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ABSTRACT

Corporate leaders have joined industry associations and government in maintaining that supporting diversity is an
important part of the solution to the skills shortage in the Information and Communications Technology Sector (ICT).
Considerable research and discussion has focused on the plight of minority groups in Canada and the gap between
their potential and their experience in the workforce generally, and in the ICT sector. Less attention has been focused
on the gaps between visible minority groups and gender. Our study makes an important contribution by examining
workplace perceptions of more than 6783 managers with a minimum of 10 years experience in nine large Canadian
companies in the ICT Sector. The principal conclusions of the paper are that there is a significant gap between the
workplace perceptions of visible minorities and white/Caucasians, and to a lesser degree, men and women employees
in the ICT sector.

Keywords
Information Communications Technology, Diversity, Career Satisfaction
INTRODUCTION

Corporate leaders have joined industry associations and government in maintaining that supporting diversity is an important
part of the solution to the skills shortage in the Information and Communications Technology Sector (ICT). However, studies
have shown that barriers to visible minorities and women persist. In Canada, the term “visible minority” refers to a person
who is not an Aboriginal person, who is non-Caucasian in race or who is “non-white” in colour, as defined under the
Employment Equity Act. Considerable research and discussion has focused on the objective differences between visible
minorities and white/Caucasians, and men and women, such as salary and promotions. However, less attention has been
focused on visible minority and female employees’ subjective perceptions of their work experiences, including commitment
and career satisfaction. This paper draws on the results of a survey of more than 6783 managers with a minimum of 10 years
experience in nine large Canadian companies in the Information Communications and Technology Sector (ICT) to identify
gaps in workplace perceptions between visible minorities and white/Caucasians, and men and women. This paper begins with
a literature review, followed by an outline of the methodology used within this study. Findings, analysis and discussion are
then presented followed by the conclusion.

BACKGROUND

Increasingly companies in all sectors are suggesting that supportive diversity practices are, at least in part, the solution to
addressing the skills shortage. Pointing to demographic shifts including the aging baby boomers and declining fertility rates,
the Royal Bank of Canada has noted that 100% of labour market growth in Canada in 2011 will come from immigration- of
which, most, identify as visible minorities (Palameta, 2004). In order to address this looming skills shortage, many
corporations are advocating more inclusive labour policies and practices to ensure that visible minorities and women, in
particular, are more fully employed.

Industry leaders, specifically those in the ICT sector have been ringing the alarm bells about a skills shortage for more than a
decade, increasingly to a greater degree in recent years (Boisvert, 2007). A new survey shows that a growing shortage of IT
skills has put upward pressure on salaries as employers choose experienced workers over graduates....a continuation of what
[IT World Canada] calls a “sobering trend” will hurt economic growth and productivity “across all industries” (CBC, 2007).
The Information Communications Technology Council (ICTC) is projecting that there will be approximately 7,585 new
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computer science and engineering graduates which will meet 49%-75% of demand (2008). The remaining needs will be filled
through immigration with approximately 7,588 immigrants with ICT skills entering Canada annually (ICTC, 2008).

We see many global and Canadian hi-tech companies espousing commitments to diversity as a strategic direction to address
their employment needs as well as to respond to emerging markets (Webster, 2007). However, in spite of the espoused
commitments to diversity, challenges remain for visible minorities and women in the workplace. Specifically, studies have
found that visible minorities earn less money, and receive fewer promotions than white/Caucasians (HRSDC, 2005; Hum and
Simpson, 1999; Igbaria and Wormley, 1995; Pendakur and Pendakur, 1998). Women also earn less money than men (Blau &
Khan, 1992; Ranson and Reeves, 1996). Additionally, differences have been found between visible minority,
white/Caucasian, men and women employees’ subjective perceptions of their work experiences, which have been linked to
important business outcomes such as customer satisfaction, loyalty, profitability, productivity, and lower employee turnover
(Harter, Schmidt and Hayes, 2002).

