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Get a Handle on the Issues

“The advancement of women at Microsoft is
essential to achieving our mission of
enabling people and businesses throughout
the world to realize their full potential. As
a software company, our principal asset is
our intellectual creativity and ingenuity, so
we must recruit and retain all kinds of
smart people. And we must be inclusive in
order to understand and serve our millions
of customers. A diverse workforce is simply

vital to the success of our business.”

—Steve Ballmer, CEO, Microsoft
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In 2001, Catalyst began building our knowledge about women in the high tech industry with our study,

Leadership Careers in High Tech: Wired for Success. We outlined career strategies and paths to success

based on what we learned from 30 leading women and men managers in ten high tech companies. From

this study, as well as other Catalyst research, we know that while women are visible and successful in this

industry, there are still very few at senior levels.

To delve deeper into the issues facing women in this industry, Catalyst conducted a series of roundtable

discussions with 73 women and men leaders managing major business functions at 27 technology 

companies.We discussed where women are in the high tech field, identified barriers to women’s advancement,

and brainstormed solutions to these barriers. We also conducted interviews with companies regarding 

policies and programs that are already in place to recruit, retain, and advance women.

What exactly is holding women back? Our roundtable participants described the following top barriers to

women’s advancement:

1. The corporate culture at many high tech companies is exclusionary and does not support women’s

advancement.

2. The demands of work and careers are at odds with having a commitment to family and personal responsibilities.

3. Women feel isolated because they lack role models, networks, and mentors.

4. Companies don’t strategically and objectively identify and develop talent.

These barriers are familiar to Catalyst, but some of our findings might surprise those working in the high

tech industry. The lack of women in senior positions in technology companies is not just an educational

pipeline issue. And while the high tech industry greatly values meritocracy, the most commonly raised 

barrier—the lack of acceptance of women—was raised equally by men and women. In addition, work/life

issues were not the only concerns raised.

With Bit by Bit: Catalyst’s Guide to Advancing Women in High Tech Companies, Catalyst provides a 

comprehensive toolkit, including four guides complete with company examples and action steps, that will

help high tech companies understand the importance of these issues and develop corporate-wide strategies

to address them. It is our hope that this study will lead to sustainable change and the advancement of

women in this critical industry.

Ilene H. Lang

President

Catalyst

FOREWORD
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“I am proud to be part of a company that has recognized, since
our founding nearly a century ago, that workforce diversity is far
more than an obligation—or even a moral imperative. Diversity
is a way of life. We have always believed that victory with the
customer begins with a heterogeneous workplace, and having a

workforce diverse in thought is as important as a workforce
diverse in culture.”

—Nicholas M. Donofrio, Senior Vice President, Technology and
Manufacturing, IBM Corporation 
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Introduction
High tech is an exciting, evolving, and still relatively new industry—one that has changed the way we look

at work and careers, as well as our daily lives. Characterized by dramatic ebbs and flows in the labor 

market, the field is extremely competitive and must constantly manage and respond to the fast pace of

technological change. In 2001, Catalyst began to build our knowledge of this important industry with our

study, Leadership Careers in High Tech: Wired for Success—released the same year we launched our

Western Region office in San Jose. Based on interviews with women and men from ten of Silicon Valley’s

top high tech companies, the report provides a roadmap to help entry- and mid-level managers make

smart career moves.

Building on our 2001 findings, as well as our knowledge of women’s representation in the high tech industry,

Catalyst embarked on a new study to delve deeper into the issues facing these women. During the fall of

2002 and winter of 2003, we conducted a series of roundtable discussions, bringing together business

leaders from various high tech companies in the United States. These roundtables provided us with an 

opportunity to share information about where women are in the field, identify industry-specific and 

organizational barriers to women’s advancement, and brainstorm ways to advance women in this critical

industry.

We set out to address the following questions, which roundtable participants were asked to consider prior

to the meeting:

w What are the one or two most critical issues companies currently face in terms of promoting gender 

diversity within their business?

w What organizational practices in your company have been most helpful in terms of advancing 

women in high tech?

w What organizational practices could be tried that might result in a greater representation of women 

throughout the management pipeline? What hasn’t been done to your knowledge but could be 

considered?

w Are you aware of organizational best practices at companies in other industries or sectors that might 

contribute to diversifying the gender mix within the industry? 

w What systematic, industry-wide benchmarking efforts, if any, make sense?

w Are there particular issues related to technically trained women and their advancement that need

to be addressed?

Advancing Women in High Tech: Get a Handle on the Issues 
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In the months following the roundtable discussions, we also conducted interviews with representatives

from high tech companies to learn more details about effective programs and policies mentioned in the

roundtables. All of our findings, summarized in this overview, are part of Catalyst’s comprehensive toolkit—

including three guides complete with company practices and useful recommendations—designed to help

you get the most out of your workforce. After all, as the workforce diversifies, companies that succeed at

recruiting, retaining, and advancing women and people of color will be the companies that win.

Background: Sharing Our Knowledge
Voices from the Field

In Leadership Careers in High Tech: Wired for Success, Catalyst

outlines career strategies and paths to success based on what

we learned from 30 leading women and men managers in ten

top high tech companies. Most of the men interviewed shared

their belief that the industry is a meritocracy where companies

have open, fluid cultures and a strong emphasis on performance

and results. They explained that the low number of women in

senior positions was due to the lack of women in technical roles. The women participants agreed that the

industry highly values performance. However, they also described experiencing obstacles to advancement

related to preconceptions about how women should behave and felt isolated because there were few

women in the industry for much of their careers. They noted that “who you know” still makes a 

difference in terms of advancement to the most senior levels. Mentors were extremely important to the

success of the women in the study. The women did not view the “lack of women in the pipeline” as the

rationale for the low number of women in senior positions. In fact, the study found that a technical degree

and/or an engineering education was not necessary to rise to the officer level in the companies studied,

as only 8 of the 18 officer-level participants had such backgrounds.

The Numbers: Where are Women in High Tech?  

Catalyst’s knowledge about women in high tech also comes from our censuses. We conduct biennial 

censuses of the board directors, corporate officers, and top earners for companies on the Fortune 500 list.

Our findings, in combination with information on the U.S. labor force, provide a clear picture of how

women, who represent half of the managerial workforce, are much less prevalent in senior positions of

power, authority, and decision-making.

Advancing Women in High Tech: Get a Handle on the Issues 
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1 Catalyst, Leadership Careers in High Tech: Wired for Success (2001): p. 35.

Is the high tech industry a meritocracy?2

“It’s partly myth, partly true. You have to do
two things. You have to add value, and you
have to make sure you are recognized for that
value. The meritocracy is not automatic.”

—Man-of-color participant
Leadership Careers in High Tech1
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The Catalyst Pyramid

Technology companies have a smaller percentage of women employees compared to the labor force 

statistics above. A recent article reviewed federal employment data to analyze the representation of

women in the workforce of tech companies in the Silicon Valley. The article reported that, in 2000, women

were 32 percent of the workforce, and primarily office workers, in the ten highest-grossing companies,

down from 35 percent in 1996.2 At the more senior levels, Catalyst censuses show that women in technology

companies in the Fortune 500 represent 12.2 percent of board seats and 11.0 percent of corporate officer

positions, substantially lower percentages than the Fortune 500 overall.3

Women in Fortune 500

At the same time, of the eight women who now lead Fortune 500 companies, three head technology 

companies: Carleton S. Fiorina of Hewlett-Packard Company, Anne M. Mulcahy of Xerox Corporation, and

Patricia F. Russo of Lucent Technologies.4 There are also many examples of highly successful women in high
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tech who participated in the Catalyst roundtables. Women are visible and successful in this industry, yet

their representation at senior levels continues to be much lower than their overall representation in high

tech companies.

The Pipeline Issue: Women in Technical Education

Much attention has been given to the issue of developing technical talent in the United States, focusing

on education at the high school and college level. The technical skills and knowledge needed to create new

technologies requires extensive training, and businesses in this industry want to ensure that a next 

generation of talent will be available. There has been growing concern about the low numbers of girls who

choose to study computer science and engineering and women who enter college programs focusing on

these subjects.5 Women, who comprise 46.5 percent of the labor force and earned 57.3 percent of all 

bachelor-level degrees in 2001, earned only 27.7 percent of the bachelor-level computer and information 

sciences degrees awarded by U.S. academic institutions that year.6

Bachelor’s Degrees Awarded by U.S. Academic Institutions in 2001

This number is of special concern because it represents a decrease from 1984-85 when women were

awarded 37 percent of all computer science degrees.7

Dr. Denice D. Denton, Dean of Engineering at the University of Washington, explained:

“At the bachelor’s level in engineering, the percent of women graduating annually is about 19 to 20
percent, and it’s been stuck there for about ten years.... Every percentage point above that is very 
difficult to achieve. We’re at 24 percent at UW, and we’re working hard to get to that. When you get
to the Ph.D. level, it’s about 15 percent at the national level.”

Advancing Women in High Tech: Get a Handle on the Issues 
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Granted, women do comprise a smaller proportion of graduates from technical education programs. But the

“pipeline” is not just about women entering the workforce after college graduation. The pipeline stretches

through the staffing levels within an organization. Women can lose out at every turn in the organizational

pipeline. A major goal of the roundtable discussions was to discuss the organizational pipeline and to 

understand why the number of women drops dramatically as professionals move up that pipeline.

The Management Pipeline

Methodology
Roundtable Discussions

To learn about the barriers for women in high tech and brainstorm solutions for overcoming them, we

talked directly with women and men leaders managing major business functions in technology companies.

These are the people who are responsible, on a daily basis, for the design, development, marketing, and

support of company products.

Five roundtables were conducted. Seventy-three women and men leaders from 27 technology companies

participated in the five meetings. For the purposes of the study, Catalyst defined “high technology” as 

companies in the business of designing, developing, selling, and servicing computer hardware or software,

telecommunications, and Internet services.The 27 companies participating in the study included a wide range

of company type: large and small, new companies and those with substantial histories, hardware and 

software manufacturers. In addition, the President of the Anita Borg Institute for Women and Technology and

the Dean of Engineering at the University of Washington each participated in one of the roundtables.

Advancing Women in High Tech: Get a Handle on the Issues 
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The meetings were a half-day in length and included about 15 participants each:

1. On December 4th, 2002 at IBM Corporation in Armonk, New York, hosted by Elizabeth J. Smith, General

Manager and Managing Director for GE, one of IBM’s largest customers. Since the roundtable, Smith has

been promoted to the position of General Manager of IBM’s Global Industrial Sector.

2. On February 24, 2003 at Intel in Santa Clara, California, hosted by Patricia Murray, Senior Vice President

of Human Resources.

3. On March 3, 2003 at Dell in Round Rock, Texas, hosted by Thurmond Woodard, Chief Ethics Officer and

Vice President, Global Diversity. Paul McKinnon, Senior Vice President, Human Resources, welcomed the

group.

4. On March 21, 2003 at Microsoft in Redmond, Washington, hosted by Orlando Ayala, Group Vice

President, World Wide Sales Marketing & Services. In May 2003, Ayala became Senior Vice President of

the Small and Midmarket Solutions & Partner Group (SMS&P).

5. On April 10, 2003 at American Electronics Association (AeA) headquarters in Santa Clara, California,

hosted by Lorrie Norrington, Executive Vice President, Office of the CEO, Intuit. Executive Director of the

AeA, Steve Blanton, welcomed the group.

We also conducted a focus group with nine women from one company who were identified as future leaders

by their business units.

Participating Companies: Agilent Technologies Inc.; ARC International; Cisco Systems, Inc.; Computer

Associates International, Inc.; Dell; Endwave Corporation; Hewlett-Packard; IBM Corporation; Intel; Intuit

Inc.; Lightbridge, Inc.; LSI Logic Corporation; Lucent Technologies; Metrowerks; Microsoft; National

Semiconductor Corporation; Oracle Corporation; PeopleSoft Inc.; Qpass Inc.; SeaTab Software; Sun

Microsystems, Inc.; Texas Instruments; Unisys Corporation; Western Digital Corporation; Xerox

Corporation; Xilinx, Inc.; Yahoo! Inc.

Participating Companies: Industry Groupings

Computer Hardware 7

Computer Software & Services 7

Electronics 6

Telecommunications 3

Consumer Products (Durables) 1

Diversified Business Services 1

Media—Internet & Online Content 1

Software Development 1

Advancing Women in High Tech: Get a Handle on the Issues 
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The roundtable participants make up a diverse group of senior leaders. Catalyst specifically set out to

include leaders with a variety of roles and determined not to focus on tech jobs alone. Of the 75 participants,

51 (68 percent) are women and 24 (32 percent) are men. Twenty-nine (39 percent) are people of color—

19 women and 10 men. Nearly all participants hold titles at the director/manager level and above:

w Fifty (67 percent) hold titles at the vice president level and above.

w Fourteen are corporate/executive/senior vice presidents and three are CEOs.

w Two hold the highest titles for technology roles: senior fellow and chief engineer.

Business responsibility ranges from managing a specific industry relationship to developing business strategy

to designing products. Eighteen (24 percent) have responsibility for human resources or diversity 

initiatives. The names, titles, and companies of the participants are listed in Appendix A.

Additional Interviews 

During the roundtable discussions, Catalyst learned about many programs and practices already underway

that recruit, retain, and advance women in technology companies. In the months following the roundtables,

we conducted follow-up phone interviews with company representatives from participating companies—

as well as other companies in the field—to gather detailed information about these and other practices.

The results of these interviews are synthesized in three guides included in this toolkit:

w Make Work/Life Effectiveness Work

w Use Mentoring and Networks to Win

w Identify and Manage Your Talent 

Each describes detailed examples, practices, advice, and recommendations useful in addressing the major

barriers identified in the roundtables. These guides provide solutions for supervisors and line managers,

human resources managers, individual women, and senior leaders.

Advancing Women in High Tech: Get a Handle on the Issues 
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As discussed in the introduction, the lack of women in technical training programs obviously creates a

pipeline challenge for women in the high tech industry. Catalyst is aware of this issue—as are all of our

roundtable participants—and we recognize that efforts should be made to increase the number of women

in these programs. But we also know the pipeline extends into companies, and the lack of women leaders

in the high tech industry is based on a number of other issues specific to individual companies and the

industry as a whole. Many participants agreed that technology companies can increase the number of

women leaders in the industry by focusing on women currently in their workforce. As one woman vice

president explained:

“I think the [educational] pipeline is…a long-term solution—it’ll take 10, 15, 20 years. We’re also
focused on how we can be better 12 months from now. That’s the difficulty of getting energy around
that. But that is the way to address the problem.”

In our roundtable discussions with 75 women and men, we asked participants to identify the most important

barriers to women’s advancement in high tech. Their responses can be categorized into four main barriers:

1. The corporate culture at many high tech companies is exclusionary and does not support

women’s advancement.

2. The demands of work and careers are at odds with having a commitment to family and 

personal responsibilities.

3. Women feel isolated because they lack role models, networks, and mentors.

4. Companies don’t strategically and objectively identify and develop talent.

These barriers are familiar to Catalyst—they are consistent

with barriers cited in our studies on women’s experiences

in other industries.8 But some of our findings may be 

surprising to those working in the high tech industry. The

lack of women in senior positions in technology companies

is not just an educational pipeline issue.And while the high

tech industry greatly values meritocracy, the most commonly

raised barrier—the lack of acceptance of women—was

raised equally by men and women. In addition, work/life

issues were not the only concerns raised. Finally, all of the

barriers raised are solvable. Companies can make a 

difference in terms of developing and advancing women.

Advancing Women in High Tech: Get a Handle on the Issues 

8

CHAPTER 2: ROUNDTABLE FINDINGS—BARRIERS TO WOMEN’S
ADVANCEMENT

How the barriers were identified:
The roundtable participants were asked to each
document, on index cards, what they thought were
the three most important barriers to women’s
advancement in high tech. The cards were 
displayed and provided a focus for much of the 
discussion. The cards were also returned to Catalyst
and analyzed in order to understand consensus and
priorities. There were 218 usable cards. The findings
presented here reflect the material written on the
index cards, as well as notes from the discussions
elaborating on the information on the cards.
Catalyst, in our analysis, created the categories and
groupings for the barriers.

8 See for example:
Catalyst, Women in Law: Making the Case, 2001.
Catalyst, Women in Financial Services: Word on the Street, 2001.
Catalyst, Women in U.S. Corporate Leadership: 2003, 2003.
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1. The corporate culture at many high tech companies is exclusionary and
does not support women’s advancement.
By far, the most frequently listed barrier has to do with the attitudes toward women commonly held within

the corporate cultures and the lack of commitment to changing those attitudes. This barrier was raised in

all five roundtables. In addition, this barrier was most frequently cited by women as well as men. Thirty-

one percent (67 index cards) of the documented barriers relate to this category.

Participants reported that stereotypes about women’s roles and abilities still permeate the cultures and

women often do not feel accepted. They also said senior leaders, in general, do not understand the issues,

communicate their commitment to diversity, or hold managers accountable for diversity goals. The 

attitudes described by the participants are a serious problem, as they influence and sustain the other 

barriers they identified.

Myths about women’s talents, ambitions, and commitments. This barrier comes up in every study

Catalyst conducts. The roundtable participants described a number of assumptions that women face related

to their abilities and aspirations:

w “Women will drop off to have a family.”

w “Women will not do whatever it takes to get the job done.”

w “Women aren’t good enough compared to men.”

w “Women are not natural leaders.”

w “Women can’t manage—they’re too emotional.”

w “Women can’t travel because they have children.”

w “Women’s role in society is as a temporary worker, not an equal.”

One woman vice president described how women are perceived as emotional:

“Men still have a very low comfort level with women on the job. They’re afraid we’re going to cry on
the job. And I want to stand up and say, ‘I will never cry on the job.…’ Not only does that mean men
do not feel comfortable with women, but they are afraid to give them honest feedback. If you don’t
get honest feedback, you can’t improve.” 

