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(ABSTRACT)

This dissertation cxamines some of the more subjective aspects of individuals’
expericnces of isolation within the context of racialized and gendered work organizations.
This research develops two constructs--institutional and social isolation--and attempts to
ascertain the extent to which racial and gender groups experience isolation similarly.
Other attitudes, such as intent to turnover, aflcctive commitment, and alichation, arc
analyzed with respect 1o feelings of isolation for these groups. Finally, because current
thinking has advocalcd the use of organizational interventions, such as mentoring
programs, to amcliorate individuals’ feelings of scparatcncsé within the organization, the
rclationship of mentoring to the aforementioned constructs was examined (or its
usclulness in understanding similaritics and differences between these groups.

This research extends previous work by providing support for new conceplualizations
of social isolation and isolation. It extends work done by Nkomo and Cox (1990) and
others who found that individuals who had achicved some objective mcasures of success

in organizations, still did not feel, subjectively, as if they were a part of the organization.
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Thus, the use of these isolation constructs will cxpand our knowlcdge of organizational
processes in examining groups based on gender and race/cthnicity.

The results indicate that isolation does exist on two dimensions: institutional isolation
and social isolation. Asian-Amecricans have higher levels of institutional isolation, and
Alrican-Amcricans have higher levels of social isolation than any other group. Femalcs
cxperience higher Ievels of social isolation--but not institutional isolation--than males.
There arc some differences when race and gender are examined simultancously in levels of
cxpericnced institutional and social isolation. Younger faculty feel more institutionally and
socially isolated than older faculty. There is no significant effect of the presence of
mentoring on institutional or social isolation; nor is there differential access to mentoring
relationships by race. However, females enter mentoring relationships in greater
proportions than males. There are also elfcels from cross-racial mentoring relationships.
Finally, there are no significant differences, by race or gender, in the Ievels of affective

organizational commitment or intent (o turnover.
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CHAPTER 1
INTRODUCTION TO THE STUDY OF THE
EFFECTS OF MENTORING ON SOCIAL AND
INSTITUTIONAL ISOLATION

The starting thesis of this study is straightforward: The basic problem of the
under—utiiization and under-representation of women and minorities in the management
hierarchies of U.S. organizations cannot be alleviated through the socialization techniques
of mentoring until the differential experiences of isolation are better understood for these
respective groups. While these experiences are felt at the individual level, they are tied to
the structural processes within the organization.

This chapter will outline the basic arguments relevant to this thesis, and it will pose
four research questions that are specific to this study: (1) Can isolation be measured on
two dimensions, institutional isolation and social isolation? (2) Do some racial/gender/age
groups have lower levels of institutional isolation and social isolation, on average, than
other groups? (3) What is the effect of formal and informal mentoring on isolation? and
(4) Even after controlling for group differences, is there a relationship between mentorship
and isolation?

Under-Utilization and Under-Representation of Women and Minorities

Many organizations invest a significant amount of time and financial resources in
attracting, selecting and training their workers. In fact, Taylor and Bergman (1987) cited
research suggesting that recruiting costs alone equal one-third of the new hire's annual

salary. Cascio (1991) suggests that when "proper” accounting figures are used to

compute the costs of separation, replacement and training in the event of turnover, large
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firms might annually expend sums in the six to seven figures. In addition, the American
Society for Training and Development (1986) reports that total training outlays may
exceed $30 billion dollars in U.S. industry. This is a tremendous corporate investment'jin
employees. Therefore, it is critical to organizations that recruits become full-fledged
organizational members.

A number of studies, in particular the Glass Ceiling Report (U.S. Department of
Labor, 1991), indicate that while more women and minorities are hired, their relative '
standing in organizations is unchanged. Morrison and Von Glinow (1990) cite a U.S.
government study (U.S. Office of Personnel Management, 1989) which shows that women
do not fare any better in government or educational institutions than they do in the
corporate world. In fact, in the Civil Service System, women held only 8.6% of the
positions of the Senior Executive Service levels, while most females were clustered in
lower-paying GS5-G10 levels (U.S. Department of Labor, 1986). Furthermore, Sandler
(1986) show that nationally, on average, each college and university employed only 1.1
senior women at the level of dean and above.

Of the few studies conducted on Asians and Hispanics, the results are equally
dismal. Lan (1988) found that only 2.2% of California's Career Executive Assignment
positions were held by Asians despite their substantial representation in positions which
would have qualified them for the higher-level positions. In addition, in a 1986 survey of
400 Fortune 1,000 companies, less than 9% of all managers were minorities, including

Blacks, Hispanics and Asians. These groups are encountering a number of impediments to
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their upward career mobility, despite their qualifications and preparation for successful
organizational experiences. In summary, individuals whose race and gender are different
from that of a majority of the workers within their organization may encounter additional
barriers to their organizational success. For example, they may have limited access to
sources of power within the organization; they may not be privy to the same information
network; or their performance may be perceived differently because of race and gender
characteristics.

