

4.	 Measuring and tracking diversity: Recognizes that diversity initiatives are only successful 
when metrics are used to track and measure progress relative to diversity goals. 

5.	 Integrating or mainstreaming diversity across the value chain: Considering diversity in 
product development, marketing and customer service programs, communication (both 
internally and externally), media buys, philanthropy, government relations, as well as 
in procurement decisions. 
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6.	 Developing the pipeline: Strategies aimed at developing a future workforce that is diverse 
and inclusive. (Cukier, 2009) 

Diversity Practices in the Canadian Financial Services Sector: A Case 
Study 

The Role of Employment Equity 
Canada’s financial services sector is federally-­regulated and, as a result, falls under the jur-­
isdiction of Canada’s Employment Equity Act (1995), which is federal legislation requiring 
employers to implement non-­discriminatory policies and practices as well as to implement 
policies to actively target underrepresented groups–referred to as Employment Equity Occu-­
pational Groups (EEOGs), consisting of women, Aboriginal persons, visible minorities, and 
people with disabilities–in their recruitment and promotion initiatives (Human Resources 
and Skills Development Canada, 2009). Under this Act, barriers that encourage discrimination 
and/or inhibit the recruitment and promotion of diverse groups should first be identified by 
an organization, which then develops an employment equity plan. Organizations in all indus-­
tries that are subject to this legislation are required to track its workforce composition and 
report the diversity initiatives that they have implemented (and whether or not they have 
been successful). 
The majority of the workforce in the Canadian financial services sector is made up of 

women. According to Catalyst (2010b), women represent 60.2% of the of the sector’s 
workforce. However, they remain underrepresented in senior management. In other words, 
while men represent only 39.8% of the workforce in the financial services industry, they are 
78.2% of all corporate officers, 83.2% of board directors, and 83.1% of CEOs. Figure 1 
graphically represents the labour force division of women in the financial services sector in 
2009: 

Figure 1: Women in Canadian Finance Pyramid (Catalyst, 2010b) 

RBC saw the number of women in its workforce–overall–decline by 6% since 1999. However, 
the number of women in management has remained relatively stable from 2007 to 2010 and 
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appears to have remained so since 1999 (Table 1). Finally, the number of women executives 
has increased at RBC by 14% since 1999 (RBC, 2010f). When you examine the 2008 external 
government availability–or the assessment of “the number and characteristics of designated 
groups available to fill specific jobs/occupations” (Harvey & Blakely, 1993, p. 248)–a pattern 
emerges. In terms of the data released for 2008, the external government availability is at 
65.7% overall, senior management positions at 24.3%, and middle management positions 
at 54.5% (Scotiabank, 2010a). Based off of this data, RBC exceeds the external availability 
in terms of overall workforce (by 3.3%) and the number of women executives or senior 
management (by 14.7%) it has. In terms of middle management, external availability exceeds 
RBC’s by 0.5%. 

Table 1: Workforce Representation of Women for TD Bank, RBC, and Scotiabank 

RBC: Workforce composition report (RBC, 2010f;; 2011) 
1999 
74% 

54% 

25% 

SCOTIABANK: Workforce representation of women (Scotiabank, 2010a) 
External 
Govm’t 
Availability, 
2001 
65.7% 

24.3% 

54.5% 

41.8% 

TD BANK: Levels of diversity at TD Bank (TD Bank, 2010a) 

2007200820092010 
69%69%68%67%Overall 
55%54%54%54%Women in Management 
36%39%39%37%Women Executives 

2006200720082009 

71.2%70.3%69.6%-­Overall 
30.5%32.3%30.7%-­Senior Management 
52.4%54.5%52.4%-­Middle Management 
46.2%45.3%49.2%-­Professional 

200720082009 
66.88%66.18%-­Overall 
26.25%33.78%-­Women in Senior 

Management 
47.36%47.17%-­Women in Middle 

Management 

Table 1 also shows that, between 2006 and 2009, Scotiabank boasted similar trends in the 
workforce representation of women. Women represent 69.6% of the overall workforce at 
Scotiabank (Scotiabank, 2010a). Over the period from 2006 to 2009, there was a 1.6% decline 
in the available workforce. Furthermore, other than a brief peak in 2007 (increased by 2.1%), 
the number of women in management returned to its 2006 value (52.4%) by dropping the 
amount it had increased in 2008. In senior management positions, there was a similar peak 
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(increased by 1.8%) and decline (decreased by 1.6%) over the years between 2006 and 2008 
(Scotiabank, 2010a). However, these values exceed the external labour force availability in 
both the overall and senior management roles. Middle management was only 0.1% behind 
the external labour force availability calculation. 
Between 2007 and 2008, TD Bank saw a decline in both the overall participation of women 

in the organization (0.7%) and a decline in the number of women in middle management 
(0.19%). However, the percentage of women in senior management increased during this 
time by 7.53%. In terms of the external availability, overall participation at TD Bank was 
greater, but only by 0.48%. Similarly, the number of women in senior management positions 
exceeded the external availability 9.48%. However, the number of women in middle man-­
agement fell short of the external availability by 7.33% (Table 1). The pattern that these 
three banks share is that, while overall representation and representation of women in senior 
management tends to exceed that of the external availability, the representation of women 
in middle management tends to fall short of the external availability. 