Another participant explained the influence of individual experiences and expectations around gender roles:

“Leadership bases their expectations of women in the workplace on what they know from their own
lives. So, if they come from a family where the mother stayed home, or if they have a stay-at-home wife,
this influences how they treat women at work. Their expectations are based on what they’ve been
exposed to.”  

Advancing Women in High Tech: Get a Handle on the Issues 
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Lack of acceptance of women, especially in leadership roles. A number of participants described 

cultures that do not accept diversity or respect those who are different from the norm. There was a great

deal of discussion about company cultures that reward a narrow leadership style and the ways this may

be different from the personal styles of many women.

A woman vice president explained that the expectations of style are related to assumptions about behaviors

expected and accepted from women and people of color:

“… passion from an African-American woman is sometimes met with resistance. There is this perception
of ‘What gives you the right to speak that way?’”

This issue is about style, but also about what styles women are allowed to have and how comfortable the

culture is in including women.

One woman noted:

“Lots of successful, high-ranking, young men are still not comfortable with women.” 

Another woman vice president reported:

“Speaking up can have risks—you are seen as not being committed or you are a bitchy woman.”

Lack of explicit commitment to diversity from senior leaders. A lack of senior-level commitment to

diversity was raised as a barrier. Some participants noted that senior leaders don’t care about the issues.

Some said these leaders don’t understand the issues. Others described cultures with very narrow views of

how leaders behave and a tendency to be most comfortable hiring people that fit the mold. One woman

described the lack of women leaders at her company:

“There are still so few women. All of the management meetings and key decisions (on promotions, etc.)
are made almost exclusively by white men who are often not aware of their biases.”

Participants also commented on the need for senior leaders to focus on metrics, setting performance 

objectives, and ensuring that the best people get the jobs. A man vice president noted:

“It is important to have a champion who measures it, preaches it, and creates a standard and 
accountability. A champion holds people accountable.” 

Advancing Women in High Tech: Get a Handle on the Issues 
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2. The demands of work and career are at odds with having a commitment to
family and personal responsibilities.
Another barrier to women’s advancement described in all five roundtables has to do with managing a

career and a family. Many participants simply wrote “work/life balance.” Others provided more insight

about the specific difficulties women face. This issue reflects 16 percent (35 index cards) of the documented

barriers. However, women predominately identified this barrier (19 percent of the women’s responses),

with few men noting this concern (9 percent of the men’s responses). The fact that this was the least 

prevalent barrier is interesting, given the demands of the industry and the tendency to attribute the small

numbers of women to the difficulties of managing a career in the industry with a family.

Participants described the demanding pace of work in high tech companies. Some aspects of their concern

are directly linked to the cultures that drive these companies and reflect the lack of comfort with flexible

schedules and career breaks.

Inflexible demands of the work schedules/hours. Careers in the technology industry are often

described as involving long hours, as many participants described in the roundtables:

w “The hours expected (conference calls on weekends, nights) are seen as a badge of honor and are 
impossible to keep if someone else does not take care of the home front.”

w “Most tech companies are global and require a lot of travel and late night/early morning meetings 
to accommodate time zones.  Women who have primary responsibility for their kids have trouble
with these requirements.”

w “Engineering culture that operates with late night meetings, extended travel as the norm puts 
disproportional social pressure on women, especially mothers and single parents.”

Insufficient support for flexible schedules and sabbaticals. Participants also reported the need for

programs to allow women and men to manage the competing commitments of careers and family. They

asked for flexible work arrangements and sabbaticals—and the ability to use them. These types of 

programs help to retain employees, allowing them to gain experience and develop their skills, albeit at a 

slower pace.

Stereotypes about the contributions women with family responsibilities can make. Another 

difficulty participants described is that women face many negative assumptions about their contributions

based on their family responsibilities.

Incompatible career-building and family-building cycles. Several women noted the ways in which the

career-building cycle doesn’t fit with the family-building cycle, explaining that most career moves happen

in key childbearing years. They wrote about the difficulty/impossibility of taking time away to raise 

children and then reenter the workforce. One participant shared:

Advancing Women in High Tech: Get a Handle on the Issues 
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“It’s very difficult to get off the track and get back on. So if you don’t make it by the time you’re 40,
it’s hard to do that five or ten years later. You might want to step back for a number of years, but then
you might want to re-engage and get back into that path that’s going to get you to the next level.”  

One young woman from our high-potential focus group explained:

“If you’re at a point in your life where you’re starting to hit barriers and you feel like there’s too much
stuff going on in your personal life, you don’t see what you’re going to have beyond that, if you don’t
have a career path that you’re on. You are sort of overwhelmed—this is a job not a career—and you
bail out. As opposed to having five or ten rough years when you have kids but there’s something after
that, you can have a career.” 

3. Women feel isolated because they lack role models, networks, and mentors.
A third barrier, especially for the women participating in the roundtables, concerns women’s feelings of

being “outsiders” within technology companies. This barrier was also identified in all five roundtables, by

men as well as women. Twenty-two percent (47 index cards) of the documented barriers focus on this

problem.

One woman, recently promoted to vice president, explained how it feels to be “alone:”

“I was at an executive summit yesterday and there were 390 people. It’s representative of our industry—
it’s the best and the brightest out there. One woman of color was in that room and that was me, and
maybe 10 to 15 women. Most men in the room don’t notice that. I’m sitting there thinking ‘God, it’s
lonely in here.’”

This barrier is of course linked to the other barriers. Less-inclusive company cultures are also not as likely

to have senior women in positions to serve as role models, sponsors, networks of information and learning,

or mentors. And, in companies without formal, transparent approaches to developing talent, important

information about career paths and options is communicated through informal relationships, often 

inaccessible to “outsiders” to the culture.

Lack of role models. Many participants described the lack of senior women as a barrier to women’s

advancement. They also noted the importance of having a range of models that vary in terms of personal

style, values, and behaviors. As one participant explained:

“If you don’t see people who look like you in roles you might aspire to, then over time, you start to
wonder if you really aspire to that role or not. And I know in my company, there are very few women
senior leaders in the line roles.”  

Participants also described the need for other types of role models: examples of different styles of leadership,

leaders who spend time with family or community activities, and women in technology roles. A woman

senior vice president described one way these role models can help:

Advancing Women in High Tech: Get a Handle on the Issues 
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“When I started a family, I thought to myself, ‘How am I going to handle this?’ I talked about balance
with women and mentors who had already done it.  I was told that you figure out how to fit something
in your day. You learn that you can move this or give up that. You start to figure it out. It works. Balance
motivates you. You become more efficient.  Had I gone to a man, he would not have understood.” 

Lack of access to networks and relationships. Participants also identified a lack of access to critical

information about how decisions are made, what opportunities are important and available, and how to

play politics, the “rules of the game.” This information is primarily transmitted through relationships and

informal networks with decision-makers and successful executives. Women were described as “not being

part of the club.” Networks can also help women learn how to handle the specific issues they may face.

One young woman from our focus group of high-potentials explained the importance of networks:

“It’s almost more important at the informal part: the intangible networking, the stuff that goes on in
the halls on a daily basis, the types of communications that do or don’t occur between men and
women…For example, a lot of the men or mentors that I talk to say the reason they stay here is because
of the people they work with. If you don’t feel that kind of connection, whether it’s women or men,
you’re just going to come to work because it’s work.” 

Lack of mentors. Participants reported that there aren’t enough mentors who provide ongoing guidance

and coaching about what to do and what not to do. For example, one man commented:

“[There] is not enough focus on mentoring at the senior level—hands-off Darwinism doesn’t move the
culture.”

4. Companies don’t strategically and objectively identify and develop talent.
Many of the roundtable participants, men and women alike, described the things companies should be

doing to develop talent—the lack of this effort was seen as a barrier to the retention and advancement

of women. This major category reflects 23 percent (50 index cards) of the identified barriers.

Participants agreed that companies need to put more effort into:

w Ensuring that all talent has access to the jobs that provide critical experience

w Tracking or monitoring how objectively performance is managed

w Providing effective leadership development programs

w Effectively identifying and developing high-potentials

w Investing in building a diverse pipeline

Not having access to key experiences. Participants described the importance of “difficult” jobs—”hot”

jobs that help executives develop general business knowledge about finance, marketing, customer service,

and big-picture focus. They reported that women aren’t considered for those positions and that it is seen

as risky to place women in those positions. One man explained:

Advancing Women in High Tech: Get a Handle on the Issues 
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“Women need more access to high-profile feeder jobs for high-level management and technical staff.”

A woman of color with a senior line position said:

“You have to say no [to offers of staff positions]. You get to understand early on that, when you are
selecting a career path, you can get locked in. You don’t know how many administrators I’ve met who
are capable of so much more, but the growth path within the company will not allow them to do that.
Someone has to tell you.”

Minimal focus on metrics and objective performance management. Several participants pointed out

that high tech companies aren’t focusing on ensuring that staffing decisions and performance 

management systems are objective. They described the need for better monitoring and accountability 

systems. One person commented:

“Preference is the key driver of decisions, not meritocracy.” 

Insufficient leadership training programs. Some participants noted the need for programs that

improve the management and leadership skills of first- and second-level managers. They also described a

need for formal mentoring programs to develop women and men as future leaders. A man senior vice 

president talked about the skills needed:

“Any kind of leader has to be able to get things done through other people. You need to be able to
influence various people with different styles. Influencing skills are key to success. The most important
thing is to be versatile—it  becomes a core competency.” 

Limited systems for identifying and developing talent. Several participants identified the need to

define career paths more clearly, so executives and managers can make effective decisions about their

career choices. One women participant noted:

“Women can get on the job with coaching over time, but it would be helpful to have companies do a
better job of training them on what it takes to be successful more rapidly at the executive level.”

Lack of investment in building the pipeline. Participants also noted that companies need to be more

effective in their hiring practices and emphasized the importance of attracting and hiring qualified women.

Many raised a concern about retaining the women who are already in the company. For example, one

woman senior vice president commented:

“Women opt out to go to smaller and medium-sized companies where there are opportunities for
women…. I came out of running a 15,000-person organization in a large company and had an 
opportunity to run my own thing and sort of accelerate my skill base in a different way. I think the 
challenge for big companies is attracting the talent back at a senior level.… How do large companies
expect to keep women once they’ve seen what else is out there?”  

Advancing Women in High Tech: Get a Handle on the Issues 
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How can high tech companies more effectively recruit, retain, and advance
women?
A major portion of the roundtable discussions centered on how technology companies could more 

effectively recruit, retain, develop, and advance women. Based on those conversations and the barriers

identified during the meetings, it is clear that in order to make change, technology companies need to

understand the importance of these issues and develop corporate-wide strategies to address them.

Building on the participant recommendations and Catalyst’s history of work in helping companies advance

women, Catalyst recommends that high tech companies create more inclusive work cultures and work

processes.

The overarching solution is to create an effective diversity strategy that clearly communicates the value of

diversity to the business and the leadership. This critical first step will specifically help to overcome the

most frequently cited barrier from the roundtables—the exclusionary environment women face in many

high tech companies. A man vice president described a view of how to make change around this issue:

“You have to decide as a corporation that it matters to you…. The focus of the work needs to be direct-
ed at the top of the organization, and you have to begin to change that part of the organization before
change really happens underneath.… I would skew my attention to the top of the organization in the
early stages.”

Another participant emphasized the importance of creating a diversity initiative for all employees, not just

women:

“The advancement of women in business is really a subset of the whole diversity and inclusion issue. If
a company really values diversity, then you convince your people that it’s a bottom line impact—because
you can’t possibly attract the best and brightest if you’re only going after 40-year-old white males. The
whole diversity thing is key. I don’t think a company can succeed in attracting and retaining the best
and brightest women if they don’t value diversity beyond women.”

Implementing effective diversity strategies involves several steps. First, a company’s senior leaders must

build and communicate their commitment to making change. Then, accountability measures and metrics

should be created to track the progress and results of the initiative. Addressing stereotyping within the

organization as well as providing a range of leadership models is also critical.9 Finally, refine internal 

systems and processes.

Advancing Women in High Tech: Get a Handle on the Issues 
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CHAPTER 3: ACTION STEPS FOR INDIVIDUAL
HIGH TECH COMPANIES

9 For more information about creating an effective diversity strategy, refer to Catalyst’s Making Change series.
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Create effective approaches to flexibility and work/life

support.

1. Create a flexible work environment.

2. Provide and support career path flexibility.

3. Provide support for personal responsibilities.

*See Make Work/Life Effectiveness Work guide

Provide opportunities for mentoring and networking.

1. Create structured mentoring programs, internal and external.

2. Create opportunities for women to network and connect

with each other.

3. Connect to professional women’s associations.

*See Use Mentoring and Networks to Win guide

Institute inclusive approaches to talent identification

and development.

1. Offer effective executive and management training programs.

2. Create transparent talent identification programs.

3. Provide tools and resources to support career planning and

development.

*See Identify and Manage Your Talent guide

The demands of work and

careers are at odds with

having a commitment to

family and personal 

responsibilities.

Women feel isolated

because they lack role

models, networks, and

mentors.

Companies don’t strategically

and objectively identify

and develop talent.

Once your company’s diversity strategy is in place, the additional steps outlined below will help you 

overcome the other main barriers described by the participants and, in turn, recruit, retain, and advance

women.
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How can technology companies work together to advance women?
Participating senior business leaders also voiced strong opinions about how the industry, as a whole, needs

to focus on and address the issue of advancing women within the industry. Based on these opinions and

Catalyst’s extensive research on the advancement of women across industries, the following 

recommendations center on working across companies to gather relevant information, educating leaders,

moving women into positions of authority, and focusing on the technical pipeline.

à Gather better information about how women are doing in the industry.

“Companies should identify more data on first line managers in high tech companies (demographics,
representation, promotions). This will help to define the problem and find a solution. I think everyone
should agree to share representative data and trends in management.”

—Male Executive Vice President

Gather benchmarking data clarifying the representation of women and people of color:

w By company level and business unit

w In promotion figures and succession plans

w In retention figures

w In executive development and leadership programs

w In technical compared to non-technical tracks

Conduct research on turnover to learn why women leave the industry.

à Delineate the business case for diversity in the high tech industry.

“It’s difficult to walk into a manager’s office and talk about diversity. There needs to be a business case
—some measure to show that diversity helps the bottom line.” 

—Female Vice President

Measure the impact of diversity on the high tech industry. For example, use case studies to 

illustrate the contributions of women and diverse teams and to provide evidence of the costs

to the business of turnover.

à Share company practices that actually succeed in recruiting, retaining, and
advancing women.

“Where’s the big bang for the buck? A company cannot do all of these things. What two to three things

17

ADVANCING WOMEN IN HIGH TECH: GET A HANDLE ON THE ISSUES

CHAPTER 4: ACTION STEPS FOR THE HIGH TECH INDUSTRY 
AS A WHOLE

This is Copyrighted Material



should we focus on? I want to know what barriers, if I remove them, will lead to change.”   
—Female Vice President

Share best practices and how they work:

w Diversity initiatives

w Mentoring programs

w Employee networks

w Flexible work programs

Implement successful mentoring and networking practices across companies, especially for 

senior and technical women.

à Educate CEOs and senior leaders about the issues.

”Invite COOs and CEOs of these companies to debrief the research. Get that group of people to see the
data, to see the research, to have their own dialogue.”

—Male Vice President

Conduct a CEO summit.

w Clarify the importance of having women in high tech.

w Document what women bring to the industry.

Continue to hold forums like these roundtables on a regular basis.

à Move women into positions of authority.
Find ways to place women business owners and women in senior roles in large companies on

the boards of smaller companies in the industry.

à Focus on filling the technical pipeline with girls and women.

“There are so many kids, teachers, and parents who think that we, in this room, have greasy hair, wear
pocket protectors, and sit in offices by ourselves calculating.  They feel it’s like working in a vacuum—
a dehumanized vacuum. And who wants to do that? And that’s our challenge to get a very different
message out about what people in our workforces do.”  

—Roundtable Participant

Attract women and people of color into the educational pipeline.

w Highlight role models.

w Create mentoring relationships.

w Create an industry-wide agenda to address this problem.

Advancing Women in High Tech: Get a Handle on the Issues 
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The participants in the roundtables included:

1. Elizabeth Allen, Vice President, Corporate Communications, Dell 

2. Brian Arbogast, Corporate Vice President, Microsoft 

3. Margaret Ashida, Director, Corporate University Relations, IBM Corporate Technology, IBM Corporation

4. Orlando Ayala, Senior Vice President, Small and Midmarket Solutions & Partner Group, Microsoft 

5. Ethel Batten, Vice President, Human Resources, Lucent Technologies 

6. Nancy Bhagat, Senior Vice President, Marketing, Computer Associates International, Inc.

7. Julie Biagini, Senior Vice President, Finance and Administration, CFO, Endwave Corporation

8. David Bickley, Vice President and Manager of IT Operations, Texas Instruments

9. Jae Borgard, Director, Program Management, Client Product Group, Dell 

10. Beth Bull, Vice President and Treasurer, Texas Instruments

11. Ted Childs, Vice President, Workforce Diversity, IBM Corporation

12. Michael Cockrill, Vice President, Solutions Architecture, Qpass Inc.

13. Yolanda Conyers, Director, Global Diversity, Dell 

14. Laverne H. Council, Vice President, Global Technology Development and Services, Dell 

15. Chris Cournoyer, Board Director, Stride Rite and GTECH (formerly President and COO, Lightbridge Inc.)

16. Gustavo De La Torre, Global Diversity Manager, Intel 

17. Denice D. Denton, Ph.D., Dean of Engineering, University of Washington

18. Sholeh Diba, Director of Technology Assessment, Xilinx, Inc.
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APPENDIX A: LIST OF PARTICIPANTS

Host of IBM Corporation Roundtable (December
4, 2002)

Elizabeth J. Smith is General
Manager of IBM’s Global
Industrial Sector. She is
responsible for the marketing,
sales, and service of IBM 
e-business solutions to 
thousands of customers
worldwide in the automo-
tive, aerospace and
defense, electronics, and

chemical and petroleum industries.