These subjective perceptual measures include: organizational commitment, career satisfaction, relationships with managers
and colleagues, career advancement and development, and diversity and inclusion in the workplace (Catalyst and The
Diversity Institute, 2007; Donovan, Drasgow, and Munson, 1998; Greenhaus, Parasuraman and Wormley, 1990; Harter et al.,
2002; Kochan, Bezrukova, Ely, Jackson, Joshi, Jehn, Leonard, Levine and Thomas, 2003; Mowday, Steers and Porter, 1979).
More recently, the underutilization of foreign credentials has also been linked to business outcomes (Reitz, 2001, 2007).
Despite recent diversity efforts however, studies have shown that Blacks report lower commitment, lower careers
satisfaction, lower rates of advancement, less career support from their supervisors, and lower organizational acceptance than
white/Caucasians (Cox and Nkomo, 1991; Greenhaus, et al., 1990; Igbaria and Wormley, 1992; Igbaria and Wormley, 1995).
In addition, visible minorities are more likely than White/Caucasians to perceive that their foreign credentials are being
under-utilized (Catalyst and The Diversity Institute, 2007).

In comparison, studies have found that women are less committed to their organizations than men while their career
satisfaction changes over time, so that they become less satisfied than men by mid-career, although there is no difference
between genders in early career (Marsden, Kalleberg and Cook, 1993; Schneer and Reitman, 1994). Women also reported
lower levels of career support from their supervisors, and lower levels of organizational acceptance than men (Allen and
Griffeth, 1997; Johlke, et al., 2002). In light of the projected skills shortage, these differences between visible minorities’ and
white/Caucasian’s perceptions and men’s and women’s perceptions prompt us to examine these associations. A better
understanding of these associations, in turn, can highlight the foci for diversity initiatives.

Organizations choose to implement diversity initiatives to improve their bottom-line, form better relationships among
employees, address legal concerns, and/or to enhance social responsibility (Hood, 2003; Richard and Munthi, 2008; Wentling
and Palma-Rivas, 1998, 2000). If effective, diversity initiatives can facilitate inclusive environments where employees
embrace diversity, feel more satisfied with their careers, and are more committed to their organization (Ensher, Grant-
Vallone and Donaldson, 2001; Sippola, 2007). On the other hand, in-effective diversity initiatives can have negative effects
on employees and the organizations they work for (Richard, 2000; Sippola, 2007). Identifying and implementing ‘effective’
diversity initiatives has therefore become an important strategy for many organizations (Kulik, Pepper, Roberson and Parker,
2007).

Building on the previous literature this paper examines the differences in perceptions between visible minorities and
white/Caucasians and men and women and the intersection between visible minority status and gender. Although previous
research has extensively examined employees’ objective work experiences, employees’ workplace perceptions must also be
explored, because they affect business outcomes (Harter el al., 2002). This paper therefore proposes to contribute to the
literature by examining the gaps in workplace perceptions of visible minorities compared to white/Caucasians and men
compared to women.

RESEARCH QUESTIONS
Our study explores six inter-related questions including:

Are there differences between visible minority and white/Caucasian employees in Canadian ICT firms in the following
subjective perceptions? Similarly, are there differences between males and females?

1. Organizational commitment;

2. Career Satisfaction;

3. Relationships with managers and colleagues;
4

Career advancement and development;
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5. Diversity and inclusion; and
6. Educational attainment and credentials.
METHODOLOGY

This paper utilizes survey data collected as part of a larger study that examined career advancement of visible minorities in
corporate Canada (Catalyst and The Diversity Institute, 2007). A total of 43 organizations and firms that agreed to participate
were invited to complete an online survey which included open and close ended questions. Over 17,000 pre-managers,
managers, professionals and executives responded to the survey between October 2006 and February 2007 - a response rate
of 29%. Of these, 6783 were employed in ICT sector companies and we have analyzed these results below. Of the full-time
employees who responded, 53 percent were male and 50 percent possessed some forms of university education. The average
tenure with their respective organizations was 14 years, at an average age of 42 with an average salary of $79,861.There are
no discernable differences based on the demographic characteristics between the selected sample and the employees who
completed the survey with the exception of salary.