Barriers to Full Participation and Inclusiveness 

Stereotypes 
In general, pervasive stereotyping continues to exist and has a detrimental effect on the 
promotion of women in corporate situations. Furthermore (Apostolidis & Ferguson, 2009), 
evidence suggests that in the corporate world, women and men “tend to perceive the barriers 
to advancement differently” (Wellington et al., 2003, p. 18). A study completed by Wellington, 
Kropf, and Gerkovich (2003) found that female executives identify a number of barriers to 
advancement, but that CEOs–the majority of whom are male–are unconvinced that this is, 
in fact, the reason why women cannot advance further. Instead, these CEOs identified barriers 
that were very much in line with typical stereotypes about women’s abilities (e.g., their inef-­
fective leadership style and the lack of skills to reach senior levels). Similarly, the data from 
this study demonstrates that CEOs tended to downplay the barriers to advancement that came 
as a result of family commitments and the lack of mentoring. Rather, the CEOs assigned 
stereotypes about women’s ability to manage effectively as well as their previous management 
experience as a barrier to their advancement. 

The Gendering of Jobs 
The gendering of jobs refers to those “stereotypes [that] portray women and men as being 
suited to or good at different kinds of work” (Catalyst, 2005, p. 21). The corporate environ-­
ment of the financial services sector has typically been gendered masculine and, as a result, 
those qualities, traits, abilities that make an employee an effective leader are typically mas-­
culine ones. Male leaders stereotypically embody “the hard, quantitative executive skills 
necessary to close business deals, do analytical analysis, penetrate new markets, generate 
profits, and make a business run efficiently and productively” (Reinhold, 2005, p. 46). 
Feminine qualities are typically presented as contrary to effective leadership as they are 
typically in a sportive, caregiving position that showcases their “abilities to listen, collaborate, 
empathize, be inclusive, and build consensus” (p. 46). As a result of these stereotypes, women 
are systemically disadvantaged when it comes to opportunities for advancement. For example, 
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Jenner and Ferguson (2009) argue that men are typically promoted to line positions in sales 
or management. As “line experience is often a prerequisite to promotion to the highest ranks 
in the company, including the position of CEO” (Jenner & Ferguson, 2009, p. 12), women’s 
absence in terms of participation is quite significant as this disadvantages them when com-­
pared to male workers who are heavily represented in these positions. 

The Practice of Conscious and Unconscious Gender Bias and 
Discrimination 

Reinhold (2005) calls the stereotyping of mothers “the maternal wall” (p. 46), whereby male 
managers advance male prospects over women who have children as they assume that ma-­
ternal absenteeism is the result of an inability to properly manage work and family respons-­
ibilities (whereas male absenteeism is assumed to be business-­related). In other words, there 
is a pervasive, yet subtle sexist bias against women that questions their ability to simultan-­
eously and successfully manage jobs that have a high potential for advancement and their 
life and family responsibilities. As a consequence of this widespread stereotype, managers 
will assume that all women have this inability and will overlook viable female candidates 
for development and promotion in favour of male ones. 

Lack of Networking and Mentorship Opportunities 
Studies (Metz, 2009) have shown that mentoring opportunities “assist women [to] advance 
more rapidly and to higher levels in the organisation than they would without it” (p. 194). 
Networking opportunities are scarce for women in the financial services sector and it is 
through these informal and formal career networks that male employees have historically 
held this advantage over women. In order to level the playing field, businesses need to support 
and set up networks–both internally and externally–in order to increase the number of contacts 
as well as to foster collegial, yet professional, relationships similar to the ones that male 
financial service sector employees have. 