Prior to her current assignment, Ms. Smith was the
General Manager and Managing Director for
General Electric, one of IBM’s largest and most
highly valued customers. In this role, she worked
closely with GE’s executive teams to discuss
strategic business issues, share key business and
technology strategies, and ensure high customer

satisfaction and loyalty. Ms. Smith also had profit-
and-loss management responsibility for the GE
account globally, covering all IBM brands, and
for extending the share growth of the IBM portfolio.

Ms. Smith was previously the General Manager
for Customer Solutions, Sales, and Distribution.
Other former assignments include: Vice President,
Global Technical Support, Sales, and Distribution;
General Manager, Industry Services Executive,
IBM Global Services; General Manager for the
Asia Pacific Systems Integration business.

Currently, Ms. Smith serves as a member of the
National Association of Female Executives (NAFE)
and has received the NAFE “Woman of
Achievement” award. She also serves on the IBM
Women’s Council and is the IBM relationship
executive for Carnegie Mellon University,
Pittsburgh. Ms. Smith holds a B.S. degree from the
University of San Francisco.

This is Copyrighted Material



19. Carlene M. Ellis, Vice President, Finance and Enterprise Services Director, Diversity and Education,
Intel (retired)

20. Art George, Vice President, High Performance Manager, Texas Instruments

21. Jon Gibson, Corporate Vice President, Human Resources, LSI Logic Corporation

22. Terry Godfrey, Director, Human Resources Research, Intel 

23. Brian L. Harrison, Corporate Vice President and General Manager, Fab/Sort Manufacturing, Intel 

24. Jeanette K. Harrison, Director, Knowledge and Learning, Intel 

25. Christine Hemrick, Vice President, Technology Policy and Consulting Engineering, Cisco Systems, Inc.

26. Sharon Holt, Vice President, America’s Field Operations, Agilent Technologies Inc.

27. Robert W. Johnson, Vice President and General Manager, North America Regional Operations,
Worldwide Sales and Services, Unisys Corporation

28. Cheryl Jones, Vice President, Microsoft Alliance, Corporate Marketing, Unisys Corporation

29. Duy-Loan Le, Senior Fellow, Texas Instruments

30. Kai-Fu Lee, Corporate Vice President, Microsoft 

31. Dr. Françoise LeGoues, IBM Distinguished Engineer, Director, Innovation and Technology, Application 
Management Services, IBM Corporation

32. Alexandra Loeb, Corporate Vice President, Microsoft 

33. Marguerete Luter,Vice President, Global Bid Management, Global Infrastructure Services, Unisys Corporation

34. Ellen Mager, F17 Manufacturing Manager, Intel 

35. Kristi Marchbanks, CEO and President, SeaTab Software

36. Suzann McMahon, Director of Recruitment and Talent Acquisition, Computer Associates International, Inc.

37. Jackie McNab, Senior Director, Systems Reliability, Western Digital Corporation

38. Marise Mikulis, Energy Industry Manager, Microsoft 

39. Sandra K. Morris, CIO, Vice President of e-Business, Intel 

40. Joyce Murata, Consultant, Global Inclusion and Diversity Group, Sun Microsystems, Inc.

41. Patricia Murray, Senior Vice President and Director, Human Resources, Intel 

42. Lorrie Norrington, Executive Vice President, Office of the CEO, Intuit Inc.
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Host of Intel Roundtable (February 24, 2003)

Patricia Murray is Senior Vice
President and Director of
Human Resources for Intel.
She is responsible for 
ensuring the company hires,
develops, and retains the
best and brightest employees
in the industry globally. She is
also responsible for providing
world-class technology-based

support and service to Intel’s 80,000-plus 
employees worldwide.

Murray first joined Intel in 1990 as an attorney in
the Human Resources’ legal staff. She was 
promoted to Manager of the Human Resources’
legal staff in 1992, a position she held until her
promotion to Vice President and Director of
Human Resources in 1996. Murray has been a
Corporate Vice President since 1997 and
became a Senior Vice President in 2003.

Murray was born in Detroit, Mich., and received a
B.A. from Michigan State University, a B.S. from
Saint Louis University, and a J.D. at the University of
Michigan in 1986.
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43. Dr. Sharon Nunes, Vice President, Emerging Businesses, IBM Corporation

44. Michele Parry, Vice President, Finance, Marketing and Strategy Organization, Sun Microsystems, Inc.

45. Steven H. Price, Vice President, Americas Human Resources, Dell

46. Karen Quintos, Vice President, Dell Americas Customer Experience and Operations, Dell 

47. Erik Renaud, Vice President, US Enterprise Sector, Microsoft 

48. Lou Santora, Vice President, Learning Strategy and Development, Cisco Systems, Inc.

49. Vicki S. Scott, Director, System Test, Metrowerks

50. Shari Simon, Senior Vice President, Strategy, Technology Business Unit, Oracle Corporation

51. Jim Sinocchi, Director, Diversity Communications, IBM Corporation

52. Liz Smith, General Manager, Global Industrial Sector, IBM Corporation

53. Mary Snapp, Vice President, Deputy General Counsel, Microsoft 

54. Mike L. Splinter, President and CEO, Applied Materials, Intel 

55. Cindy Stanphill, Director of Global Inclusion & Diversity, Imaging & Printing Group, Hewlett-Packard 

56. Lauren States, Vice President, Technical Sales and Deployment, Software Group, IBM Corporation

57. Jeanna Stavas, Director of Program Management, Metrowerks

58. Steve Sutton, Vice President, ASIC, Texas Instruments

59. Edward Sweeney, Senior Vice President, WW Human Resources, National Semiconductor Corporation

60. Richard Terrell, Vice President, Nonstop Hardware Development, Hewlett-Packard 

61. Sandi Thomas, General Manager, Southern California District, Microsoft 

62. Trisa Thompson, Vice President Legal, US Consumer Businesses, Dell 

63. Brian Truskowski, General Manager, Storage Software, IBM Systems Group, IBM Corporation

64. Sophie Vandebroek, Chief Engineer, Xerox Corporation, and Vice President, Xerox Engineering Center,
Xerox Corporation

65. Alma Vigo-Morales, Director, Global Diversity, Agilent Technologies Inc.

66. Tim Villanueva, Executive Vice President and General Manager, Yahoo! Resumix, Yahoo! Inc.

67. Robin L. Washington, Senior Vice President and Corporate Controller, PeopleSoft Inc.
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Host of Dell Roundtable (March 3, 2003)

Thurmond Woodard serves
as Chief Ethics Officer and
Vice President, Global
Diversity at Dell. In this role,
he directs the company’s
internal and external diversity
initiatives.

Prior to joining Dell in
October 2000, Mr. Woodard

served as President and Chief Operating Officer
for Atlanta-based R. Thomas Consulting and
Training where he coached and advised CEOs
and senior leaders of multinational companies in
formulating policies and implementing strategies

in all areas of diversity, including workforce and
marketplace. He also spent 17 years at Johnson
Wax, serving as Director of Finance in Europe and
later as General Manager for one of their 
consumer and industrial product businesses. He
also served as Vice President and General
Manager of an international division of Flexel,
Inc., where he grew the European and Australian
businesses. Mr. Woodard holds a bachelor's
degree in Accounting from Hampton University.
He serves on Catalyst's Advisory Council and on
the Board of Advisors for the Diversity Best
Practices Council. Mr. Woodard was named one
of the 50 Most Important African-Americans in
Technology by the editors of blackmoney.com
and souloftechnology.net.
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68. Claudette Whiting, Senior Diversity Director, Microsoft 

69. Telle Whitney, President, Anita Borg Institute for Women and Technology

70. Maggie Wilderotter, Senior Vice President, Business Strategy, Microsoft 

71. Janice F. Wilkins, Vice President, Finance and Enterprise Services; Director, Internal Audit, Intel 

72. Barbara Williams, Human Resources Program Manager, National Semiconductor Corporation

73. Thurmond Woodard, Chief Ethics Officer and VP Global Diversity, Dell 

74. Haig Yaghoobian, Senior Vice President, Corporate Development, ARC International

75. Al Zollar, General Manager; iSeries, Systems Group, IBM Corporation

Advancing Women in High Tech: Get a Handle on the Issues 

22

Host of AeA Roundtable (April 10, 2003)

Lorrie Norrington, Executive
Vice President, serves as part
of Intuit’s Office of the CEO,
which includes Steve
Bennett (CEO) and Scott
Cook (co-founder). As a
member of the Office of the
CEO, Ms. Norrington drives
company-wide initiatives
and provides specific 

leadership for small business.

Ms. Norrington joined Intuit in August 2001 after
leaving General Electric, where she held a variety

of leadership positions over a 20-year career.
Most recently as President and CEO of GE FANUC,
a global manufacturing automation solutions
business with more than $750 million in revenue
and 2,000 employees worldwide. Prior to this role,
she led a wide variety of complex businesses
including Electrical Components, Electrical
Equipment, and Global Vascular Diagnostic
Imaging across several GE businesses including
GE Medical, GE Exchange, GE Capital, and GE
Industrial Systems.

Ms. Norrington holds a B.S. in Finance and
Marketing from the University of Maryland and an
M.B.A. from Harvard Business School.

Host of Microsoft Roundtable (March 21, 2003)

Orlando Ayala now serves
as Senior Vice President of
the Small and Midmarket
Solutions & Partner Group
(SMS&P), leading a worldwide
effort focused on helping
Microsoft Corp., its 
customers, and industry
partners realize the significant
opportunity for growth in the

largely untapped small and midmarket business
segments. Ayala and the SMS&P team work with
Microsoft's seven business unit leaders to drive
sales and marketing efforts to provide 
comprehensive business solutions for small and
midmarket customers. In addition, Ayala and the
SMS&P leadership oversee the company’s 
channel efforts, supporting a large worldwide
partner network, which creates a range of 
solutions to help customers meet their unique
business needs. At the time of the roundtable,
Ayala was Group Vice President of Worldwide
Sales, Marketing, and Services Group, providing
leadership on strategies, policies, and programs
that integrate the activities of Microsoft’s sales
and service partners with the needs of Microsoft
customers, including enterprise customers, small
and midsize organizations, educational 

institutions, application developers, and 
consumers, throughout the world. Before taking
this role, Ayala served as Senior Vice President for
the South Pacific and Americas Region.

Ayala joined Microsoft in May 1991 as Senior
Director of the Latin America Region, which he
expanded from two to nine subsidiaries over four
years and oversaw a 90-percent increase in
regional revenues. He also has held the position
of Senior Vice President of Microsoft’s
Intercontinental Region, where he was responsible
for investment and growth strategies in developing
markets such as Africa, India, the Mediterranean
and Middle East, Latin America, Southeast Asia,
and the South Pacific. Within three years,
Intercontinental Region revenue doubled in
growth from $500 million to more than $1 billion.

Before joining Microsoft, Ayala spent ten years
with NCR Corp., where he held international
assignments, including that of Sales Director for
NCR Mexico. From 1985 to 1988, he was a Product
and Sales Manager at NCR’s headquarters in
Dayton, Ohio, where he was responsible for NCR’s
UNIX product line in Africa, Latin America, and the
Middle East.

Ayala holds a bachelor’s degree in
Management Information Systems.
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Technology companies interested in creating more inclusive work environments for women can learn from

the Catalyst materials listed here.

Women’s Advancement
Advancing Women in Business (Jossey-Bass, 1998)
Becoming a Diversity Champion, Making Change series (2002)
Cracking the Glass Ceiling: Strategies for Success (2000)
Creating a Business Case for Diversity, Making Change series (2002)
Developing a Diversity Recruitment Strategy, Making Change series (2002)
Leadership Careers in High Tech: Wired for Success (2001)
MBA Grads in Info Tech: Women and Men in the Information Technology Industry (2000)
Passport to Opportunity: U.S. Women in Global Business (2000)
Tackling Resistance to Diversity Efforts, Making Change series (2002)
Tapping Women for Global Assignments, Making Change series (2002)
The Next Generation: Today’s Professionals, Tomorrow’s Leaders (2001)
Using Metrics to Support Workplace Diversity, Making Change series (2002)
Women Entrepreneurs: Why Companies Lose Female Talent and What They Can Do About It (1998)
Women in U.S. Corporate Leadership: 2003 (2003)
Women Scientists in Industry (1999)

Women of Color
Advancing African-Americans in the Workplace:What Managers Need to Know (to be published Spring, 2004)
Advancing Asian Women in the Workplace: What Managers Need to Know (2003)
Advancing Latinas in the Workplace: What Managers Need to Know (2003)
Moving Women of Color Up the Ladder, Making Change series (2002)
Women of Color in Corporate Management: Opportunities and Barriers (1999)
Women of Color in Corporate Management: Three Years Later (2002)
Women of Color Executives: Their Voices, Their Journeys (2001)

Work/Life
A New Approach to Flexibility: Managing the Work/Time Equation (1997)
Assessing Your Work Environment, Making Change series (2002)
Building a Flexible Workplace, Making Change series (2002)
Flexible Work Arrangements III: A Ten-Year Retrospective (2000)
Making Work Flexible: Policy to Practice (1996)
Two Careers, One Marriage: Making it Work in the Workplace (1998)

Mentoring and Networks
Be Your Own Mentor (Random House, 2001)
Creating Successful Mentoring Programs: A Catalyst Guide (2002)
Creating Women’s Networks (Jossey-Bass, 1999)
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Catalyst’s efforts related to the project involved the hard work and dedication of many staff. President

Ilene H. Lang’s vision, leadership, and experience in high tech strengthened our understanding of this

industry. Marcia Brumit Kropf, Ph.D., former Vice President of Research and Information Services, provided

project oversight and led the analysis and writing efforts. Senior Associate Nicole H. Johnsen managed the

project, soliciting roundtable participation, facilitating discussions, conducting data analysis, and drafting

reports. Lisa Ayala managed the data collection of company practices with help from Andrea Juncos, Kara

Patterson, and Zaid van Giffen. Kara Helander, Vice President for the Western Region, partnered with the

research department and led a number of the roundtables. Ebele Okobi-Harris organized roundtable 

participants and facilitated discussions. Susan Black, Vice President for Canada and Research in the United

States, provided guidance and direction. Jan Combopiano led the secondary research efforts. Donya

Williams fact-checked the report and Kika Castañeda facilitated the approval process of company practices.

We are grateful to Meryle Mahrer Kaplan, Lisa Levey, Meredith Moore, Emma Sabin, Jo Weiss, and Elaine Shi

Wun Yu for their issue expertise. Catalyst also thanks Katherine Tobin, Ph.D., former Senior Director at

Catalyst, who designed the study before returning to the high tech industry.

Nancy Guida, Vice President of Marketing and Strategy and Public Affairs, provided ongoing advice and 

guidance, as well as oversight for the editorial and production phase of the study. Andrea Juncos and Kara

Patterson edited the report and Regina Chung, with assistance from Adam Cohen, created the design for the

materials.We are grateful to the Public Affairs team, under the direction of Johanna Ramos-Boyer, former Vice

President of Public Affairs, for their work on publicizing the project. We would like to give a special thanks to

Eastwick Communications for their collaboration with the Public Affairs team to promote this study.

We would also like to thank Mary Tatarian, Program Manager, IBM Workforce Diversity Women’s

Initiatives, for her support with setting up our pilot roundtable activity.

Special thanks to former Catalyst President Sheila Wellington for sustaining our commitment to 

understanding the high tech industry.

Finally, we thank our sponsors: Microsoft, Dell, IBM Corporation, and Intel.

Advisors
Gustavo De La Torre, Global Diversity Manager, Intel 

Maria S. Ferris, Manager, Work/Life & Women’s Initiatives, IBM Corporation

Jeanette K. Harrison, Director, Knowledge and Learning, Intel

Trisa Thompson, Vice President Legal, US Consumer Businesses, Dell 

Claudette Whiting, Senior Diversity Director, Microsoft

Thurmond Woodard, Chief Ethics Officer and Vice President Global Diversity, Dell 

Advancing Women in High Tech: Get a Handle on the Issues 

24

ACKNOWLEDGMENTS

This is Copyrighted Material



CATALYST BOARD OF DIRECTORS

Chair
Thomas J. Engibous 
Chairman, President & CEO
Texas Instruments

Treasurer
Barbara Paul Robinson, Esq.
Partner
Debevoise & Plimpton

Secretary
Douglas N. Daft
Chairman & CEO
The Coca-Cola Company

The Lord Browne of Madingley
Group Chief Executive
BP p.l.c.

Tony Comper
Chairman & CEO
BMO Financial Group

Michael J. Critelli
Chairman & CEO
Pitney Bowes Inc.

Ann M. Fudge
Chairman & CEO
Young & Rubicam Inc.

Christopher B. Galvin
Chairman & CEO
Motorola, Inc.

Cinda A. Hallman
President & CEO
Spherion Corporation

William B. Harrison, Jr.
Chairman & CEO
J.P. Morgan Chase & Co.

Charles O. Holliday, Jr.
Chairman & CEO 
DuPont

Jeffrey R. Immelt
Chairman & CEO 
General Electric Company

Ann Dibble Jordan
Consultant

Andrea Jung
Chairman & CEO
Avon Products, Inc.

Karen Katen
President, Global Pharmaceuticals
Pfizer Inc

Marie-Josée Kravis
Senior Fellow
Hudson Institute

Ilene H. Lang
President
Catalyst

Dawn G. Lepore
Vice Chairman
Charles Schwab & Co., Inc.