The socialization literature suggests it is possible that developmental relationships
(such as mentorship) may help overcome some of the barriers to career success.
However, because of the above-mentioned and numerous other factors, organizations
may need to re-examine their human resource practices and policies, including their
socialization and mentoring practices, which may create barriers to their organizational
members' actual and perceived inclusion as full organizational members.
Individuals' Perceptions of Workplace Experiences

A considerable amount of research has been conducted on the workplace
experiences of individuals and how they adapt to, are in conflict with, and/or are changed
by organizations. This literature has developed independently in a number of different
disciplines. What is consistent is the notion that, for myriad reasons, individuals may
not feel included as full members of the organization. This feeling of exclusion may be (1)
the result of structural barriers that remove the individual from the "fruits of his/her labor";

or (2) an incongruence between the individual and the organization because of differences
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in values, attitudes, and norms; or (3) institutional isolation and social isolation, which
might occur because organizational structural barriers and individual differences result in
individuals experiencing the workplace differently. This last perspective is the focus of
this research. This sense of isolation shapes their perceptions of, and reactions to, their
experiences in the workplace including socialization practices of employers. Individuals'
feelings of exclusion may be moderated by organizational socialization practices such as
mentoring. Hence, in order to be effective, socialization programs (and in particular,
mentoring) will need to address and reduce this sense of isolation.

The study reported here initiates an examination of this perspective, by examining the
organizational context, then using several views of worker isolation, how it varies between
racial and gender groups, and the ways in which mentoring programs affect it.
Organizational Context of Diversity

The United States workforce has always been very diverse (especially when
compared to other societies), and the challenges of dealing with a culturally diverse
society have always existed. Organizations need to address diversity because (1) it makes
good business sense to fully utilize the capabilities of all organizational members; and (2) a
myriad of governmental regulations have serious consequences, financially and otherwise,
if one demonstrates that there is differential treatment of individuals in organizations (i.e.,
Civil Rights Act of 1991, Age Discrimination in Employment Act). The organization must
also address the needs of its incumbents whose attitudes may also be impacted by the

influx of minorities and women into the organization.
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These diversity issues with respect to race, age and gender have not been fully
addressed in the literature. This dearth of research may be because of the implicit theories
and assumptions of socialization researchers and the constituency (clientele) with whom
they worked. In many cases, the research has focused on white male managers whose
emphasis was on socialization for their own, predominantly homogeneous ranks but not
for the more diverse rank-and-file workers. Despite their increased numbers, women and
minorities still differ from majority males in their attitudes about workplace experiences.
Perceptions of institutional and social isolation may provide a plausible explanation which
accounts for differences in attitudes and subsequent career success of individuals in
organizations. This perspective examines the experience of individuals who are physically
a part of the group, but who may not perceive that they are members of the group because
of their individual characteristics (race, gender, and age) and/or organizational
characteristics (workforce composition, department, occupation). In fact, there may be
differences in values, attitudes, communication styles and patterns of interaction which
could affect the subsequent success of these groups within the organization as well as
overall organizational productivity. These individual-level manifestations of organizational

processes are the focus of this research.
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Research on Differential Work Experiences

A plethora of research has indicated that, regardless of whether objective or
subjective outcomes are measured, men and women experience the workplace differently
(Amott & Matthaei, 1991; Andersen & Collins, 1995; Kanter, 1977a; Larwood &
Gattiker, 1977; Noe, 1988a). In addition, the workplace experiences of Caucasians are
significantly different than those of African-Americans and other racial-ethnic minorities
(Bell, 1990; Cabezas, Lowe, Wong, & Turner, 1989; Greenhaus, Parasuraman & Mobley,
1990; Higginbotham, 1987; Nkomo & Cox, 1990) . Most research has followed one of
two lines. In examining objective outcomes such as organizational career mobility,
promotions, and pay, one stream has highlighted individual characteristics. Typically, the
employee has been found to be deficient or individuals in authority utilized biased
judgments in their assessment and treatment of other individuals in the organization. The
other research stream has emphasized an examination of organizational characteristics,
such as internal career ladders or sex ratios.

Similarly, studies of more "subjective” experiences indicated that some groups do
not feel as though they are a part of the organization (Kram, 1985; Nkomo & Cox, 1990;
Noe, 1988a). Research has accounted for this "unwelcome" feeling by examining
individual differences in the workplace and has assigned the "cause" of the problem or lack
of belongingness to some type of individual differences. For example, some research has

used human capital theory to show that some groups are ill-prepared for inclusion. Other
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research has examined organizational programs which worked (or failed), such as
socialization processes.