Work/Life Imbalance 
In order to balance out their responsibilities in the workplace with having a family, many 
women strategically time having children so that it does not interfere with their career ad-­
vancement and to ensure that it occurs during a period of relatively stable and predictable 
employment (Archbold & Hassell, 2009;; Metz, 2009). These women often find themselves 
juggling the responsibility of both their family and work responsibilities and attempt to ne-­
gotiate between the two roles, ultimately sacrificing one or the other. Alternatively, the lack 
of family-­friendly policies also result in women who want to attain these leadership positions 
either choosing to remain childless or to put off having children until they have reached their 
occupational goals. Similarly, research (Wood & Newton, 2006) has suggested that, as women 
are typically responsible for the majority of domestic work inside the home while often 
working outside the home simultaneously, women often choose to remain in relatively stable 
and often non-­management positions within the organization for most of their career. These 
positions offer little hope for advancement but have enough flexibility to allow women to 
successfully manage family and childcare responsibilities. 
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DAT Analysis 
These findings were the result of the systematic application of the DAT (reproduced in Ap-­
pendix 1) to identify and analyze diversity initiatives in the financial services sector that aim 
to increase the participation of women in this sector. 

Leadership and Governance 
The financial services sector demonstrates the increased likelihood of success in implementing 
diversity policies as many organizations have top management commitment (See Appendix 
1). As a result, diversity becomes an integral part of these organizations’ operational strategies 
and, as a result, are integrated and implemented in the firms’ functional activities. For ex-­
ample, the CEOs and other senior managers at Scotiabank (2008), TD Bank (2009a), and 
RBC (Perkins, 2010), have all been very vocal in terms of the importance of diversity issues 
and the benefits that increasing diversity will bring. In addition, while all three of these banks 
had diversity councils, some even had their own specific committees for women’s initiatives 
(BMO, 2006;; RBC, 2009b;; TD Bank, 2010c). RBC (2009b) reported that its President headed 
this council;; at TD Bank (2010c), the Chairman of the Board was council head. BMO (2004) 
had appointed a Vice-­President for Equity and Employment Engagement. 

Strong and Transparent Human Resources Practices 
Both BMO (2004) and TD Bank (2010a) offer diversity training to their employees. TD 
Bank’s training program, Embracing Diversity Workshop, boasts a 90% management com-­
pletion by the year 2009. BMO (2004), recognizing that executives have a number of biases 
about women, focussed its executive training on battling unconscious attitudes and beliefs 
that can influence decisions concerning the recruitment, development, and promotion of 
women. In addition, CIBC’s (2009) only entry on the DAT analysis concerned whether or 
not the organization had a plan for keeping employees’ knowledge and skills current, espe-­
cially after having a child. The program, called ReConnect: Career Renewal for Professional 
Women, was created through a partnership between the Richard Ivey School of Business 
and CIBC and is the first executive development program that deals with the issue of re-­es-­
tablishing women’s place in the workforce (CIBC, 2009). 
RBC (2009b), TD Bank (2009a, 2010d), BMO (2004), and Scotiabank (2010b) offer a 

number of programs to give, promote, and organize mentoring arrangements, and also support 
diversity networking events. BMO (2004) and RBC (2009b) encourage its female senior 
managers to take the opportunity to mentor women who are either new hires or who show 
great potential to becoming a leader herself. For example, Scotiabank’s Advancement of 
Women (AoW) initiative has created a number of networking programs targeted at wo-­
men–such as the Young Women of Influence series targeted at new graduates and a number 
of professional development workshops. Similar networking options are The Women’s Ex-­
ecutive Network, which brings together female executives who have been in the sector for 
many years, and the Scotia Women’s Connection, which offers networking opportunities to 
women who are at the level of manager or director within the organization (Hsu, 2007;; 
Scotiabank, 2008). 
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Quality of Life and Organizational Culture 
The financial services sector has placed strong emphasis on improving both the quality of 
life of its employees as well as their experiences of the overall organizational culture. This 
takes the form of flexible working arrangements, family-­friendly policies, as well as oppor-­
tunities for individuals to utilize resources that encourage a proper work/life balance. Both 
RBC (2010f) and BMO (2004) offer flexible work schedules, including “modified work 
schedules, work from home/off-­site, job sharing, [and the option to] purchase vacation time” 
in order to allow women to better manage their work and home lives (RBC, 2010f). 
Family-­friendly policies also facilitate the achievement of an appropriate work/life balance, 

reducing stress on the employee, and increasing their level of performance within the com-­
pany. This can take the form of a referral service offered by the employer to its employees 
for childcare and eldercare services (BMO, 2004) to emergency childcare and eldercare ar-­
rangements that can be utilized when the employee’s regular caregivers are unavailable at 
short notice (RBC, 2010f). Similarly, organizations offer “People Care Days” (BMO, 2006, 
p. 19), which are paid short-­term leave of absences that include personal and family health 
days in addition to days off so that the employee can attend educational and career develop-­
ment opportunities. 