Edward M. Liddy
Chairman, President & CEO
The Allstate Corporation

John J. Mack
Vice Chairman & CEO
Credit Suisse First Boston LLC

Reuben Mark
Chairman & CEO
Colgate-Palmolive Company

C. Steven McMillan
Chairman, President & CEO
Sara Lee Corporation

Anne M. Mulcahy
Chairman & CEO
Xerox Corporation

Joseph Neubauer
Chairman & CEO
ARAMARK

Katherine Ortega
Former Treasurer of the U.S.

Henry M. Paulson, Jr.
Chairman & CEO
The Goldman Sachs Group, Inc.

Joseph A. Pichler
Chairman 
The Kroger Company

Judith Rodin
President
University of Pennsylvania

Stephen W. Sanger
Chairman
General Mills, Inc.

Martha R. Seger
Former Member—Board of 

Governors of the Federal 
Reserve System

Cam Starrett
Executive Vice President
Nestlé USA, Inc.

James S. Turley
Chairman & CEO
Ernst & Young LLP

G. Richard Wagoner, Jr.
Chairman, President & CEO
General Motors Corporation

Lawrence A. Weinbach
Chairman, President & CEO
UNISYS Corporation

John D. Zeglis
Chairman & CEO
AT&T Wireless Services

John H. Bryan
Retired Chairman & CEO
Sara Lee Corporation

J. Michael Cook
Retired Chairman & CEO
Deloitte & Touche LLP

Reuben Mark
Chairman & CEO
Colgate-Palmolive Company

John F. Smith, Jr.
Chairman
General Motors Corporation

Chairs Emeriti, Catalyst Board of Directors

This is Copyrighted Material



Advancing women in business

NEW YORK

120 Wall Street, 5th Floor

New York, NY 10005

tel/ 212-514-7600

fax/ 212-514-8470

SAN JOSE

2825 North First Street, Suite 200

San Jose, CA 95134

tel/ 408-435-1300

fax/ 408-577-0425

TORONTO 

8 King Street East, Suite 505

Toronto, Ontario M5C 1B5

tel/ 416-815-7600

fax/ 416-815-7601

www.catalystwomen.org

ABOUT CATALYST
Catalyst is the leading research and advisory organization working to
advance women in business, with offices in New York, San Jose, and
Toronto. As an independent, nonprofit membership organization,
Catalyst uses a solutions-oriented approach that has earned the 
confidence of business leaders around the world. Catalyst conducts
research on all aspects of women’s career advancement and provides
strategic and web-based consulting services on a global basis to help
companies and firms advance women and build inclusive work 
environments. In addition, we honor exemplary business initiatives
that promote women’s leadership with our annual Catalyst Award.
Catalyst is consistently ranked No. 1 among U.S. nonprofits focused
on women’s issues by The American Institute of Philanthropy.

 

This is Copyrighted Material



M
ake W

ork/Life
Effectiveness

W
ork
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be more similar industry-wide, the unique work/life experience and environment

will become even more of a differentiator in the future than they are now.”

—Connie Jacot, Global Work/Life Effectiveness Manager, Intel
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When Catalyst conducted a series of roundtable discussions with senior leaders in the high tech industry,

our participants described issues related to four major barriers to the recruitment, retention, and advancement

of women. One of these overarching barriers was that the demands of work and careers are at odds with

having a commitment to family and personal responsibilities. In this guide, Catalyst presents our 

recommended action steps for overcoming this barrier as well as concrete examples of what high tech

companies are already doing to address the problem. Other companies in the industry can learn from these

company practices. We hope that high tech companies will be encouraged to move beyond the examples

and create even more innovative ways to improve work/life quality and effectiveness.

Bit by Bit: Catalyst’s Guide to Advancing Women in High Tech Companies
During the fall of 2002 and winter of 2003, Catalyst conducted a series of roundtable discussions, bringing

together business leaders from 27 high tech companies in the United States. In addition, the President of

the Anita Borg Institute for Women and Technology and the Dean of Engineering at the University of

Washington each participated in one of the roundtables.These roundtables provided us with an opportunity

to share information about where women are in the field, identify industry-specific and organizational

barriers to women’s advancement, and brainstorm ways to advance women in this critical industry.

For purposes of the study, Catalyst defines “high tech” as companies in the business of designing,

developing, selling, and servicing computer hardware or software, telecommunications, and dot-coms or

Internet services. The 27 high tech companies whose executives participated in the study represent a

diverse group in terms of size, maturity, and industry focus.

Roundtable participants were asked to share solutions to the barriers they raised and to pass on information

about specific activities already in place in high tech companies. In the months following the roundtables,

Catalyst conducted interviews with women and men leaders at companies that were mentioned, as well

as others we identified, to learn more about existing programs and policies working to recruit, retain, and

advance women in the industry.

For more information about our methodology, refer to Advancing Women in High Tech: Get a Handle on

the Issues.

CHAPTER 1: INTRODUCTION

Advancing Women in High Tech: Make Work/Life Effectiveness Work

1
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Based on our extensive research and work with companies, Catalyst knows that addressing the work/life

needs of employees involves creating effective approaches to flexibility and work/life support. An effective

work/life initiative should help employees manage their personal responsibilities and involvements in ways

that allow them to be most effective at work. It should also encourage individual employees and teams to

evaluate work processes and priorities and re-design work activities in ways that increase 

effectiveness while addressing employees’ personal needs. Catalyst recommends the following three

action steps—discussed in detail throughout this guide—for achieving these goals:

1. Create a flexible work environment.

2. Provide and support career path flexibility.

3. Provide support for personal responsibilities.

It is imperative to understand that specific programs and policies related to these three action steps must

be implemented within the greater context of a diversity initiative in order to truly address barriers for

women. A work/life effectiveness initiative will have little impact on the recruitment, retention, and

advancement of women if it is not grounded in an overarching strategy of diversity and inclusion.

Implementing effective diversity strategies involves several steps. First, a company’s senior leaders must

build and communicate their commitment to making change. Then, accountability measures and metrics

should be created to track the progress and results of the initiative. Finding ways to address the stereotypes

and problematic cultural norms within the organization is also important, as is accepting a range of 

leadership styles.1 Finally, it is critical to refine internal systems and processes along the way.

About This Guide
This guide is specifically designed for two groups of change leaders within organizations:

w Supervisors and managers who create initiatives and activities that can be implemented at the

business unit and departmental levels.

w Human Resources professionals who design and implement corporate-wide initiatives and

practices.

Individual women can also benefit from the information presented in this report—especially from the

checklists designed to help individuals maximize the effectiveness of work/life programs and policies.

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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1 For more in-depth guidance on creating an effective diversity strategy, refer to Appendix B for a list of Catalyst resources.
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The guide includes:

w A summary of the overarching Barrier and how the related issues discussed affect women in 

technology companies.

w Three recommended Action Steps for making change, supported by company practices called

Snapshots. These describe the key elements of a company practice, why it is being used, and how

success is measured. Each Snapshot also includes Learnings, summarizing useful lessons companies

can take away from the practice.

w One in-depth Case Study describing the history of a corporate-wide initiative, why it was designed,

its objectives, who it targets, how it was implemented, and the results. The case includes an 

interview with an individual who participates in the program, providing an insider’s perspective on

how the employee became involved in the program, challenges she faced, and the impact of 

participation on areas such as work, colleagues, personal life, and career.

w Four Checklists—one for supervisors, one for human resources professionals, one for use with

individual women, and one for leaders. These checklists can be used as a reference to help 

maximize the effectiveness of your work/life approaches.

There is no one-size-fits-all approach. What works for one

organization will not necessarily work for another, and what

works in a company now may no longer be appropriate several

years down the line. Use the company examples described

here as a reference for creating, implementing, and practicing

new-and-improved solutions to flexibility and work/life 

effectiveness in your own organization.

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Advice from Texas Instruments 
“The task of changing a company’s culture is
won in small victories. Sweeping change just
does not happen, so celebrate the small gains
and the success stories. When trying to push
something through, always focus on the 
business barriers.”
—Betty Purkey, Manager of Work/Life Strategies
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The demands of work and careers are at odds with having a commitment to
family and personal responsibilities.
Roundtable participants described the difficulty of managing both a successful career and a successful 

personal life as a barrier to the retention and advancement of women. This major category, raised in all

five roundtables, reflects 16 percent of the identified barriers. Women were more likely than men to cite

this as a barrier.

Inflexible Demands of the Work Schedules/Hours

Many participants referred to the grueling pace of work in the high tech industry—a pace that individual

women with care-taking responsibilities could find impossible to maintain. As one participant explained:

“Most tech companies are global and require a lot of travel and late night/early morning meetings to
accommodate time zones. Women who have primary responsibility for their kids have trouble with
these requirements.”

Furthermore, some participants described a direct link between the inflexible demands of their work and

the culture of their companies. As one woman noted:

“There is a macho attitude related to how much work you do. People brag about working 18 hours a
day or taking a conference call on a Sunday. But if you have a family or children—or if you are single
and have a personal life—then you cannot do that. We need to overcome the perception that women
and men without children do not have a life.”

Insufficient Support for Flexible Schedules and Sabbaticals

Participants also reported the need for programs that allow women and men to manage the competing

commitments of careers and family. They asked for flexible work arrangements and sabbaticals—as well

as the ability to use them. As the following quote illustrates, some participants also reported that 

assumptions are made about women who use flexible options and leaves:

“When a man goes on leave, everyone assumes he’s coming back. But when women leave, people ask. Or
if a woman steps off the fast track, people wonder if she’ll change her mind in five years when her kid gets
into school. When you take a step off the fast track, what people assume you’re going to do varies by gender.”  

Stereotypes About the Contributions Women with Family Responsibilities Can Make  

Another difficulty participants described is that women face many negative assumptions about their 

contributions based on their family responsibilities. Some examples include:

“Women will drop off to have a family.”
“Women will not do whatever it takes to get the job done.”
“Women can’t travel because they have children.”

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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CHAPTER 2: UNDERSTANDING THE BARRIER
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Incompatible Career-Building and Family-Building Cycles

Several women also commented on the ways in which the career-building cycle doesn’t fit with the family-

building cycle, explaining that most career moves happen in key childbearing years. They described taking

time away to raise children and then re-entering the workforce as difficult or even impossible. One woman

explained:

“It’s very difficult to get off the track and get back on. So if you don’t make it by the time you’re 40, it’s
really hard to do that five or ten years later. You might want to step back for a number of years, but then
you might want to re-engage and get back into that path that’s going to get you to the next level.”  

Not Just an Issue for Women
It is important to note that the difficulty of managing a successful career and personal life is an issue for men

as well as women.Although women are more likely to confront the incompatibility of work and family priorities—

as many of our roundtable participants indicated—Catalyst increasingly hears about this challenge from men

as well. Once the topic is raised openly in company settings, men begin to talk about their own concerns

regarding work/life issues. For example, one male vice president described his frustrations with work/life conflict:

“When you start to talk about work/life balance, you have to compete with the marketplace. And the
marketplace in that space may be a person who chooses to dedicate his/her entire life, 14 hours a day,
to a job. And I can’t compete with that with my two kids and wife and desire to have a family.”

Men are also eager to learn about solutions to the difficulties of balancing work and family. In Catalyst’s

1998 study of dual-career couples,2 we found that men were very interested in work/life support programs.

Programs Men and Women Look for in a New Employer

Advancing Women in High Tech: Make Work/Life Effectiveness Work

5

Women Men

Flexible hours
87%

Cafeteria-style benefits

Family leave

Customized career path

Formal flexible work program

Home office/telecommuting

Company-supported child care

Spouse relocation assistance

Elder care support

82%

79%
79%

79%
67%

74%
48%

72%
65%

67%
65%

59%
46%

44%
50%

42%
32%

2 Catalyst, Two Careers, One Marriage: Making it Work in the Workplace. 1998: p.34.
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In addressing the work/life barriers raised by the 

roundtable participants, keep in mind that the culture of

your organization plays a significant role in creating

solutions. Flexibility programs are not effective without

the support of the organization’s culture, which provides

acceptance and approval of these practices. Catalyst has

found that programs and policies not supported by the

work culture tend to be sparsely used and ultimately do

not help employees integrate their work and personal

lives more effectively. In fact, an organization’s cultural

values often play an important part in creating the 

barrier—assumptions about how, when, and where

work should be done limit the design and use of other

approaches.

The first step in tackling work/life issues at your organization—and working to affect overall cultural

change—is to create a flexible work environment for your employees. Organizations offer various types of

flexibility. Most organizations provide a combination of formal and informal arrangements, which employees

use for a variety of personal and work-related reasons—for example, to care for sick or dependent family

members, to participate in educational programs, to eliminate distractions at the office, to eliminate travel

and commutes, and to address personal needs or pursue other areas of interest. Catalyst research finds

that reduced-hour schedules are especially important for retaining women with young children. For 

additional Catalyst resources on flexibility and its challenges, see Appendix B.

This chapter includes descriptions of technology company practices intended to create more flexible work

environments where employees are involved in deciding when, where, and how work is done. These 

practices vary widely and include specific practices around assessing the work/life needs of employees and

providing technological support for flexibility. Others are directed at changing the corporate culture and

finding ways to redesign work processes.

w IBM Corporation—Surveying Employees to Understand Their Work/Life Issues and Concerns

w Lucent Technologies—Focusing on Results, Not Time

w Sun Microsystems, Inc.—Using Technology to Provide Flexibility

w Texas Instruments—Redesigning Work Processes to Reduce Stress and Burnout

w Xilinx, Inc.—Developing a Corporate Community and Culture that Supports Work/Life Balance

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Focus on Results

Debate between two male executives at one roundtable:

“My group is under a lot of stress to produce results.
If I have a choice between a person who is going to
work 70 hours a week for me and a person who is only
going to work 40, then I’m going to choose the 70-
hour person…. My goal is to maximize my business. I
think pragmatically it’s hard to have a successful 
management team who works only 40 hours a week.” 

“[That] depends on if you are training a short 
distance runner or a marathon runner. You need to
distinguish between the person who works more
hours and the person who produces more—these
aren’t necessarily the same.”  

CHAPTER 3: ACTION STEP—CREATE A FLEXIBLE WORK 
ENVIRONMENT.
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What is a flexible work arrangement?
A flexible work arrangement is a way of structuring work that involves a change from the traditional or

standard agreement of how, when, or where work is done.

Flexible full-time arrangements are alternatives for full-time work and therefore do not affect salary,

benefits, or the timeframe for professional advancement. Examples include:

w Flextime: The most widespread type of flexibility. Employees choose starting and ending hours, but

usually must be at work during a core period when all employees are present.

w Flexible week: A variation on the standard workday and workweek (i.e. fewer but longer days or a

“compressed work week;” shorter days in a six-day week; and two or more weeks with longer and

shorter days, but an average not exceeding whatever the standard workweek is within the company).

w Work-at-home, flexplace, or telecommuting: Some or all work done at a location other than the regular

worksite, usually an employee’s home or a satellite or branch office. Telecommuting implies that an

employee is connected to the office by the use of electronic equipment (e.g., computer, fax machine).

Flexible reduced time options are alternative work arrangements for fewer hours than what would be 

considered a full-time schedule. Salary, benefits, and professional advancement are impacted based on the

arrangement, its duration, and corporate policy. Examples include:

w Part time: Most familiar to employers; most sought after by employees among the reduced-hour

options. Various forms include reduced weekly hours, reduced annual hours, or transactional work

(full time on a specific project with time off between projects).

w Job sharing: Two people share or divide the responsibilities of one full-time job.

w Part-time telecommuting: A combined flexible arrangement. (Example: An employee works at a

location other than the main work site and works fewer hours than full time.)  

Catalyst recognizes that flexible work arrangements will not work for all jobs and all individuals. Some

positions do not lend themselves to flexible work arrangements due to the nature of the work or overriding

business reasons. Such jobs may require more creative approaches to flexibility and rely more heavily on

informal flexibility. Informal flexibility is the ability to vary one’s work schedule or work setting on an 

ad-hoc or occasional basis to meet work and personal demands. All employees can have some degree of

informal flexibility in terms of how and when they work, within the context of the job function and 

responsibilities and with approval of the supervisor. Examples include:

w Working at home to complete tasks that require uninterrupted concentration.

w Working at home occasionally to minimize commuting time.

w Modifying the typical start or end of the workday to accommodate a personal appointment.

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Snapshot: IBM Corporation—Surveying Employees to Understand Their
Work/Life Issues and Concerns
IBM’s work/life strategy is designed to achieve three main goals: to refine and reform the company’s

work/life culture; to respond to employee needs for expanded flexibility in working hours and work delivery;

and to support employees’ needs for child and elder care assistance throughout their lives. While the

work/life programs benefit all employees, IBM finds they are of critical importance to women, who 

typically have greater need for flexibility and responsibilities for dependent care. Thus, IBM’s goal over the

years has been to create an environment and programs conducive to the needs of women employees so

the company will continuously attract and retain key talent.

To better understand the needs of its employees, in 1986, IBM initiated the first of its U.S. Work and Life

Issues Surveys to gather demographic data on its population, employee input about current programs, and

suggestions for future programs. The survey, which has since been repeated with additional questions in

1991 and 1996, provided IBM with findings that have changed its thinking about employees and what is

important to them. The results have shown a significant link between work/life programs and retention of

key performers and that men were as likely as women to report difficulty balancing work and family. They

also revealed emerging dependent care issues, and a pervasive concern about workload. Some regional

differences emerged in work/life issues as well. One outcome was that IBM created The Global Workforce

Flexibility Project Office to work with business areas around the world in implementing flexibility 

initiatives. One year after the 1996 survey, with increased attention to the issues surfaced, there was a 

25-percent increase in the number of women executives.

IBM went on to conduct work/life surveys in Europe and Latin America in 1998 and in Asia Pacific in 1999.