FINDINGS

T-test’s on the difference by gender and the difference by visible minority status were then undertaken to determine if the
groups were significantly different from one another.

Organizational Commitment

More than 80% of all respondents identified with their organizations core values. Furthermore, more than 85% of
respondents were proud to tell others that they were part of their employers organization, and more than 90% indicated that
they were willing to put in a great deal of effort beyond what is normally expected. Men were less likely than women (d=9%,
p<0.001) and visible minorities were less likely than white/Caucasians (d=11%, p<0.001) to intend to stay with their
organization. The interrelationship between these two variables can be seen in Figure 1 below.

White/Caucasian Women
White/Caucasian Men
Visible Minority Women

Visible Minority Men

0 20 40 60 80 100

Figure 1: Proportion of respondents who agreed/strongly agreed that they would stay with their organization.
Career Satisfaction

Visible minority (65%) respondents were also less satisfied with their progress towards meeting their overall career goals, in
comparison to white/Caucasian (78%) respondents (d=13%, p<0.001). Although the gap between white/Caucasian
respondents and visible minority respondents was larger there was also a gap between male and female respondents (d=8%,
p<0.001), such that 72% of men were satisfied, while 79% of female respondents were satisfied. Furthermore, of visible
minority respondents, 50% stated that they were satisfied with their progress towards meeting their income goals, in
comparison to 64% of white/Caucasians (d=14%, p<0.001). While 67% of white/Caucasians were satisfied with their
progress towards meeting their goals for advancement, only 52% of visible minorities were satisfied with their progress
(d=16%, p<0.001). Similarly, 63% percent of visible minorities reported as feeling satisfied with their progress towards
meeting skills development goals, compared to 72% of the white/Caucasian respondents (d=8%, p<0.001). The gap between
male and female respondents’ satisfaction with their progress towards meeting their goals for advancement (d=8%, p<0.001)
and the development of new skills (d=6, p<0.001), is smaller than the gap experience by visible minority respondents when
compared to white/Caucasian respondents.
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Table 1: Satisfaction with Progress towards Meeting Goals of White/Caucasian and Visible Minority Respondents

White/ Caucasian ~ Visible Minority Gender Visible

Goals Difference Minority
Female Male Female Male Difference
Overall Goals 82% 75% 69% 62% 8% ** 13%%***
Income Goals 68% 60% 53% 49% 8%0*** 1490 **

Advancement Goals 72% 63% 56% 49% 9P *** 16%***
Skills  Development
Goals 75% 69% 67% 62% 6% ** 8+

T-test significant at (* p<0.05), (** p<0.01), (*** p<0.001)

Relationship with Managers and Colleagues

Both men (71%) and women (73%) indicated that their manager provides them with helpful feedback (d=2%, p<0.05). In
contrast, 70% of visible minority respondents indicated that their manager provides helpful feedback about their performance
compared to 73% of white/Caucasian respondents (d=3%, p<0.01). When asked if they were treated fairly, 78% of visible
minorities agreed, compared to 85% of white/Caucasian respondents (d=7%, p<0.001). Furthermore, Visible minority
respondents (75%) believe that their manager evaluates their performance fairly, compared to 79% of white/Caucasian
respondents (d=5, p<0.01). More than 90% of all respondents indicated that their colleagues treat them with respect. While
89% of white/Caucasian respondents and 85% of visible minority respondents (d=5%, p<0.001) indicated that they receive
the support they need from other co-workers to meet their work objectives, there was less of a difference between male and
female respondents (d=1%, p<0.01). Sixty-six percent of visible minority respondents (women 69%, men 64%), compared to
77% of white/Caucasian respondents (women 78%, men 77%), agreed that their colleagues include them in informal
networking (d=11%, p<0.001), as can be seen in Figure 2 below.