Measuring and Tracking Diversity 
Specifically, BMO, CIBC, Scotiabank, RBC, and TD Bank all measured the rate of women’s 
advancement in key management and specialty roles per the requirements of the Employment 
Equity Act. This demonstrates the organization’s commitment to diversity as once the organ-­
ization starts to measure the phenomenon;; they become accountable in ensuring that change 
occurs. 
Furthermore, the reporting requirements for Employment Equity suggest that there are 

diversity targets for increasing the participation of women in senior management, as well as 
participation in equal pay audits to ensure that equal pay is given for equally valued work. 
As most of the banks hosted diversity reports–that exceeded the reporting requirements de-­
manded by Employment Equity legislation–and an assortment of data on their websites, 
performance is most likely benchmarked and compared across the sector. Finally, publishing 
this data ensures that the organization must remain committed to a diversity strategy that is 
in excess of the one required by legislative and regulatory bodies. 

Integrating or Mainstreaming Diversity across the Value Chain 

RBC (2009a) actively developed and targeted its products and services to potential female 
clients. Furthermore, its marketing and customer service communications reflected RBC’s 
commitment to increasing the participation of women in the financial services sector and 
situating itself as the organization that is best equipped to serve this diverse population. RBC 
has also committed itself to diversity initiatives both internally and externally by actively 
seeking out female-­owned suppliers (RBC, 2010d). A consequence of such a strategy is that 
it communicates to these suppliers that RBC not only better understands but also can better 
serve them than the other banks. 

22 



WENDY CUKIER, SHELLEY SMARZ, MARGARET YAP
 

In terms of communicating the importance of diversity through the organization’s philan-­
thropic activities, BMO offers funds to charitable organizations that are supported through 
volunteer activities (BMO, 2004). Scotiabank (2010c), on the other hand, actively gives 
charitable donations to causes in order to communicate their commitment to increasing the 
number of women participating in the sector. For example, Scotiabank identified itself as 
supporting several organizations that provide networking opportunities for women in man-­
agement: the Rotman School of Business’ Women in Management Association (WiMA), 
Schulich’s Women in Leadership (WiL) association, and Queen’s Women in Leadership 
(Q.WiL). 

Develop the Pipeline 
RBC and TD Bank are the banks that are the most heavily invested in developing the pipeline. 
For example, RBC provides outreach to schools through scholarships, sponsorships, donations 
and community programs to support education and youth (RBC, 2009a, 2009b). Similarly, 
it supports associations that help women in business, such as WEConnect, IMB Women in 
the Financial Sector, as well as sponsoring the Women of Distinction awards (RBC, 2009b). 
TD Bank is involved in supporting a number of organizations and community initiatives, 

including: Women’s Legal Education and Action Fund (LEAF;; equality), Women’s Executive 
Network (WXN;; mentoring), Oasis (haven for women and children), and Wings for Success 
(supporting low income women) (TD Bank, 2010b). Supporting these organizations and 
initiatives creates public goodwill toward the company. Similarly, TD Bank’s support extends 
to programs that encourage women to seek it out as an employer of choice. The organization 
sponsors a speaker series called Women in Leadership, supporting female role models (TD 
Bank, 2010b). TD has also pledged $1 million dollars to the Ivey School of Business to fund 
scholarships for female MBA candidates (TD Bank, 2010b). For those women who have 
the opportunity to participate in either program, TD Bank has cast itself as an attractive 
employer who is committed to increasing the number of women in the financial services 
sector. 
In terms of supporting and collaborating with organizations and their research to further 

increase diversity, both BMO (2006) and RBC (2010b) sponsor research reports through 
Catalyst, which is an organization focused on increasing the participation of women in his-­
torically underrepresented sectors. Furthermore, BMO’s CEO and President serve on the 
Catalyst Canadian Authority Board and the Catalyst Board of Directors (BMO, 2004). By 
taking such an active role in supporting research, both BMO and RBC demonstrate their 
commitments to diversity. 