In 2001, IBM conducted its first global employee work/life survey in 48 countries and 20 languages with

59,000 employees invited to participate. A global five-year work/life strategy covering 18 countries has

been implemented based on the results, and quarterly work/life scorecards track the progress worldwide.

Learnings:

w Finding ways to learn about the needs and concerns of your workforce, on an ongoing basis,

is key to developing and assessing corporate strategies related to work/life issues.

w Surveys are effective tools for gathering both corporate-wide and local information that

can be used to understand similarities and differences within the workforce.

w Surveys can also help clarify the benefits for programs and policies both for the company

and employees.

w w w w w w w w w w w w w w w

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Snapshot: Lucent Technologies—Focusing on Results, Not Time
Lucent’s Work and Family Programs stem from a collective bargaining agreement negotiated in 1988,

when Lucent was still a part of AT&T. Since then, a large number of employees have taken advantage of

formal and informal flexible work arrangements, such as flextime, telecommuting, compressed work

schedules, part time, virtual office, and job sharing.

According to Shayne Parker, Senior Manager of Work and Family Programs at Lucent, having 15 years of

practice implementing flexible work arrangements has allowed the company to accrue many success 

stories. “When people see flexibility integrated into a culture of accountability, they become more 

comfortable practicing it themselves,” said Ms. Parker. She emphasizes that unless the arrangement is

specifically designed to reduce hours—for example, in the case of a part-time or job-share arrangement—

working flexibly does not mean employees work fewer hours. “We have many people who work long

hours in this company. Employees place a high value on working for a company that allows them the 

flexibility to get things done that are important to them outside their work responsibilities and still remain

productive and engaged on the job,” explained Ms. Parker. “We’ve spent a lot of time emphasizing the

importance of every employee having current objectives, which are agreed upon with their supervisors and

are used to measure performance. When employees understand the output that is required for them to be

successful in their current positions, as long as their objectives are met or exceeded, the Lucent culture

does not penalize employees for working flexibly.”

Lucent employees follow specific guidelines for arranging and managing flexible working arrangements.

Once a formal arrangement is implemented, a manager is asked to follow up twice a year, as part of the

employee’s mid-year and year-end performance appraisal. Issues are addressed as they arise, often with

help from Lucent’s HR Advisory Council. According to Ms. Parker, about 95 percent of the time,

arrangements are seamless and require no adjustments. However, when problems do arise, they are 

typically related to performance, which, she points out, would probably be issues regardless of the 

employee’s work location.

Alternate work arrangements have resulted in increased productivity and employee satisfaction, but they

can also be key retention tools in times of economic turmoil. As an employee stated in Lucent’s 2003

Employee Engagement Survey, “One of the things I particularly value about my organization and about

Lucent is flexibility and telecommuting. In lieu of more pay, this is a valued and creative method of retaining

loyal employees.” Another employee wrote: “I have 20 years of service, all in my chosen field of training

development and customer information development…. I appreciate the privilege to telecommute one day

per week and to have flexible work hours. I’m looking forward to 15 more years of good work.”

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Learnings:

w Companies can find that flexible arrangements increase productivity and employee 

satisfaction, as well as improve retention.

w Flexible arrangements are a tool for responding to business problems and can lead to

innovative solutions when faced with fluctuations in the economy.

w Managers and employees need clear processes for requesting flexible work arrangements

and guidelines for how to make them effective.

w w w w w w w w w w w w w w w

Snapshot: Sun Microsystems, Inc.—Using Technology to Provide Flexibility 
Sun Microsystems, Inc.’s “iWork” program—a system of workplaces, work practices, and technologies

designed to support a mobile workforce—is a direct result of the company’s commitment to workplace

flexibility. Not only is the program a huge cost-saver (Sun has already reduced real estate holdings and

operating costs by $65-plus million a year), it’s proving to be a real benefit to Sun employees as well.

Sun installed computer monitors and smart card readers at thousands of workstations around the world.

Each Sun employee who wishes to participate in the iWork program receives a microchip-embedded smart

card providing access to his/her personal network from any access point—home, flexible offices, or “

drop-in” centers in various urban areas. Desks are reserved online on a first-come basis, and the phone

system forwards calls to any location. Employees can work anywhere, anytime, on any device.

Michele Parry, Vice President of Finance, Marketing, and Strategy Organization at Sun Microsystems, spoke

highly of the iWork program at one of our roundtable discussions: “At Sun, we really believe in this mobility

concept—not just telecommuting, but mobility. We pretty much have our desktops wherever we are. A lot

of people have given up their offices as a result. For meetings, we’re given a conference call dial-in 

number. There is no stigma to not showing up in person for a meeting. What we’ve been doing across the

population is training people how to be distance workers. For the program to be successful, there must be

emphasis on deliverables.”

In addition to saving hours of commuting time per month, the iWork program has also enhanced Sun’s

ability to attract and retain top talent. In fact, the company estimates that the work-from-home aspect of

the program has enabled it to provide Sun employees with greater choice that saves and reinvests time

based on preference for the most effective work location for each individual.

Sun is continuing its program rollout with enhancements such as networked lunch booths, countertop

computer stations, and other casual, open work settings for individuals and small groups.

Advancing Women in High Tech: Make Work/Life Effectiveness Work
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Learnings:

w The cutting-edge technology that high tech companies develop can be used to support 

employees’ needs for flexibility.

w Providing employees with the technological support and authority to manage their 

time in the office is an effective retention tool.

w w w w w w w w w w w w w w w

Snapshot: Texas Instruments—Redesigning Work Processes to Reduce Stress
and Burnout
In 2000, a line manager in the semiconductor department at Texas Instruments approached the Human

Resources department with concerns about burnout and stress in 300 of the group’s designers. An ad-hoc

project team composed of HR professionals and business managers identified overwork as the root cause

of the presenting symptoms. The project became the Peak Performance Initiative, involving a team of

employees in the design and implementation of work process solutions in order to reduce overwork. The

team focused on improving two major areas: organizational process and employees’ individual environments.

The Peak Performance team considered revisions to organizational elements such as staffing processes,

customer interaction systems, department meetings, and trainings. They also re-examined systems to

reduce non value-added work and increase efficiencies. In addressing the employee environment, the

group promoted health awareness by offering water and healthy snacks in some areas and encouraging

the use of company fitness facilities.

A key element in engaging employees is ensuring that the company is not alone in reaping the benefits.

At the same time the company realizes efficiencies, employees should experience reduced stress, thereby

ensuring a win-win solution.

Although the results of the initiative were initially successful, the subsequent economic downturn and 

corporate reorganization temporarily halted further efforts. In the spring of 2003, the work/life department

acted on feedback from all of TI’s business groups to reintroduce the work redesign efforts. The newly

revamped initiative is less labor-intensive and more replicable than previous efforts. In the revised system,

members of the work/life team facilitate a two-step process with individual work groups. First, members

of the work groups meet to learn about work redesign and identify barriers to work/life effectiveness. After

a two-week break, during which the manager is expected to commit to continuing the process, the work

group reconvenes and devises action steps for redesigning work processes. The work/life team is 

responsible for facilitating the discussions and providing accountability, leadership, and motivation

through the redesign process. The team also provides a toolkit for implementation, with materials such as

tips on how to engage new processes, suggestions, and frequently asked questions.
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Learnings:

w Human Resources and business leaders can work together to rethink work processes that

reduce overwork and increase productivity.

w Programs can be modified rather than discontinued during periods of reorganization and

a down economy.

w The concept of flexibility can be a business strategy for improving productivity and 

contributing to the bottom line, rather than an added responsibility for already 

overloaded managers.

w w w w w w w w w w w w w w w

Snapshot: Xilinx, Inc.—Developing a Corporate Community and Culture that
Supports Work/Life Balance
Wim Roelandts, CEO of Xilinx, is a personal believer in work/life balance and has expressed its importance

to the employee population. He regularly communicates that he wants employees running “on all pistons”

by avoiding “sweatshop” hours and overwork. Managers are encouraged to hold employees accountable

for delivery of results rather than the number of hours worked.

During the tumultuous times of the past two years, the company has made an effort to deal with employees’

increased stress from multiple sources. As a result of the events on 9/11/2001, Xilinx partnered with the

Growth and Leadership Council (GLC) to create a seminar entitled “Managing in Tough Times.” The 

seminar, conducted by a two-person team from HR and the line, was rolled out to all people managers and

continues to be a part of the management curriculum.

With senior leadership as the driver, the entire inner company culture emerged around a book, Difficult

Conversations: How to Discuss What Matters Most, by Douglas Stone, et al, which provides guidance on

resolving interpersonal conflict. CEO Roelandts introduced the book as suggested reading for the entire

organization, a move that spawned informal book clubs and reading groups across business units. All 

managers are required to attend a course based on the book’s teachings (13 sessions have been conducted

to date). Many employees have reported they were able to take the insight gained from the book outside

of the office and in their personal lives. Although the book holds decidedly work-related information, the

program was regarded as an effort to promote work/life balance. By choosing the book and 

encouraging the entire company to read it, Xilinx communicated that work/life is not just about programs

and policies, but also about the company’s acknowledgment that the stresses of life affect employees’ 

day-to-day work.
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Learnings:

w There are low-cost, easy-to-implement company actions that can be used in addition to

corporate initiatives to address work/life balance issues.

w Focusing on these issues as a corporate community creates a set of shared values,

language, and ways of thinking.

w Programs don’t have to be developed from scratch and can be developed from existing

internal and external resources.

w Visible leadership commitment to work/life issues through personal example is essential

to changing the corporate culture.

w w w w w w w w w w w w w w w
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Participants in the roundtables told us that the traditional career paths in high tech were incompatible with

the family-building cycle. Employees are seeking career path flexibility in order to respond to changing 

personal needs as they move through various life stages. The previous section described flexible work

options, one way to allow women and men to moderate their schedules to focus on family responsibilities.

In addition, employees may also need opportunities to reduce work options or leave and then reenter the

workforce without ending their careers.

Some high tech companies provide sabbaticals. For example, Intel offers an eight-week sabbatical, at full

salary, after seven years of full-time service. The sabbatical can be combined with the annual allotment of

vacation time to provide up to 12 weeks of paid leave. Microsoft offers an award program for senior-level

employees with seven years of tenure who have sustained a high-level of performance. The award is for

up to eight weeks of paid time off.

Other examples of policies that support career path flexibility include:

w Microsoft—Parental Leave Policies

w National Instruments—Using Part Time to Retain Employees

Snapshot: Microsoft—Parental Leave Policies
There are currently two types of parental leave with full job protection at Microsoft. Birthmothers are 

eligible for up to eight weeks of maternity leave paid at 100 percent. There is also a general parental leave

that applies to spouses and new adoptive parents. Employees in these categories receive up to four weeks

of leave paid at 100 percent and up to an additional eight weeks of unpaid leave. Birthmothers may take

these two types of leave concurrently, adding up to 12 weeks of fully paid leave and eight weeks of unpaid

leave. There is no tenure requirement to be eligible for parental leave.

The level of connection between the company and employees on leave varies by individual circumstance,

but is typically driven by each employee. Many employees continue to check email from their homes. The

Benefits department tracks all employees on leave and ensures that important materials are sent to their home

addresses.

In addition to standard leaves, Microsoft provides supplementary support related to the maternity policy.

w Parenting seminars. The Benefits department conducts seminars on varying topics twice per

month at no charge to the individual or cost center. Parenting seminars are available to all 

interested employees, along with their spouses. Topics include breast-feeding techniques and 

prenatal nutrition.
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w Welcome baby box. Once a new child arrives within an employee’s family, Microsoft sends a 

welcome box filled with gifts, as well as clothing and items for newborns. The Benefits group is 

alerted to a new addition when the employee completes a change in status with the department.

w 24-hour health line. Microsoft sponsors a service that allows employees to call for tips and advice

at any hour of the day. Although this free telephone service is available to all employees, usage is

highest among new parents.

w Adoption assistance. Adoptive parents can receive up to $5,000 in assistance.

Learnings:

w More generous leave policies, particularly with 100-percent pay, may ensure that employees

are not returning to work too early. They provide enough time for new parents to adjust

to the new family situation and create routines, as well as for the infant to mature to a stage

where parents are comfortable leaving him/her with a caretaker. Employees who feel

obligated to return to work prematurely may choose not to return at all.

w w w w w w w w w w w w w w w

Snapshot: National Instruments—Using Part Time to Retain Employees
National Instruments (NI) hires mainly engineers straight out of university programs. The company seeks

the brightest and most talented students and spends considerable time and money investing in their 

development. Retention, then, is key to seeing a return on investment. Because NI hires primarily new

graduates, it employs many engineers in their prime childbearing years. For this reason, the company tries

hard to honor feasible requests for part-time arrangements so employees will stay long past their early

twenties. NI has several examples of employees choosing to work part time for several years while their

children are young, and then returning to work full time at a later date. The vast majority of part-time

workers at NI are women who have young children.

Mark Finger, Vice President of HR, explained the company’s attitude toward part-time arrangements. “It’s

really worked out well for us. We have been able to retain many employees by giving them more flexibility in

their schedules and allowing them to avoid the ‘all-or-nothing’ decision of full time vs. having to quit. The

people who have gone part time are very grateful for this flexibility and committed to making it work. They

make sure they get their work done because they don’t want to sacrifice the arrangement, so their 

productivity remains very high. It certainly is a win-win situation when we retain productive employees

and they feel good about it.”
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Learnings:

w Reduced work arrangements are a short-term trade off for long-term retention, commitment,

and return on investment, especially for a young workforce. In fact, sometimes what

seems like a loss of time at work is actually a long-term investment.

w Smaller-sized organizations that may not have the resources for generous policies across

the board can benefit by identifying work/life programs that are most helpful to their

unique employee populations.

w Respecting employees’ personal lives leads to increased commitment, engagement, and

productivity.

w w w w w w w w w w w w w w w
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Work/life issues are grounded in the specific issues faced by a company’s workforce. The solutions can be

very specific to the ages and life stages of the majority of employees. First, find out what those results are

by analyzing workforce demographic data, adding relevant questions to employee surveys, understanding

issues in order to create effective solutions, and talking with employee resource groups. The issues vary

with the work site and workforce and change over time. The goal is to work in partnership with employ-

ees and to seek win-win solutions for managing work and personal responsibilities. Many companies offer 

programs to assist employees with specific types of personal responsibilities.

The following company practices are included in this section:

w American Business Collaboration for Quality Dependent Care

w Computer Associates International, Inc.—Providing Preschool Child Care

w Motorola, Inc.—Providing a Range of Assistance Programs

w Xerox Corporation—Giving Employees Direct Access to Financial Resources

Snapshot: American Business Collaboration (ABC) for Quality Dependent Care
The ABC, established in 1992, is a cross-company effort to provide employees with access to quality child

care and dependent care. The collaboration was developed in response to an increased awareness by 

companies that productivity among employees was affected by child care and elder care responsibilities.

Because addressing these issues can be costly to a single organization, several companies partnered to

maximize their collective resources. Currently, the ABC is championed by nine U.S.-based companies:

Abbott Laboratories, Allstate Insurance Company, Deloitte & Touche, Exxon Mobil Corporation, General

Electric, IBM Corporation, Johnson & Johnson, PricewaterhouseCoopers, and Texas Instruments. It was

founded on the belief that “companies can accomplish more by working together than by working alone.”

With a current operating budget of $136 million (compared to $25.4 million in 1992), ABC provides 

numerous services for child and adult dependent care including: onsite and near-site child care centers,

backup care, vacation and holiday care, school-age care, elder care, adult day programs, and respite care.

Over the last ten years, the ABC has implemented more than 1,500 child care and elder care projects that

included more than 135,000 children and seniors.

ABC programs exist in more than 60 cities throughout the United States. Program locations are based on

employee overlap across participating companies. The types of programs offered vary based on the needs

of the employees in that geographic region. These communities benefit from ABC’s programs as well. Local
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companies that help fund the program can also utilize the programs. This enables local companies, which

might not have the financial resources, to provide their own employees with quality dependent care.

Learnings:

w Organizations of different sizes and with different budgets can form a collective to meet

the personal needs of their employees.

w Providing quality dependent care in a community helps raise awareness of the issue

among local companies.

w w w w w w w w w w w w w w w

Snapshot: Computer Associates International, Inc.—Providing Preschool Child Care
In 1991, Computer Associates opened an onsite Montessori child development center for its employees at

the Islandia, N.Y., headquarters. Directed and staffed entirely in-house, the program has grown from a 

single facility with four or five classrooms to a total of eight centers enrolling more than 500 children.

Located within the main building, the Islandia center encourages parents to visit children throughout the

day. The center provides additional services such as paging parents when their children wake from naps

and providing breakfast and dinner when needed. Enrollment is available to all employees and is 

subsidized by Computer Associates based on a sliding scale.

Computer Associates employs teachers who have completed an intensive training program in addition to

their undergraduate degrees. The AMI (Association Montessori International) training takes two to three

years to finish and is completed in conjunction with a master’s degree program offered by Loyola

University.

Although mothers and fathers take advantage of the onsite aspects of the program, it is primarily mothers

who have benefited from the arrangement. According to Suzann McMahon, head of Recruitment and

Talent Acquisition, “The center allows some very talented women to come back to work after having a

child. For some, the fact that they can spend time with their children during the day is the only reason they

return to work so quickly.”