These streams of previous research have traditionally assumed a gender- and race-
neutral and value-free organizational context in which these phenomena occurred. A
gender- and race-neutral and value-free context is one in which individuals are assumed to
have organizational experiences in which their race and gender do not matter--that is, one
experience fits all individuals--and in which there is no explicit or implicit organizational

!
value system. These assumptions are not made explicit but are tacitly understood. Little
work has been conducted which examines the notion that imbedded attitudes, policies and
practices affect the way individuals experience the organization.

However, recent critical scholarship has challenged such assumptions, by arguing that
we can explain empirical data better with a theoretical framework that assumes from the
outset that there are structures in place that have a negative impact on women and
minorities. These scholars (Acker, 1992; Collins, 1990; Nkomo, 1992; Cox, 1990,

Cox & Nkomo, 1990; Thomas & Alderfer, 1988) have explored power and privilege
relationships in organizations, thereby challenging traditional assumptions about
organizations and how they affect and are affected by individuals. This alternative
approach posits the necessity of examining the subjective experiences and objective
outcomes of individuals in relation to the gendered and racialized context of the

organizational structure.
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Importantly, this perspective does not assume individual intentionality. That is,

through its focus on structures, it does not assume that the privileged group (Caucasian
males) is either aware of being privileged or consciously acts to maintain their pﬂvileéed
status. Rather, an organizationally gendered or racialized context maintains implicit
values and norms that are historically and culturally derived and not the direct
consequence of any single individual’s actions.

Race, gender, and class vary across cultures and are imbedded in social institutior}s
and, hence, in organizational structures. Andersen and Collins (1995) argue that social
institutions exert powerful influences on everyday life, and that they serve as conduits for
race, class and gender oppression (and its reverse, privilege) in society. In fact, social
institutions are built from and reflect the historical and contemporary patterns of race,
class and gender relations in the society at large. Thus, social institutions and practices
have developed in relation to and based upon the experiences of those with the greatest
amount of power. As a result, historically, in the United States, women and minorities
have been subjected to policies and practices which, regardless of any particular
individuals, have been geared toward benefiting Caucasian men. Indeed, because
organizations and social structures are both racialized and gendered, women and
minorities have not been afforded the same opportunities or outcomes as men. In all
likelihood, again, this "objective" deck has been stacked unknowingly as it has developed

out of the “taken-for-granted” experiences and world view of those with privilege.
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Regardless of individual intent, the outcome is incontrovertible--that women and
minorities have not gained the same success as their Caucasian male counterparts.

The key issue is that if we can look at organizations within a culture-driven
context, we may find new solutions to old problems--solutions that will benefit the
organization in the twenty-first century, when the diversity of the workplace will be
greatly increased. In fact, if U.S. organizations are going to remain competitive, they will
need to be able to assess accurately and to use wisely the talents of all organizational
members. Socialization practices are one method organizations have utilized to
acculturate individuals in an attempt to facilitate newcomer development. From a
practical perspective, mentoring is the primary socialization practice the literature
supports as enabling individuals to overcome barriers to career success.
Mentoring as a Vehicle to Overcome Career Barriers

Mentoring may facilitate the development of individuals by providing them with
both information and social cues. Mentors may serve as intermediaries for the individual
within the organization, and that visual sponsorship might facilitate more positive
perceptions of the individual's capabilities and outcomes. In addition, the existence of a
formal (organizationally sponsored and sanctioned program) and informal (program where
the individuals have met and agree to enter into relationship and participate as mentor and
protégé) mentoring program may result in different outcomes in terms of career success
(Chao, Walz, & Gardner, 1992; Dreher & Ash, 1990; Hunt & Michael, 1983; Kram,

1985).
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This literature also suggests that race and gender status may affect one's access
to mentoring relationships (Ragins, 1989; Ragins & Cotton, 1991; Ragins & McFarlin,
1990; Thomas, 1990; Thomas & Alderfer, 1989). In many instances, the barriers which
restrict or make access more difficult also make the acquisition of the mentoring
relationship more critical. These barriers or challenges may exist because of gender and
racial differences in communication style, perceptions of sexual impropriety when there
are cross-gender relationships, lack of opportunities for minorities to have same-race
relationships due to the lack of availability of similar others with whom one can identify
and other cross-cultural differences. Furthermore, individuals may differ in their
perception of what the mentoring functions are (and should be) because of their race and
gender statuses. This perception may also serve as a barrier to their attainment of career
success.
Institutional Isolation and Social Isolation View of Worker Exclusion

Institutional isolation, as conceptualized in this research, expands on prior
conceptualizations of isolation (Seeman, 1959; Srole, 1956) by examining whether
isolation has two separate dimensions, institutional isolation and social isolation. This
proposed conceptualization of alternative dimensions of institutional and social isolation
and their application in organizationai settings will expand our understanding of these
phenomena in the world of work as they impact women and minorities in the workplace.