Discussion and Conlcusion 

Whether or not the practices identified the DAT increases the level of diversity and inclus-­
iveness at a firm is influenced directly by how these policies are understood by all of the 
employees within an organization. If employees do not accept these policies, not only will 
the issues underlying the implementation of these practices remain unresolved, but also it 
will likely generate new problems that will impede the promotion of diversity and inclusive-­
ness within the organization. Kottke and Agars (2005) note that often “these programs fail 
because organizations have not given enough attention to the underlying processes at work 
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in the organization in which these programs are being implemented” (p. 191). In other words, 
to increase the level of gender diversity within an organization is to actively control the in-­
fluence that culture has on the organization. 
Similarly, there are underlying barriers that continue to prevent women from fully parti-­

cipating in the workforce. Diversity initiatives intended to increase the attraction, participation, 
promotion, development, and retention of women will continue to do very little until these 
weaknesses are resolved. Despite the changes that have occurred in the last several decades, 
it is clear that more work needs to be done to develop and assess programs aimed at increasing 
women’s participation in the workforce. 
For example, one of the ways in which to combat stereotypical thinking consists of training 

individuals within the organization the ability to be self-­reflexive and to deconstruct their 
own thought processes (Kottke & Agars, 2005). As the majority of gendered stereotypes are 
simultaneously unconsciously transmitted by actors within the organization and through the 
culture of the organization itself, training individuals to deconstruct their thought processes 
is one of the first steps to combating these biases and eliminating these stereotypes. The 
process of active self-­reflexivity–wherein the practitioner interrogates the reasons why he/she 
made a particular decision and the process that he/she used to come to that decision–serve 
to minimize (and ultimately eliminate) the effect that gender stereotypes have on the decision-­
making process. Self-­reflexivity will, therefore, eventually ensure that decisions and initiatives 
that are implemented are as gender neutral as possible. 
The combined implementation of policies and practices to increase diversity–a product 

of both Employment Equity legislation and the benefits identified from the “business” case 
for increasing diversity–appears to have resulted in the “removal of overt discrimination and 
bias” (Melgoza & Cox, 2009, p. 652) from the workplace. However, discriminations “con-­
tinued to exist but were masked by a strong rhetoric of gender equality, which made the ar-­
ticulating experiences of gender discrimination difficult” (Kelan, 2009, p. 198) to those who 
experienced it. Furthermore, when discrimination and bias were identified and articulated, 
they were often deemed as so integral to the proper functioning of that particular organiza-­
tional role and could not–or should not–be questioned or challenged. As a result, female 
employees who experience bias and discrimination first hand “often feel individually respons-­
ible for developing mechanisms to overcome gender discrimination and seem to lack the 
resources to talk about this as a systemic and category-­based experience” (Kelan, 2009, p. 
205). Therefore, since policies and practices have created an environment where gender bias 
and discrimination no longer exists, this employee does not see these experiences as indi-­
vidual occurrences. An ideological conflict, therefore, erupts within the individual who is 
unable to reconcile her experiences with the assertion that the diversity practices implemented 
have resulted in a workplace that is free of bias and discrimination in terms of gender. As a 
result, these employees “lose the energy to reconcile these contradictory realities and retreat 
instead into a position that dismisses the relevance of gender in their working lives” (Kelan, 
2009, p. 206). In other words, the covert gender bias and discrimination remains unacknow-­
ledged, unaddressed, and unresolved. 
Furthermore, Kottke and Agars (2005) argue that programs that increase the number of 

mentoring and networking activities for the organization’s female employees have some 
benefits (such as “an attempt to provide information, guidance, and support” (p. 196) for 
new graduates). However, these programs do not challenge the structural mechanisms at 
work that discriminate against women;; they simply provide a model for female employees 
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to successfully navigate a discriminatory social structure. This makes discrimination a pro-­
foundly individualized act, as it divorces the acts of discrimination and gender bias from the 
social structures that create and recreate those inequalities. In other words, “‘fix the women’ 
strategies do not get at the underlying barriers” (Kottke & Agars, 2005, p. 196) that create 
gender bias and discrimination within the organization. Rather, by providing an example of 
a woman who has successfully navigated those social structures within the organization, the 
focus shifts from changing the social structures that create inequalities to changing the woman. 
To address the issue of conscious and unconscious gender bias that are the result of a 

perceived distributive injustice, the organization can proactively communicate the idea that 
the procedures and processes through which an organizational decision is made was equitable, 
just, and fair. As Kottke and Agars (2005) argue “even when a decision is not in one’s favour, 
if the procedure [through which that decision has occurred] has been seen as fair, the decision 
will be accepted” (p. 197). Finally, one of the ways in which male employees and managers 
combat the threat of women’s encroachment on male power positions, especially in jobs that 
are gendered masculine, is by excluding women from the decision making processes. In 
other words, responding to women’s entry into stereotypically masculine positions, men 
typically “conduct less business in the formal setting where women are present and conduct 
more business in informal venues (e.g., the executive washroom, the golf course)” (Kottke 
and Agars, 2005, p. 197). To prevent this from occurring, it is imperative that organizational 
decision-­making be made as transparent as possible. By ensuring that the decision-­making 
process remains within the realm of the formal and the visible, male managers will have no 
choice but to conduct business in the formal settings where women are present. 
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