Success of the child development program is determined by feedback from the parents, which is collected

via an open-door policy. Since the center opened, parental feedback has been extremely positive, often

reporting that children tend to surpass their classmates when they enter the first grade. The development

center is also advised by a committee of parents that communicates directly to Computer Associates 

executives about issues and concerns.
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Learnings:

w A predominately young workforce in the family-building stage of life can make an 

investment in providing onsite child care worthwhile.

w Companies providing child care must be committed to providing high-quality, certified

care.

w Satisfaction with child care programs can be measured through ongoing feedback from

parents.

w Support for personal responsibilities helps to alleviate personal demands that can spill

over into work.

w w w w w w w w w w w w w w w

Snapshot: Motorola, Inc.—Providing a Range of Assistance Programs
Each program in Motorola’s work/life strategy is individually evaluated to determine success, return on

investment, and opportunities for improvement. A program is typically initiated for one of the following

reasons:

w Attraction and retention of employees

w Time savings and increased productivity for employees

w Promotion of a healthier lifestyle 

Programs include flexible work arrangements, onsite conveniences (such as banking and concierge services

at several locations), adoption assistance, onsite wellness programs (i.e. flu immunizations, health screenings,

lactation rooms), financial and retirement planning, and paid time off (to be implemented in 2004). Child

care services include onsite and near-site facilities (depending on location) and discounts with national

providers. Motorola also funds onsite wellness centers that are used by more than 50 percent of the

employee population. For employees who choose to join an offsite fitness center, Motorola provides 

reimbursement of up to $240 per year.

Following senior leadership’s input that the work/life team increase communication and demonstrate

value linkage to the business, Motorola instilled a cross-channel communications strategy using standard

communication vehicles such as newsletters, targeted emails, and town hall meetings. They also use

employee focus groups, wellness advisory councils, EAP, and diversity business councils to boost 

communication and to leverage as an “ear” to better understand the issues and how they can partner

together in addressing them. They are also finalizing a compelling business case that will be completed
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before yearend and will use this for further strategy development. Usage of their resource and referral

services is now at 30 percent of the employee population and in nearly equal numbers of men and women.

Nearly 50 percent of the employees who use the onsite child care resources are men.

The U.S. work/life team has also started dialogue with their peers in other locations around the world, in

an effort to begin sharing best practices such as flexible work and resilience education.

Learnings:

w Access to work/life resources demonstrates the organization’s commitment to employee

work/life effectiveness and its sensitivity to women’s family responsibilities.

w It is important to communicate on an ongoing basis about programs offered in order to

make sure that employees, when they have a specific need to address, understand what

is available.

w Measuring utilization of work/life programs helps determine their effectiveness and 

continued need.

w Because employees have a variety of unique issues and challenges, it makes sense to

offer a portfolio of work/life supports as tools to help employees manage their work/life

issues.

w Men, as well as women, need work/life support programs.

w w w w w w w w w w w w w w w

Snapshot: Xerox Corporation—Giving Employees Direct Access to Financial
Resources
Xerox seeks to balance conflicting needs of work and family life by sponsoring a Life Cycle Program that

helps employees navigate major life events. At hire date, Xerox establishes a $10,000 account for each

employee to access over his or her tenure (any excess is forfeited at termination). Currently, employees can

put this money toward the following three applications in any combination:

w Child care subsidy. Employees are reimbursed up to $2,000 per year for child care expenses for

children ages 12 and younger. The program is targeted to non-exempt and lower-level exempt

employees and is set on a sliding scale, with the largest benefit going to the lowest paid participants.

It is the most popular application, with more than 1,100 employees participating.
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w Mortgage assistance. First-time homebuyers are granted up to $2,000 toward a down payment

on a new home. Employees must have worked for the company for five years and must work at

least 30 hours per week (part-time employees are eligible for a $1,000 grant). Spurred by recent

low mortgage rates, 300 to 400 employees per year take advantage of mortgage assistance.

w Health care coverage for extended household. Up to $1,000 per year is available to purchase

medical coverage for extended family members who reside in the same household with eligible

employees. The individual coverage must be for a family member (i.e. a parent, sibling, or 

grandchild) who is not eligible for coverage through Xerox or any other programs, including

Medicare and Medicade.

If an employee retires from the company before the account has been depleted, the excess may be added

to their retirement package. The program will expand to include more applications in 2004.

Learnings:

w Rather than investing directly in specific support programs, companies can provide

employees with access to that financial support, allowing them to decide what is most

useful to them.

w An a la carte program allows the company to address the needs of a wide array of

employees with a range of personal responsibilities.

w w w w w w w w w w w w w w w
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In addition to snapshot interviews, Catalyst conducted a more in-depth interview with Intel about its 

policies on flexibility. Intel developed this initiative to create a more flexible work environment as part of

its corporate agenda to compete in attracting and retaining the talent necessary to excel as a company.

The following case study demonstrates how the company addresses issues around its flexible work 

environment and also provides a look inside of one employee’s experience.

The History of the Initiative

In 1997, a baseline survey of Intel employees worldwide indicated they needed more flexibility. In

response, the company’s leadership dedicated time and resources to address the issue. In 1999, Larry Kelly,

a Human Resources manager from Intel’s Ireland branch, was assigned to determine the business case for

work/life at the company. He brought work/life into the spotlight, engaging senior managers and raising

awareness of work/life as a business imperative. That same year, an executive staff was assembled to serve

as a steering committee to provide support and direction, and Mr. Kelly formed the Global Work/Life Team,

officially made up of three people based in the United States, who report to the Compensation and Benefits

organization in Human Resources. In addition, there are other employees throughout the company’s business

units and global sites who work with the work/life team to communicate and implement programs and

policies.

Another survey in 2000 showed that flexibility was extremely important to employees, but that 

satisfaction levels in this area were still not high. There were a number of options available, but 

employees didn’t know about them. The Global Work/Life Team responded by broadening the initiative

with new formal guidelines and training, outlining the support and tools available to employees and 

managers at the corporate level in 2001. The new training includes workshops for managers on how to

implement and support a flexible work environment. Also, the work/life team created a web site, presenting

all of the guidelines and information about work/life at the company in one easy-to-access site.

Today, the work/life initiative comprises five major elements:

1. Flexibility—includes all alternative work schedules: part time, job shares, compressed workweeks, comp

time, etc.

2. Telecommuting options

3. Child care services

Advancing Women in High Tech: Make Work/Life Effectiveness Work

22

CHAPTER 6: CASE STUDY—INTEL

 

This is Copyrighted Material



4. Conveniences and services—bringing services into the company such as laundry, ATMs, postal services,

registering for Internet or cars, etc.

5. Technology, tools, and training—includes seminars on a number of topics including how to improve

credit, buy a home, tuition reimbursement, etc., and directs employees to the resources available to

manage their lives (resource and referral services, online training, access to technology solutions, etc.)

Throughout the creation and implementation of Intel’s work/life effectiveness initiative, the Global

Work/Life Team has benefited from a strong sense of support and commitment from the company’s senior

leaders. For example, when the team first addressed the issue of child care, a corporate services manager

recognized the importance of this program and provided $1.5 million in the operating budget. This 

funding allowed the Global Work/Life Team to conduct a worldwide needs assessment and provided startup

funds for the three sites identified as priorities. Another example is a conference held every two years by

the manufacturing group and attended by 600 to 900 people, at which representatives from around the

world share the latest and best methods/ideas worldwide. The Global Work/Life Team ran workshops at

this conference twice, and in one case, a senior manager asked to lead the workshop with them to 

demonstrate his support of this initiative.

Objectives

Intel began this work to compete for talent from today’s changing labor pool and to address the needs of

the staff worldwide. The company sees flexibility as an increasingly important part of the business. “As 

regulations and cost pressures drive benefit and compensation programs to be more similar industry-wide,"

Connie Jacot, Global Work/Life Effectiveness Manager, explained, “the unique work/life experience and

environment will become even more of a differentiator in the future than they are now.” In the global, 24/7

environment at Intel, flexibility encompasses when, where, and how employees work—it covers time,

place, and schedule. According to Ms. Jacot, “There is great support for flexibility in many business

units...everyone from the entry level to the higher levels can utilize some form of flexibility. …We don’t

want employees to burn out or to leave.” This point of view is communicated regularly to employees and

is included in training materials.

Implementation 

The initiative is wide-ranging, with activities and responsibilities at both the local and corporate levels. It

encompasses effectiveness training as well as policy implementation. The level of implementation varies

around the world, but there has been universal progress. The Global Work/Life Team offers support through

published guidelines, formal training, and coaching. These guidelines define the different types of flexibility

available, provide steps for individuals and managers, and outline boundary conditions. The work/life team

helps individual business units tailor the programs available to meet their specific needs. Their goal is for
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managers and supervisors to execute the programs in ways that make sense to them. The team 

encourages a great deal of open dialogue throughout the processes, as Ms. Jacot described, “We’ve moved

from permission to application.”

The Global Work/Life Team uses a number of different methods to communicate information about the 

initiative and its various components to Intel employees worldwide. The corporate work/life web site,

accessible via the company’s intranet, provides guidelines for each program included in the initiative and

offers tips, tools, and conditions for individuals as well as managers. The site also includes information

about training and development, resource and referral services, benefits, investments, employee discounts,

elder care, affinity groups, and community service opportunities.

Another communication tool is the Circuit News—an electronic news page updated daily on the front page

of the intranet site. It regularly features information about work/life programs, guideline updates, training,

and success stories from various programs.The company’s quarterly compensation newsletter also features

articles about work/life policies and programs.

In addition, the work/life team hosts road shows, seminars, and workshops to educate employees about

programs and policies. For example, the team went to every U.S. site to hold information fairs and gave

away magnets with the corporate work/life web site address. The work/life team also works with the diversity

team, presenting information at workshops and events such as the “Women at Intel” group meetings.

Employee Training

The training workshops provide attendees with decision-making guidelines and exercises around developing

work/life effectiveness, defined as a sustainable relationship between work and non-work priorities.

Managers learn about the tools available for them to manage and support the use of flexible arrangements.

They also are educated about ways to make decisions to specific individual situations. Scenarios are shared

that allow them to learn to make sure the job expectations can be achieved, the employee has 

demonstrated ability to achieve expectations, and the arrangement benefits both the department and the

business as a whole.

Employees learn what options are available to help them improve their work/life situations. They examine

the methods people are currently using to balance work and life priorities and brainstorm other possibilities.

They review their work/life priorities and consider strategies and consequences for taking advantage of

various options and how these differ according to various work environments.
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Training Materials:

w Employees are provided with a casebook containing information about how Intel employees are

making changes that improve their work/life effectiveness, as well as reference information (such

as books, articles, etc.) on work/life effectiveness.

w They are introduced to the corporate work/life web site, which details resources available and tools

for taking advantage of them.

w The workshops also highlight success stories from within the company.

Measuring Progress

To measure progress, the company’s employee survey now includes five questions about work/life 

satisfaction. Also, individual business groups do organizational health surveys to identify specific issues to

address. With regard to specific programs, the work/life team measures the utilization of child care and

backup care, which continues to bring in a strong return on investment. They also track the number of 

people who telecommute through remote access. Finally, the team measures the savings employees gain

by using “Intel Advantage,” exclusive discounts at top brand-name retailers, online stores, and local 

merchants. The latest measure shows that employees in the United States saved more than $2 million in

the past 18 months.

Results

As a result of the work/life programs and policies, a global employee satisfaction survey in 2003 showed

that since the 2000 survey, the areas of greatest improvement were in satisfaction with work/life programs

and flexibility. Anecdotally, the work/life team has heard from employees that the initiative has helped to

retain talented employees and foster a strong sense of loyalty to the company. Also, employees feel they

have more power over their work. With respect to telecommuters specifically, these employees often tend

to work more hours because there are fewer distractions at home and they use the time that would have

been spent commuting to do work.
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Individual Perspective—Meredith Smith, Intel 
Meredith Smith, Public Relations Manager in the Corporate Relations Press Department, has been with Intel

for seven years. For the last year and a half, she has been working a part-time arrangement, 24 hours per week.

Why did you decide to pursue a flexible work arrangement?
I had a daughter in January 2002. Before that, I started to look inside myself to ask: “What do I want
out of life?” I realized I worked for a great company and had a great husband. But I wasn’t sure if I
wanted family. To be honest, I was enjoying being selfish. When I got pregnant, it was a bit of a 
surprise. In reassessing my situation, I realized that I can’t do it all and I did not want to try to do it all.
I saw what two of my girlfriends went through trying to be full-time moms with full-time jobs.
Watching their struggle gave me some perspective. I decided that I wanted to try working part time. 

What is your current flexible work arrangement? 
I work 24 hours per week working on Tuesdays, Wednesdays, and Thursdays from 8 to 5. I try to not
make my schedule a road block for others, so I’m flexible. If I come in on Monday, I’ll take Tuesday off.
I pay for full-time child care, which was the best decision for me. I found that most of the time, it was
more expensive for part-time care because you pay by the hour. And keeping full-time care allows me
to be flexible with work. I set my own schedule but keep my manager informed about changes in it.
Some of the people I work with have varying travel schedules. If they’re in town on Monday or Friday,
it’s not a problem. I’ll come in.

How did you pursue your flexible work arrangement with the company and with your manager?
I worked for my current manager for five years, so I really started to grease the wheels with her before
I got pregnant, even though I wasn’t sure if we were going to have a family. Intel is supportive of 
changing jobs every two to three years. That’s great because you’re always learning, improving your
skill set, taking on challenges. But I also believe there’s something to be said for having some tenure
with a single manager so you’ve proven yourself and shown results. It builds the opportunity for some
flexibility. So that’s what I chose to do. I chose to find different challenges in my current role so we were
able to plan ahead for some projects that I could work on in a part-time role. And I became an expert
in my field. What used to take me full time now takes me part time. 

Did you write up a proposal and present it to your manager?
It wasn’t that formal, although I think that many times it should be more formal. 

Why is that?
I think it’s sometimes a drawback if you don’t have something down on paper. Because we work in a
culture where people change jobs so frequently, I think you have to have it written down so if you get
a new manager, he or she understands your arrangement. Without things written down, other 
decisions can be made that affect your work arrangement.
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How has your manager supported your arrangement?
She is the reason I have this arrangement. She is very supportive of her employees and was willing to
approve part-time work. She’s also been conscious of my workload, asking if I have enough or too much
on my plate. She’s very conscious of making sure I’m not being set up to fail. I have a tendency to take
on a lot of different responsibilities, so we’ve worked together to set realistic expectations and goals.
She is also supportive of my work/life balance challenges. My daughter has been sick lately and I’ve had
to stay home with her. My manager trusts that I will get my work done and allows me the flexibility I
need to keep everything in my personal and professional life moving as fluidly as possible.

What were your expectations? Were those expectations met? 
My arrangement actually exceeded my expectations. I cried the moment I went on maternity leave
(before I even had my daughter) because I couldn’t imagine putting my daughter in day care. I couldn’t
imagine how I was going to balance it all. But it’s worked out very well. I get a lot more done in a shorter
amount of time. I’m pretty much working the entire time I’m in the office. I’m much more focused and
productive while I’m here. I’m getting great results. I’m still challenged. I’m applying my work skills to
my home life more than ever.

What have been the greatest benefits of this arrangement?
I’m happy. My daughter is happy. My husband is happy. It’s worked out really well. I get a nice balance.
That’s not to say it’s without its challenges, but in the end, it was the right decision. 

What are some of the drawbacks? 
I know going part time put me in a different competitive arena. It took me off the fast track for now.
That was my choice and I’m not sure it is necessarily a drawback. I don’t think that means I get the work
no one else wants or is not important.

I also had to learn to reset my expectations. My house is never going to be as clean as I want it to be. The
dog is not going to get walked as frequently, and sometimes birthday cards go out late. I just have to relax.

What advice would you give women interested in pursuing an FWA? What do they need to know

or consider before pursuing it?
I think they need to look inside themselves and be honest about what makes them happy. They need
to get rid of expectations put on them by themselves or others. Many women say, “I have a college
degree, I have an M.B.A., so therefore I need to go do something with it.” They really need to think
about what kind of person they are and what’s important to them and then match that to where
they’re currently working. If an alternative working arrangement will get them what they want, they
need to have a plan to make it happen. Be confident in yourself and what you want and don’t 
apologize for it. Go make it happen and don’t look back. 
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Do you think you are a role model for other women who would want to pursue a flexible work

arrangement?
I’m finding more and more people are using me as a role model. I think people are afraid to ask for
what they want. I was one of the few people who asked for it. I’m pretty approachable and open, and
I’m finding that people, women especially, are asking me about my situation. 

But I always tell people that I’m a ‘work in progress.’ Come back to me in a few years when I have two
children and I’ll be looking for a role model myself.

What advice would you give to managers managing women who participate in flexible work

arrangements?
Many managers have to take a risk by being open to people who want to work part time. They think
it’s going to take more time to manage those people but that’s not true. Sometimes a risk is being the
first manager to allow your team to be flexible. They need to have a good attitude and realize that
their employees want to do a good job. They need to understand that working part time does not mean
“partially committed.”
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Checklist for Supervisors and Managers
General Work/Life Support:

q Understand the work/life policies, programs, guidelines, and resources offered by your company.

q Challenge outdated norms that do not accurately reflect the realities of the organization’s work 

culture and can undermine work/life policies. Consider how you and the organization:

q Define work. Is work defined by hours in the workplace? Are people expected to work weekends, attend early

morning or late night meetings?

q Define good employees. What behaviors are rewarded? Who is defined as a good employee, a committed

employee, an effective employee?  

q Manage people. Do managers use a “line of sight” model? What is the level of trust between employees and

managers? How effective are managers at being proactive and planful in planning the work versus reacting

to crises? Flexible work arrangements require managers to reassess how they assign and plan work, arrange

meetings, schedule vacations, and monitor and evaluate productivity and performance.

q Demonstrate your commitment to improving the work/life quality of your employees. Role model

smart ways to work, and commit to a life outside of work.

q Focus on results and productivity, not face time.

q Build a strong work team and emphasize inclusion, communication, and coordination.

q Use proactive language such as “work smart” or “personal productivity” to communicate that this is an

organizational issue, not just an issue for women with children.

q Consider internal benchmarking. Share lessons learned about strategies that work.