White/Caucasian Women
White/Caucasian Men
Visible Minority Women

Visible Minority Men

0 20 40 60 80 100

Figure 2: Proportion of respondents who agreed/strongly agreed that their colleagues include them in informal networking.

Career Advancement and Development

When asked to comment on whether they believed “who you know” was more important than “what you know”, a higher
percentage of visible minority (70%) respondents agreed with the statement, compared to white/Caucasian (60%)
respondents (d=10%, p<0.001), as seen in Table 2 below. Furthermore, an even greater disparity is revealed between
white/Caucasian and visible minority responses (d=20%, p<0.001) to a statement that “people tend to recommend people of
their own ethnicity for high visibility assignments”, while there is very little difference between the opinions of males and
females (d=1%, p<0.01). A greater number of visible minority respondents (45% & 46%) believed that they are “held to
higher performance standards than their peers”, compared to the white/Caucasian respondents (32% & 34%) (d=13%,
p<0.001). Of the visible minority respondents 35% agreed that their organizations talent identification process is fair,
compared to 43% of white/Caucasians (d=8, p<0.001). Similarly, more visible minority respondents (54%) than
white/Caucasian respondents (37%) reported having fewer role models in their organization (d=17, p<0.001).
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Table 2: Career Advancement and Development Questions Responses of White/Caucasian and Visible Minority Respondents
White/ Caucasian Visible Minority Gender Visible

F 1 Mal F 1 Mal Difference Minority
emale ale emale ale Difference

I believe "who you know" (or "who

knows you") is more important than

"what you know" when deciding who 61% 599 69% 70% 1% 109%***
gets career development opportunities in

my organization.

I feel like I am held to a higher
performance standard than peers in my 34% 32% 46% 45% 19%** 20%***
organization.

In my organization, people tend to
recommend people of their own 10% 8% 27% 31% 1%* 13%**

ethnicity for high visibility assignments.

I believe my organization’s talent 429 449 35% 35% 1% 8O/ *
identification process is fair.

There are few role models for me in my 40% 35% 56% 539 39, 179%***
organization.

T-test significant at (* p<0.05), (** p<0.01), (*** p<0.001)

Diversity and Inclusion in the Workplace

Although there is a slight gap (d=1%, p<0.001) between the perceptions of male (82%) and female (83%) respondents in
relation to their organization’s efforts to create a climate supportive of all individuals, there is a larger gap between the
perceptions of visible minority (77%) and white/Caucasian (84%) respondents (d=7%, p<0.001). Visible minority
respondents (24%), more than white/Caucasian respondents (9%), agree that their organization devotes too little resources to
diversity programs (d=15%, p<0.001). When asked if their senior management demonstrate a strong commitment to cultural
diversity, 57% of white/Caucasians agreed, while only 41% of visible minorities agreed with the statement (d=17, p<0.001).

Table 3: Diversity and Inclusion in the Workplace Questions Responses of White/Caucasian and Visible Minority Respondents
White/ Caucasian Visible Minority Gender Visible

Femal Mal Femal Mal Difference ~_Vinority
emale ale emale ale Difference
My organization strives to create a S o
climate supportive of all individuals. 70% 74% 68% 66% 1% 7%

My organization devotes too little 9% 6% 18% 19% 20, 150, %
resources to diversity programs.

My senior management demonstrates a 44% 48% 31% 36% 0% *** 179%***

strong commitment to cultural diversity.
T-test significant at (* p<0.05), (** p<0.01), (*** p<0.001)

As can be seen in Table 4 below, 57% of both white/Caucasians and visible minorities indicated no knowledge of programs,
policies and practices that support the attraction, retention, development, or advancement of visible minorities in their
organizations. Of those who indicated knowledge of such programs, there was very little difference between the perceptions
of male and female respondents, although there was a significant difference between the responses of visible minority and
white/Caucasian respondents (d=1%, p<0.01 & d=29%, p<0.001, respectively).
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Table 4: Perceived Presence of Organizational Programs, Policies and Practices

White/ Caucasian Visible Minority

Female Male Female Male
Yes 36% 40% 24% 26%
No 5% 5% 17% 18%
Don’t Know 59% 55% 59% 55%
Total 100% 100% 100% 100%

Pearson Chi-Square Significance < 0.01.