The use of this proposed approach is even more critical when one considers the challenges

10
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of developing a sense of inclusiveness when individuals come from very diverse
backgrounds.

Unlike the previous conceptualizations of alienation by Srole and Seeman, isolation
(specifically, institutional and social isolation) as conceptualized here, examines neither
valuelessness nor ignorance of nor lack of adherence to group standards. [See Appendix 1
for a history of alienation and anomie]. Rather, it applies Rook's (1984), Durkheim's
(1951), and others' concept of psychological isolation to individuals within organizations.
That is, the present study examines the degree to which an individual, as an organizational
member, feels separate and apart from his or her peers and superiors on both social and
institutional bases. This conceptualization considers a more fundamental issue of how
individuals interact with organizations so that certain individuals experience the
organization differently from others. Much of the alienation literature, and in it the
constructs of alienation and anomie, focuses on individuals' sense of hopelessness and
powerlessness in events that affect their lives. That perspective is beyond the intended
scope of this research. Furthermore, this perspective does not embrace the concept of
anomie or its conceptualization of the utilization of any legitimate or illegitimate means to
attain societally approved goals. Rather, this proposed perspective considers ways in
which the organization and individual can engage in activities through which both
individual and organizational goals can be met. Finally, this perspective examines how the
existing organizational values and attitudes might be different than that of incoming, and

generally more diverse, employees. However, it does not consider the individual's
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rejection of the organizational values or attitudes. It does, however, raise the question of
whether the existing value system may be counter to the needs, values and attitudes of
these diverse employees, thus necessitating a different organizational view with respect to
socialization.

Possible Contributions of Research

This research contributes to the literature in several very important ways. First, it
examines some of the more subjective aspects of individuals' experiences within the
context of a racialized and gendered work organization, wherein men, Caucasian women
and racial-ethnic minorities (both male and female) experience the workplace in
systematically different ways. Specifically, two constructs--institutional and social
isolation--are developed and used to ascertain the extent to which racial and gender
groups experience isolation. In addition, other attitudes, such as intent to turnover,
affective commitment, and alienation are examined in relation to isolation.

Second, because current thinking has advocated the use of organizational
interventions, such as mentoring programs, to alleviate individuals' feelings of being
separate and apart from the organization, the relationship of mentoring to institutional
isolation and social isolation is examined for its utility in understanding similarities and
differences in organizational experiences.

This research extends previous work by providing support for the new

conceptualizations of social isolation and development of institutional isolation; it
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examines workplace experiences in the racilaized and gendered context in which they
unfold; and it helps explain work done by Nkomo and Cox (1990) and others who found
that individuals who had "done the right things" and had achieved some objective
measures of success in organizations, still did not feel, subjectively, as if they were a part
of the organization.

Thus, the use of these isolation constructs, which had not been previously utilized in
this fashion, will expand our knowledge of organizational processes in examining both

-

genders and several races/ethnicities within organizations. It also develops the mentoring
literature, as it examines mentorship as a moderator between individual and organizational
characteristics and isolation. Finally, it examines the interactive effect of race and gender
on one’s organizational experiences. This research targets the experiences of African-
American women, whose organizational experiences have not been significantly examined
in the literature. However, because the experience of other racial/ethnic minorities may be
conceptually and empirically similar, the experiences of Hispanic-Americans and Asian-
Americans are also examined.

In summary, the research examines the relationship between individual and
organizational characteristics and attitudes (specifically, institutional and social isolation)
by linking the socialization and the race relations literatures. It examines the socialization

literature via mentorship. If it can be established that individuals experience institutional
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and social isolation and that mentoring moderates the strength of the relationship between
individual and organizational characteristics and isolation, organizations may need to

customize their mentoring programs to address these diverse needs.
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Chapter 2
Literature Review
The purpose of this review is to present the salient literature which examines the

hypothesized relationship between individual and organizational characteristics,
institutional and social isolation, and mentoring. In addition, this literature
review explicates the perspective of a racialized and gendered organizational context in
which these workplace experiences occur. This chapter presents (i) the theoretical
background for understanding racialized and gendered organizational contexts, (2) the
conceptualization of isolation, and (3) the problem statement and conceptual model.
Theoretical Perspectives

A number of different schema have been developed to categorize theories which
examine the differences between work experiences of men and women, within and across
races. For example, O'Neill (1985) classified economic theories as role differentiation
versus discrimination theories; Coverman (1988) compared and contrasted individualist
and structuralist explanations; Reskin and Hartmann (1986) discussed women's choices
versus labor market choices; and Stevenson (1988) analyzed neoclassical, systemic/
structural, and radical views of organizational experiences. This study adopts a
framework that is consistent with the categories used by Morrison and Van Glinow

(1990), who differentiated between individualist, discrimination, and structural theories.
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