Creating a Flexible Working Environment:

q Determine what types of alternative arrangements employees want and what the business can support.

q Assess work culture and work/life balance issues to identify reasons employees may need alternative work

arrangements, how likely they are to use them, as well as their concerns and preferences.
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Tip from the field:
Managers at Intuit Inc. can read in an internal publication about best practices used by other
business units.
“One of the things I think we found is that so many companies look outside to do benchmarking
for best practices. But the truth is, a lot of times in a company that is big enough—and you know
we’re not huge, we have 7,000 employees—and diverse enough that there are best practices
within your own company.  We try to learn and share within the company…it seems to be 
something that managers really get a lot out of.” 

—Barb Karlin, Director of HR, Intuit Inc.

CHAPTER 7: CHECKLISTS

This is Copyrighted Material



q Ask employees about their perceptions of the work culture’s readiness to implement flexibility and of stereotypes

they have about workers using FWAs.This will help to identify areas for joint problem-solving and priorities for action.

q Articulate strong and consistent messages to employees regarding flexibility. Communicate that you

support their use of flexibility as a means to work more effectively while also better managing their

personal lives.

q Communicate with employees working flexible arrangements regularly, delineate a system for checking

in, and re-evaluate the arrangement periodically. If the arrangement is presenting challenges, explore

ways to improve it.

q Consider work redesign—evaluate the ways work is done within the organization. You want to

understand employee issues relating to both work and personal/family responsibilities.

q How does work get accomplished now and what are areas for improvement (work schedules, work allocation)?

q How empowered do employees feel to suggest better ways of working?

q To what extent are employees responding to the needs of external/internal clients?

q Does the work involve teaming across time zones?

q Do employees in certain jobs need uninterrupted time to accomplish their goals?  

q Are commutes lengthy, difficult, and expensive?  

q Does low-value work take up too much time and limit creativity?  

q If an employee is working a reduced schedule, the workload should be reduced as well.

Providing and Supporting Leaves of Absence:

q Find ways to connect with employees on leave so they continue to feel part of the organization.

Schedule time to talk with leave-takers just prior to their return to discuss plans for re-entry.

q Create alternative entry points for people who have been on leave to re-enter the company in 

meaningful ways.

Providing Support for Personal Responsibilities:

q Understand the resources offered by your company and refer employees with specific concerns or

responsibilities to relevant ones.
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Tip from roundtable participant:
“Create a model of flexibility and communicate it to employees. Sometimes managers say they
allow flexibility but it’s really not supported.”

Tips from roundtable participants for managers of telecommuters:

w Require periodic face-to-face meetings.

w Find opportunities for visibility. For example, have the virtual team member be responsible for

delivering an in-person presentation.
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Checklist for Human Resources Professionals
General Work/Life Support:

q Develop an understanding of the work/life needs of employees by analyzing demographic information,

using the employee survey, and meeting with affinity groups.

q Develop and communicate the business case for addressing employee work/life concerns.

q Partner with business leaders and supervisors to think creatively about ways to support work/life

effectiveness.

q Centralize resources for work/life effectiveness. Consolidate in one easily accessible location all 

information pertaining to work/life effectiveness including policies and guidelines, definitions of 

flexibility and types of arrangements offered, eligibility requirements to participate, tips for working

and managing more effectively, and advice for requesting and approving FWAs.

q Disseminate information and educate your workforce on work/life programs, the business case,

resources, etc., through company newsletters, intranets, email updates, and in an employee handbook.

q Identify and share information about role models who have lives outside of work.

q Compile and disseminate a “How I do it” booklet based on tips from senior women about having families

and/or a life outside of work.

q Compile and disseminate real stories about women and men in senior (and especially line) positions

who rate themselves as successful in their personal lives. Use these for an educational campaign for

the public at large (“Here’s what senior executives look like” or “Surprising things you didn’t know

about senior executives in business”).

q Explore the concept of a “corporate athlete,” which recognizes that recharging and dynamic balance

are necessary for a leader to make it for the long haul. Develop ideas for how to integrate this 

concept into the daily operations of the businesses.

q Once potential solutions are identified:

q Convene employee groups to ensure this is the right solution.

q Evaluate the cost effectiveness of offering solutions.

Creating a Flexible Working Environment:

q Develop policies and guidelines around informal and formal flexibility. Include definitions of informal

and formal flexibility, as well as the types of arrangements offered.

q By stating its position on flexibility, the organization is demonstrating its endorsement and acceptance of

these arrangements.

q A program is much more likely to be used if employees feel flexibility sanctioned by the company.
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q The development of guidelines provides a consistent process and language for how to talk about flexibility

internally. It also provides a framework for making decisions about flexibility arrangements, because 

objective criteria help managers to negotiate arrangements formally and without personal bias.

q Provide concrete tools to support employees who work remotely or virtually. Evaluate the need for

supporting technology, such as alternate phone lines, PDAs, laptops, mobile phones, and DSL.

Determine the circumstances under which the organization will provide these tools, taking into

account the individual arrangement and cost.

q Train managers on the business case for flexibility; how to make objective decisions about flexible

arrangements; and how to effectively manage employees who use these arrangements.

q Train workers using FWAs on how to develop a proposal for a flexible work arrangement; how to 

maximize the effectiveness of their arrangement; and what to expect from the managerial relationship.

q Share stories about successful flexible work arrangements.

q Create a means to share learnings about the effective use of flexibility at the company through 

company newsletters, emails, etc.

Providing and Supporting Leaves of Absence:

q Establish methods to keep women and men connected socially and psychologically to the organization

during leaves of absence. Include them on mailing lists for company newsletters, invite them to 

participate in meetings and office parties, and provide access to training opportunities and network

participation.

q Share stories about women and men who have stepped away from work for a period of time and

returned successfully to their careers.

Providing Support for Personal Responsibilities:

q Investigate the needs of your company’s employees. A good starting point is to analyze the demographic

information you have already. You can also work with employee resource groups and supervisors to

understand the personal issues that may impose on work.

q Research the work/life supports that are available in the key communities where employees live and

work. Communicate these resources to employees. Consider partnering with organizations in the

community to expand/customize resources to meet the needs of your employees.
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Checklist for Individuals
General Work/Life Support:

q Learn about the programs, policies, and resources supporting work/life effectiveness at your company.

q Connect with others to learn about how they effectively manage work and personal responsibilities.

q Don’t be afraid to ask for help. Seek support from colleagues, managers, and your HR department.

q If a practice or initiative is not offered in your organization, propose solutions and communicate your

needs to HR and/or your supervisor.

q Understand that work/life effectiveness is not about “having it all,” but rather, the ability to manage

both a successful career and a successful personal life.

q Improve your time management skills. Identify your most and least productive times of the day and

prioritize your high- and low-skilled tasks accordingly.

q Distinguish between sacrifices and trade-offs. The word “sacrifice” denotes giving something up,

whereas a “trade-off” suggests exchanging one part of your life for another. Make choices that

enable you to have both a satisfying personal life and a rewarding career.

Maximizing a Flexible Work Environment:

q Understand the organization’s policies and guidelines on flexibility. Explore the flexibility options

your employer offers and consider other creative solutions to your work/life issues.

q Communicate to your manager your desire to work more flexibly.

q Draft a proposal for a flexible work arrangement. This will help you determine your readiness to 

participate in such an arrangement. The proposal should include:

q The type of arrangement you are requesting

q How your work will be done differently

q The impact of the arrangement on your teams or work groups

q A plan for communicating with your coworkers and managers

q Potential challenges or barriers and strategies to overcome them

q Additional technology, supplies, or resources you might need

q Reasonable deliverables and expectations

q A process for review that can be used by you and your manager to monitor your arrangement
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Tip from the field:
“I have my schedule posted in my office and I have my Outlook set up that way so that people know
which days I’m around. I have it on my board or people have it on their doors. I try to be as 
flexible with the company as they are with me.”

—Barb Karlin, Director of HR, Intuit Inc.
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q Practice strong personal and professional skills that will help make your flexible work arrangement

successful. Previous research by Catalyst suggests that individual attributes play a critical role in the

success of a flexible work arrangement. These attributes include:

q The ability to prioritize tasks, stay focused, and manage time effectively

q Initiative and the ability to work independently

q Being an active communicator—Make sure you are seen as accessible through voicemail, email, and faxes.

Communicate regularly about schedules, workload, expectations, deadlines, pace, and timing of work.

q Personal flexibility—Be willing to accommodate one’s schedule to work demands, sometimes remaining

accessible and available even at non-work periods.

q Being a relationship-builder with clients, colleagues, and supervisors—Build trust by educating colleagues

and clients about how the part-time arrangement works and the rationale behind the organization’s 

commitment to it.

q Help create a more successful working environment for everyone.

q Serve as a role model for other employees.

q Help dispel myths about flexibility.

q Talk about your flexible work arrangement with coworkers.

q Assist in the development of resources on flexibility.

q Share your “success stories.”

Using Leaves of Absence:

q Understand the organization’s policies on leaves of absence and the implications on your advancement

opportunities.

q Once you decide what type of leave you will take, communicate explicitly to your manager your

plans including the duration of your leave, when you will return to work, how you will stay connected

to the organization, etc. Reiterate your professional goals and commitment.

q Participate in training sessions to keep your skill-base current and to prepare you for your return to

work.

q Stay connected to the organization socially and psychologically through company newsletters,

networks, conferences, and periodic social gatherings.

Support for Personal Responsibilities:

q Investigate and take advantage of the resources provided by your company.

q Evaluate how much time you spend at work and at home taking care of personal responsibilities.

Determine which of these tasks can be completed through the use of company concierge and referral

services.
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Checklist for Leaders
Senior executives, especially senior women, within the organization have the opportunity to serve as

ambassadors and agents of change. You can do this by setting examples, serving as champions to internal

initiatives, and by raising awareness about ways to create a culture that is inclusive of women and people

of color.

q Focus on work/life quality and effectiveness, and develop powerful, win-win solutions that both

improve work practices and make it possible for employees to re-fuel and have lives.

q Avoid scheduling early morning or late afternoon meetings, which can interfere with child care logistics.

q Don’t make assumptions about people’s family responsibilities. For example, don’t presume that single

people are willing to work late or travel on a moment’s notice. Always ask.

q Hold team brainstorming discussions on how to work more flexibly and productively.

q Exercise flexibility yourself and let others know you are doing so.
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American Business Collaboration 17
Since 1992, the ABC has contracted with WFD Consulting to develop ABC’s vision and strategy and implement ABC 
programs. For more than 25 years, WFD Consulting has pioneered innovative workplace solutions for leading organizations
around the world. ABC companies utilize the services of WFD to design, develop, implement, and monitor all aspects of the
collaboration and to create strategies that align their ABC efforts with their overall business goals and objectives. The ABC
was a 1993 Catalyst Award winner.

Computer Associates International, Inc. 18
Computer Associates International, Inc. is a leading worldwide provider of solutions and services for the management of IT
infrastructure, business information, and application development. Headquartered in Islandia, N.Y., Computer Associates
employs 16,000 people and showed 2003 revenues of $3.1 billion.

IBM Corporation 8
IBM, headquartered in Armonk, N.Y., is the world’s largest information technology provider (hardware, software, services),
with 2002 revenues of more than $81 billion, and the worldwide leader in e-business on-demand solutions. The company has
more than 300,000 employees and does business in more than 160 countries. This initiative won the Catalyst Award in 2000.

Intel 22
Intel, the world’s largest chip maker, is also a leading manufacturer of computer, networking, and communications products.
Headquartered in Santa Clara, Calif., Intel employs more than 78,000 people and showed revenues of more than $26 
billion in 2002. 

Lucent Technologies 9
With headquarters in Murray Hill, N.J., and 36,500 employees worldwide, Lucent is a leading global supplier of communications
networking equipment. Lucent’s 2002 sales exceeded $12 billion.

Microsoft 14
The world’s No. 1 software company provides a variety of products and services, including its Windows operating systems
and Office software suite. Headquartered in Redmond, Wash., Microsoft employs more than 50,000 employees and showed
2003 revenues of $32.1 billion.

Motorola, Inc. 19
Headquartered in Schaumburg, Ill., Motorola, Inc. is a global leader in wireless, automotive, and broadband communications.
Motorola employs 97,000 people worldwide and saw sales of $27.3 billion in 2002. Motorola is the recipient of the 1993
Catalyst Award.

National Instruments 15
National Instruments is a technology pioneer and leader in virtual instrumentation, changing the way engineers and 
scientists approach measurement and automation. Headquartered in Austin, Texas, NI has more than 3,000 employees and
direct operations in 40 countries. Revenues for 2002 exceeded $390 million.

Sun Microsystems, Inc. 10
Sun Microsystems, Inc. is a leading provider of industrial-strength hardware, software, and services that make the Net work.
Headquartered in Santa Clara, Calif., Sun employs 35,000 employees worldwide and showed 2003 revenues of $12.5 billion.

Texas Instruments 11
Texas Instruments provides innovative DSP and Analog technologies to meet customers’ real world signal processing 
requirements. TI is headquartered in Dallas, has manufacturing, design, or sales operations in more than 25 countries, and
employs more than 34,000 people. 2002 sales exceeded $8 billion. Texas Instruments is the recipient of the 1996 Catalyst
Award.

Xerox Corporation 20
Xerox Corporation offers an array of innovative document solutions, services, and systems—including color and black-and-
white printers, digital presses, multifunction devices, and digital copiers—designed for offices and production-printing 
environments. Headquartered in Stamford, Conn., Xerox employs 62,800 people worldwide and showed 2002 revenues of
$15.8 billion.

Xilinx, Inc. 12
Xilinx, Inc. is the worldwide leader of programmable logic and programmable system solutions. Headquartered in San Jose,
Calif., Xilinx employs 2,600 people and showed 2002 revenues of $1.1 billion.
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Company initiatives related to work/life issues support women’s participation in the workforce and address

issues related to retention and advancement by giving employees—men and women—more control over

their careers and their work. By addressing issues related to work/life effectiveness—as part of an 

overarching strategy of diversity and inclusion—technology companies can have an opportunity to

increase productivity, improve recruitment, retention, employee morale, creativity, satisfaction and 

commitment, decrease stress and burnout, and improve management practices. Catalyst’s research, as well

as the work of other researchers, suggests that offering these programs has a positive impact on all of

these. For more information on creating and managing a flexible work environment, refer to the following

Catalyst resources:

A New Approach to Flexibility: Managing the Work/Time Equation (1997)

Building a Flexible Workplace, Making Change series (2002)

Flexible Work Arrangements III: A Ten-Year Retrospective (2000)

Making Work Flexible: Policy to Practice (1996)

Two Careers, One Marriage: Making it Work in the Workplace (1998)
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ABOUT CATALYST
Catalyst is the leading research and advisory organization working to
advance women in business, with offices in New York, San Jose, and
Toronto. As an independent, nonprofit membership organization,
Catalyst uses a solutions-oriented approach that has earned the 
confidence of business leaders around the world. Catalyst conducts
research on all aspects of women’s career advancement and provides
strategic and web-based consulting services on a global basis to help
companies and firms advance women and build inclusive work 
environments. In addition, we honor exemplary business initiatives
that promote women’s leadership with our annual Catalyst Award.
Catalyst is consistently ranked No. 1 among U.S. nonprofits focused
on women’s issues by The American Institute of Philanthropy.

Advancing women in business

NEW YORK

120 Wall Street, 5th Floor

New York, NY 10005

tel/ 212-514-7600

fax/ 212-514-8470

SAN JOSE

2825 North First Street, Suite 200

San Jose, CA 95134

tel/ 408-435-1300

fax/ 408-577-0425

TORONTO 

8 King Street East, Suite 505

Toronto, Ontario M5C 1B5

tel/ 416-815-7600

fax/ 416-815-7601

www.catalystwomen.org
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Use Mentoring and Networks to Win

“Mentoring is a useful and powerful tool for
developing a winning culture. It facilitates 
information sharing and offers professional
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development.”
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When Catalyst conducted a series of roundtable discussions with senior leaders in the high tech industry,

our participants described issues related to four major barriers to the recruitment, retention, and advancement

of women. One of these overarching barriers was that women feel isolated in the high tech industry

because they lack role models, networks, and mentors. In this guide, Catalyst presents our recommended

action steps for overcoming this barrier as well as concrete examples of what high tech companies are 

currently doing to address this problem through mentoring and networking activities. These practices provide

examples for other companies in the industry. We hope that high tech companies will be encouraged to

move beyond these examples and create even more innovative ways to foster more inclusive cultures.

Bit by Bit: Catalyst’s Guide to Advancing Women in High Tech Companies
During the fall of 2002 and winter of 2003, Catalyst conducted a series of roundtable discussions, bringing

together business leaders from 27 high tech companies in the United States. In addition, the President of

the Anita Borg Institute for Women and Technology and the Dean of Engineering at the University of

Washington each participated in one of the roundtables.These roundtables provided us with an opportunity

to share information about where women are in the field, identify industry-specific and organizational 

barriers to women’s advancement, and brainstorm ways to advance women in this critical industry.

For purposes of the study, Catalyst defines “high tech” as companies in the business of designing,

developing, selling, and servicing computer hardware or software, telecommunications, and dot-coms or

Internet services. The 27 high tech companies whose executives participated in the study represent a

diverse group in terms of size, maturity, and industry focus.

Roundtable participants were asked to share solutions to the barriers they raised and to pass on information

about specific activities already in place in high tech companies. In the months following the roundtables,

Catalyst conducted interviews with women and men leaders at companies that were mentioned, as well

as others we identified, to learn more about existing programs and policies working to recruit, retain, and

advance women in the industry.

For more information about Methodology, refer to Advancing Women in High Tech: Get a Handle on the

Issues.