Attainment and Recognition of Education Credentials

While there is a 9% difference (p<0.001) between the number of university educated males (54%) and females (45%), there
is an even greater difference between white/Caucasian (45%) and visible minority (64%) respondents (d=18%, p<0.001).

Table 5: Education of Visible Minorities and White/Caucasians

White/ Caucasian Visible Minority

Female Male Female Male
Less than high school 0% 0% 0% 0%
High school 23% 13% 12% 5%
College certificate/diploma 30% 33% 25% 21%
Bachelor's degree 34% 37% 42% 43%
Masters degree 8% 11% 13% 23%
PhD 0% 0% 0% 1%
Other professional degree/designation 5% 5% 7% 6%
Total 100% 100% 100% 100%

Pearson Chi-Square Significance < 0.01.

In addition, 3% of white/Caucasian respondents and 24% of visible minority respondents earned at least some of their
education outside of the United States, Canada, Australia, New Zealand, France, Germany or the United Kingdom (d=21%,
p<0.001). Of these respondents, 44% of visible minorities and 25% of white/Caucasians believe that their
education/credentials are recognized as being less than their Canadian equivalent (d=19%, p<0.001). Forty two percent of
visible minority respondents, in contrast to 27% of white/Caucasian respondents, feel that their education and training were
under-utilized in their current job (d=15%, p<0.001). Of the foreign educated/credentialed, 40% feel that their education and
training have been underutilized, compared to the 28% of respondents without foreign education or credentials (d=12%,

p<0.001).

Table 6: Perceived Acceptance of Foreign Education/Credentials by Employers, of White/Caucasians and Visible Minorities

White/ Caucasian Visible Minority

Female Male Female Male
Less than Canadian equivalency 23% 25% 37% 47%
Canadian equivalency 68% 75% 61% 51%
More than Canadian equivalency 9% 0% 2% 2%
Total 100% 100% 100% 100%

Pearson Chi-Square Significance < 0.01.
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Recognition of foreign credentials is one of the biggest barriers identified by respondents in the study, as can be seen in Table
6 above, as 39% of respondents deemed their credentials to be recognized as less than the Canadian equivalent.

ANALYSIS

While the results of the survey show that white/Caucasian women are slightly less satisfied than white/Caucasian men, the
biggest variance is found in comparing white/Caucasian and visible minority respondents. As this is a survey of professionals
who have been in the sector for an average of 10 years, survivor bias is an issue. That is, the respondents are women and
visible minorities who have persevered in spite of the barriers that they face. The survey findings indicate that there are
significant differences between the perceptions of white/Caucasian employees and visible minority employees and to a lesser
extent, between male and female employee respondents.

Specifically, we found

1) Visible minorities show less organizational commitment than white/Caucasian employees in Canadian ICT firms.
There is also a gap between male and female respondents but it is smaller.

2) Visible minorities show less career satisfaction than white/Caucasian employees in Canadian ICT firms. There is
also a gap between male and female respondents but it is smaller.

3) Visible minorities show less favourable perceptions of their relationship with managers and colleagues than
white/Caucasian employees in Canadian ICT firms. There is also a gap between male and female respondents but it
is smaller.

4) Visible minorities show less favourable perceptions of career advancement and development than white/Caucasian
employees in Canadian ICT firms believing that it’s “who you know, not what you know” and that “people tend to
recommend people of their own ethnicity for high visibility assignments”. There is also a gap between male and
female respondents but it is smaller.

5) Visible minorities show less favourable perceptions of diversity and inclusion practices than white/Caucasian
employees in Canadian ICT firms. There is also a gap between male and female respondents but it is smaller.

6) Visible minorities perceive that their educational attainment is less valued than white/Caucasian employees in
Canadian ICT firms. There is also a gap between male and female respondents but it is smaller.

The fact that these gaps were significantly greater between visible minorities and white/Caucasians, than between female
respondents and male respondents may suggest differences in expectations, or that the barriers to visible minorities are
greater. Not surprisingly, white/Caucasian respondents appear to be less aware of these issues.

DISCUSSION

In light of the labour market shortage, our findings are cause for concern for employers. Since employees’ workplace
perceptions have been linked to increased profitability and decreased employee turnover, they are important for employers to
be aware of. Like employers who have examined employees’ objective measures in the past to identify gaps and implement
equity and/or diversity initiatives and policies to fix them, this paper has examined employees’ subjective workplace
perceptions to identify gaps and suggest diversity initiatives and/or policies to address them.

Initiatives to Promote Diversity in the Canadian Workforce

Although this paper identified a gap in the perceptions of visible minorities and women compared to white/Caucasian and
male employees, initiatives to promote diversity are increasing in numbers. For example, the Multilingual Orientation Service
Association for Immigrant Communities (MOSAIC) funded by Service Canada offers support for immigrants and non-
English speaking citizens in the greater Vancouver area. MOSAIC offers programs for both employers and job seekers,
offering programs such as pre-screened applications, practicum placements, free postings and direct referral to employers to
make their employee such munch easier. They also offer employment assistant services, skilled immigrant assistance and
skills training to job seekers (MOSAIC, 2009). There are also programs sponsored by businesses such as Toronto Region
Immigrant Employment Council (TRIEC) which is sponsored in part by the Royal Bank of Canada (RBC) and Toronto
Dominion (TD) bank. TRIEC offers skilled immigrants an avenue for finding work in their field of interest (TRIEC, 2006)

As well as the increased number of initiatives and programs for diversity, there has also been an increase in the number of
companies implementing and promoting diversity practices. Prime examples of such companies include Nortel and EDS. At
Nortel the belief is that “a wealth of innovative ideas arises from a diverse workforce”, while also ensuring that their
management training includes diversity and equity compliance (Nortel, 2009). Similarly, the philosophy on diversity at EDS
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is that “the diversity of our people is what makes EDS different — and the things that make us different make us better” (EDS,
2009).

Implications: Towards an Integrated Approach

Given the gaps in workplace perceptions between visible minority and white/Caucasian employees and men and women
employees identified in this paper, we suggest that the ‘ecological model’ of change be used as a framework to guide the
development of future diversity initiatives. The ecological model of change is a model, adopted from public health (McLeroy
et al., 1988), that considers the complex interactions among individual factors, group factors, organizational factors and
societal factors which shape choices, create barriers and facilitate opportunities. Due to the lack of research on institutional
environments of organizations and the larger socio political-context of organizations we believe that future efforts must
address factors at the individual, organizational and societal levels.

At the individual level, focused programs aimed at equipping members of under-represented groups, with the knowledge,
skills and attitudes that will increase their chances of success are essential. Within respect to this paper, critical issues for
employees include:

Supportive relationships with managers and colleagues;
Open and transparent recruitment and promotion policies;
Organizational support for diversity;

Senior executive support for diversity;

Utilization of skills; and

Recognition of foreign credentials.

At the societal level, better policies and programs are needed to support visible minorities, women and other under-
represented groups. But more importantly perhaps, vigilance is needed to address the stereotypes and hidden barriers that
limit both aspirations and opportunities.

CONCLUSION

Our study found differences between visible minority and white/Caucasian employees’ subjective workplace perceptions and
men and women employees’ subjective workplace perceptions. In light of the skills shortage issues, organizations may
consider implementing diversity initiatives to improve their employees’ perceptions, and thus business outcomes. Given the
differences between the groups examined in this paper, in addition to the literature that found effective diversity initiatives to
increase profitability and decrease turnover, and in-effective diversity initiatives to have negative effects on organizations
however; diversity initiatives need to be tailored. To assist in this effort, this paper has provided some diversity initiative
examples, and proposed the adoption of the ‘ecological model” of change that if considered, could enable a more diverse and
profitable business.
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