CHAPTER 1: INTRODUCTION

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Based on our extensive research and work with companies, Catalyst knows that addressing the needs of

employees involves creating effective approaches to mentoring and networking. The goals of any formal,

company-sponsored mentoring program are to help participants be successful at work, to create a 

mentoring climate where mentoring happens naturally and equitably because people are rewarded for

coaching others, and to raise awareness and educate employees about how to develop effective mentoring

relationships. At the same time, the goals of employee networks are to bring employees from a particular

constituency within the organization together to support the business and each other, support the 

development of members, and to function as a resource to the organization.

Often the points of overlap between mentoring and networking confuse those who are trying to establish

or support initiatives. Perhaps this is because both types of programs deal with building relationships.

Formal networks can certainly open up mentoring opportunities, just as mentors can expose the mentee

to entirely new networks. However, there are some distinct similarities and differences that are worth

detailing.

What do mentoring and networking initiatives have in common?

w Both are intended to build organizational strength through employee development.

w Both facilitate relationships and knowledge sharing.

w Both bridge the gap created by informal systems of communication.

w Both can create visibility opportunities for participants.

w Both, when inclusive, provide women more access to role models.

How do mentoring and networking initiatives differ?

Mentoring Initiatives Networking Initiatives

Focus on individual experience Focus on group experience

Participants not necessarily from same Participants typically from same constituent 
constituent group group

Facilitate individual coaching Facilitate group coaching

Inform/advise individual Inform/advise management

Provide one substantial contact with possibility Provide a wide range of contacts
for more

Interactions are typically in junior/senior pairs Interactions are typically with peers

Facilitate entry into a network Create a place to find a mentor/mentee

Can build client relationships

Develop high-profile events

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Catalyst recommends the following three action steps—discussed in detail throughout this guide—for

addressing women’s feelings of isolation and achieving the goals of mentoring programs and networks:

1. Create structured mentoring programs, internal and external.

2. Create opportunities for women to network and connect with each other.

3. Connect to professional women’s associations.

It is imperative to understand that organizational activities related to these three action steps must be

implemented within the greater context of a diversity initiative in order to address barriers for women

effectively. Specific programs and policies related to one barrier, such as a lack of mentoring and networking

opportunities, will have relatively little impact on the recruitment, retention, and advancement of women

unless they are grounded in an overarching strategy of diversity and inclusion.

Implementing effective diversity strategies involves several steps. First, a company’s senior leaders must

build and communicate their commitment to making change. Then, accountability measures and metrics

should be created to track the progress and results of the initiative. Finding ways to address the stereotypes

and problematic cultural norms within the organization is important, as is accepting a range of leadership

styles.1 Finally, it is critical to refine internal systems and processes along the way.

About this Guide
This guide is specifically designed for two groups of change leaders within organizations:

w Supervisors and managers who create initiatives and activities that can be implemented at the

business unit and departmental levels.

w Human Resources professionals who design and implement corporate-wide initiatives and practices.

Individual women can also benefit from the information presented in this report—especially from the

checklists designed to help individuals seek out mentoring and networking opportunities.

The guide includes:

w A summary of the overarching Barrier and how the related issues discussed affect women in 

technology companies.

w Three recommended Action Steps for making change, supported by company practices called

Snapshots. These describe the key elements of a company practice, why it is being used, and how

success is measured. Each Snapshot also includes Learnings, summarizing useful lessons 

companies can take away from the practice.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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w One in-depth Case Study describing the history of a corporate-wide initiative, why it was designed,

its objectives, who it targets, how it was implemented, and the results. The case includes an 

interview with an individual who participates in the program, providing an insider’s perspective on

how the employee became involved in the program, challenges she faced, and the impact of 

participation on such areas as work, colleagues, personal life, and career.

w Four Checklists—one for supervisors, one for human resources professionals, one for use with

individual women, and one for leaders. These checklists can be used as a reference to help 

maximize the effectiveness of mentoring and networking efforts.

There is no one-size-fits-all approach. What works for one organization will not necessarily work for another,

and what works in a company now may no longer be appropriate several years down the line. Use the

company examples described here as a reference for creating, implementing, and practicing new and

improved solutions to mentoring and networking in your own organization.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Women feel isolated because they lack role models, networks, and mentors.
One of the four main barriers described by our roundtable participants, especially the women, has to do

with women feeling like “outsiders” in technology companies. This barrier was identified in all five 

roundtables, by men as well as women. Twenty-two percent of the documented barriers focus on this problem.

One woman, recently promoted to vice president, explained how it feels to be “alone:”

“I was at an executive summit yesterday and there were 390 people. It’s representative of our 
industry—it’s the best and the brightest out there. One woman of color was in that room and that was
me, and maybe 10 to 15 women. Most men in the room don’t notice that. I’m sitting there thinking
‘God, it’s lonely in here.’”

This barrier is of course linked to other barriers women face. In companies without formal, transparent

approaches to developing talent, important information about career paths and options is communicated

through informal relationships, often inaccessible to “outsiders” to the culture. And, less inclusive cultures

with few senior women are less likely to have diverse models of leaders that represent varying levels of

involvement with personal and family responsibilities.

Lack of Role Models

Many participants described the lack of senior women as a barrier to women’s advancement. They also

noted the importance of having a range of models that vary in terms of personal style, values, and behaviors.

As one participant explained:

“If you don’t see people who look like you in roles that you might aspire to, then over time, you start
to wonder if you really aspire to that role or not. I know in my company, there are very few women 
senior leaders in the line roles. When I came up, I didn’t see a lot of women in high levels but I didn’t really
care. I figured I would just slug it out. But I think a lot of the younger women have a really different 
attitude about whether they want to do that or maybe go somewhere else where it’s going to be easier.”

Participants also described the need for other types of role models: examples of different styles of 

leadership, leaders who spend time with family or community activities, and women in technology roles.

A woman senior vice president described one way this can help:

Advancing Women in High Tech: Use Mentoring and Networks to Win
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“When I started a family, I thought to myself, ‘How am I going to handle this?’ I talked about balance
with women and mentors who had already done it. I was told that you figure out how to fit something
in your day. You learn that you can move this or give up that. You start to figure it out. It works. Balance
motivates you. You become more efficient. Had I gone to a man, he would not have understood.”  

Lack of Access to Networks and Relationships

Participants also identified a lack of access to critical information about how decisions are made, what

opportunities are important and available, and how to play politics, the “rules of the game.” This information

is primarily transmitted through relationships with decision-makers and successful executives. Women

were described as “not being part of the club.” Networks can also help women learn how to handle the

specific issues they may face. One young woman from our focus group of high-potentials explained:

“The informal part is almost more important: the intangible networking, the stuff that goes on in the
halls on a daily basis, the types of communications that do or don’t occur between men and women….
For example, a lot of the men or mentors that I talk to say the reason they stay here is because of the
people they work with. If you don’t feel that kind of connection, whether it’s women or men, you’re
just going to come to work because it’s work.”

Lack of Mentors

Participants reported that there aren’t enough mentors who provide ongoing guidance and coaching about

what to do and what not to do. One man noted that there “is not enough focus on mentoring at the 

senior level—hands-off Darwinism doesn’t move the culture.”

Not Just an Issue for Women
Although more women see lack of access to mentors and networks as a barrier to women’s advancement,

both men and women roundtable participants identified mentoring and networking as key strategies for

developing and advancing all talented employees. Although men tend to have greater access to mentors

than women do, results of Catalyst studies suggest that men also are not getting enough mentoring.

Companies in the high tech industry face fast growth, tight deadlines, and more recently, downsizing.

Senior-level employees may have little time to reach down and mentor young talent, both men and

women.

Mentoring and networking happen informally in companies, as more senior and experienced people 

support the advancement of junior and less experienced employees. However, in general, people tend to

feel more comfortable mentoring and networking with those like themselves. Outsiders to the 

organizational culture, by gender, race, or other demographic characteristics, are then less likely to be

included in those activities. Creating more formal mechanisms for mentoring and networking, motivated

by a commitment to advancing women, also ensures that all employees have opportunities for these

important supports for professional development.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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In addressing the lack of role models, networks, and mentors, keep in mind that this barrier is directly

linked to what is valued in the organizational culture. Both overt and hidden preconceptions and assumptions

about what women can, will, or should permeate the culture and influence decisions about what development

and assignment opportunities are offered. For executives with loaded schedules, there are few explicit

incentives for mentoring and coaching the next generation. Furthermore, if they operate under assumptions

about women (i.e., women will leave the company when they have children, women aren’t committed to

a career), then they are even less likely to invest in developing female talent.

The design and implementation of a formal mentoring program or the creation of a women’s networking

group are extremely useful and help to create a climate where people feel valued and are comfortable

developing relationships with others different from themselves. Such programs are especially important in

the high tech industry, where companies tend to be relatively young, decentralized, and career paths are

not clearly defined. But, in and of themselves, they cannot ensure that women are retained, developed,

and advanced within the company. These programs and activities must be grounded in a commitment and

strategy to create a more inclusive culture, one that welcomes employees regardless of their gender,

ethnicity, religion, etc.

Women and men roundtable participants agreed on the 

importance of mentoring in which more senior and 

experienced employees provide ongoing advice about career

decisions, insight about the political environment, and 

introductions into professional networks to less experienced

colleagues. These mentoring relationships help individuals 

figure out what to do and what not to do within the company.

Typically, these relationships happen informally and are

unstructured. However, because the majority of senior leaders

are white men and mentors tend to gravitate toward 

colleagues with similar backgrounds and demographic 

characteristics, women and people of color are much more likely to be excluded from these informal 

activities and from developing these critical relationships.

Increasingly companies are developing formal, structured programs to create forums where relationships

that may not happen more naturally have a chance to develop. Many companies have internal programs

that match their mentors and mentees and provide guidance related to time commitments and discussion

Advancing Women in High Tech: Use Mentoring and Networks to Win
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“There are two things that have made a 
difference for me. The first is mentoring. It
doesn’t have to be a female mentor. Preferably
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visibility to what it’s like to work at that level.
Can you visualize yourself at that level being
successful? Secondly is high-level sponsorship,
so when that job opens up and even if there is
a stretch, there is someone up above who
knows you well enough and believes in you and
knows it’s worth taking a shot.”

CHAPTER 3: ACTION STEP—CREATE STRUCTURED MENTORING
PROGRAMS, INTERNAL AND EXTERNAL.
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topics. Others rely on external programs, as a benefit to high-performing individuals who receive skill 

training and connections to mentors and peer networks in the companies. Formal programs are a visible

statement of commitment to the issue of mentoring and, if participation is evaluated by race and gender,

of commitment to diversity as well.

Formal vs. Informal Mentoring
In formal mentoring programs, the company matches the mentors and mentees, provides support to 

participants—including training on how to be an effective mentor and mentee, designates minimum time

commitments, monitors relationships, and evaluates the program.

For informal or facilitated mentoring programs, the organization provides venues for mentoring 

relationships to develop and lends guidance, for example, networking events or panel discussions, to

encourage effective mentoring relationships to occur. Participants are often left to pair with one another

on their own. It is often up to the mentee to make the connection.

Catalyst’s work in supporting the development of mentoring programs that are most effective for women

has helped us to identify a characteristic set of success factors, which include:

w Link to the business strategy

w Clearly articulated program objectives and assessment

w Leadership commitment

w Allocation of adequate resources

w Realistic participant expectations, with training for mentors and mentees

w Supportive culture

This section includes descriptions of practices in high tech companies that focus on formal, structured 

mentoring programs:

w Adobe Systems Incorporated–Leveraging an External Mentoring Program for High-Potential Women

w Agilent Technologies Inc.–Mentoring for High-Potentials

w Dell–Creating a Mentoring Culture

w Intel–Partnering to Develop Skills

w Unisys Corporation–Maximizing Effectiveness with Mentoring

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Snapshot: Adobe Systems Incorporated—Leveraging an External Mentoring
Program for High-Potential Women
Adobe offers high-performing women employees a chance to participate in the Women Unlimited TEAM

and LEAD programs. Women Unlimited is a national organization that specializes in comprehensive 

leadership development and networking for achievement-focused women. Adobe started participating in

the Women Unlimited programs in 1998. They were initially offered as part of the training and 

development programs for Adobe employees. After two years, Adobe realized the value of the program to

participants and decided to leverage the program to a greater extent. There is now a more rigorous,

standardized nomination and selection process for the TEAM and LEAD programs.

The LEAD program at Women Unlimited is a 12-month leadership development program for mid-level

managers. The program includes a comprehensive leadership skills assessment, 12 monthly off-site 

development workshops, networking opportunities, individualized monthly action assignments, group and

one-on-one mentoring, alumnae workshops, conferences, and newsletters.

The TEAM program is a six-month management development program for new managers and high-potential

project/program leaders. It includes a management assessment and goal-setting process, six monthly 

management development workshops, action items, team mentoring, peer coaching and networking, and

an end-of-program progress evaluation.

Adobe’s nomination process takes place once a year. High-performing and high-potential employees are

nominated by their managers and the nominee must get the support of her executive team member (LEAD)

or VP (TEAM). The selection committee includes the manager of Engagement and Diversity, an executive

team member, the head of the Learning and Development team, the head of Human Resources, a 

participating mentor, and an alumnus of the program. A single organization is limited to send only five

people to each Women Unlimited program per year, so up to ten women are selected. Since 1998, 35

women from Adobe have participated in the programs.

The results of program participation on a woman’s career are difficult to quantify as the participants are

already high achievers, but the anecdotal evidence is extremely positive. Managers (and participants)

almost invariably report significant improvements in delegation, time management, prioritization,

leadership abilities, and greater visibility within Adobe.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Learnings:

w External mentoring programs are a practical alternative for smaller companies or 

companies that can’t support structured internal mentoring initiatives.

w Participation in a cross-industry development program with an emphasis on mentoring

and networking opportunities can improve strategic thinking, communication skills, and

team effectiveness, all of which can be applied within the organization.

w Meeting the criteria for and participating in a highly selective program can serve as an

effective career development goal for women employees.

w An external program with different types of mentoring structures (e.g., one-on-one,

group, peer) enables women to develop a panel of mentors with a wide range of 

professional experience who can provide different types of guidance and support for 

different needs.

w w w w w w w w w w w w w w w

Snapshot: Agilent Technologies Inc.—Mentoring for High-Potentials
Agilent’s mentoring effort is one component of its talent development programs, Lead and Aim. Lead

targets individual contributors and first-level managers with potential to be future integrating managers.

Aim targets operating and integrating managers with potential to become the senior-level managers.

Men and women in Lead and Aim participate as mentees in the program. Mentors are pre-selected from

within the organization by Human Resources and tend to be people who understand the objectives of the

program, believe strongly in people development, and can commit to the time requirements.

Mentoring pairs are matched using a database application called “Open Mentoring,” which was 

purchased from a third-party vendor (Triple Creek). Mentors register in the application and then identify

from a list of leadership competencies the areas in which they would make strong mentors. Lead and Aim

mentees enter their criteria for a mentor as well as the skills they want to work on into the database, based

on a development plan that was designed with an external coach. The application suggests three 

potential mentors based on the criteria entered. Participants follow up with potential mentors to assess

the chemistry, interest level, and opportunities for the relationship. This process continues until a match is

made. Mentors have only one mentee at a time, and once a mentor is selected, his/her name is taken out

of the pool.

The application also provides tips for seeking out and approaching a potential mentor, as well as contracting

for the relationship. It is recommended that mentees choose a mentor they don’t already know. Pat

Chapman, Global Program Manager, Global Learning and Leadership Development, explained, “The 

participants are encouraged to connect with mentors who they would normally never meet. We also want

Advancing Women in High Tech: Use Mentoring and Networks to Win
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them to connect with someone who is not in their business—to help broaden their view of Agilent; to

bring new ideas into their own environment.”

Guidelines for mentoring pairs suggest they meet for two one-hour sessions each month for six months.

Agilent has found that year-long relationships tend to fail because people become disengaged.A relationship

with very specific goals over a short timeframe keeps both mentors and mentees more focused.

Learnings:

w The design and implementation of an effective matching process is very important to the

success of mentoring programs. Off-the-shelf products are available so companies don’t

have to start from scratch.

w Mentoring relationships are a useful tool for sharing resources and knowledge across

business units and can help mentees understand how their business unit fits into the

organization as a whole.

w The most effective mentoring programs tend to be very clear about their audience and

the overarching goals of the mentoring relationship.

w Successful programs are adjusted and revised as needed. The first attempt at designing

a program might not be the best one for the needs of the participants and the organization.

w w w w w w w w w w w w w w w

Snapshot: Dell–Creating a Mentoring Culture
The Executive Mentoring Program at Dell is facilitated by the company’s Global Diversity organization,

which partners with business unit human resources leaders. The program is aligned with the company’s

overall Diversity Initiative, developed from one of Dell’s four strategic initiatives—globalization, the 

customer experience, product leadership, and building a winning culture.

Mentees, mostly women and people of color, are identified as key talent and top performers with specific

development needs. Vice presidents and senior-level directors are required to participate as mentors as a

component of their yearly evaluations. The Global Diversity organization manages the matching process,

training, and evaluation of the program’s success. Each mentee is expected to drive the relationship based

on his/her own developmental goals, which could include career development needs, skills and 

competencies, and navigation of the organization and its culture.

There are more than 250 mentees participating in the program at any one point, along with 120 mentors.

The mentoring relationship is one-on-one. Mentors are assigned more than one mentee, and each pair

meets on an individual basis. Dell has established developmental metrics that track retention and turnover

Advancing Women in High Tech: Use Mentoring and Networks to Win
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and is currently working to confirm a clear connection linking this program with turnover cost-avoidance.

The program has also been reformed to be more inclusive of white men, while keeping its existing 

emphasis on women and people of color.

“Our people and their development are one of our highest priorities,” explained President and COO Kevin

Rollins. “Mentoring is a useful and powerful tool for developing a winning culture. It facilitates 

information sharing and offers professional stimulation for all levels of employees. Mentoring helps open

doors to a different way of thinking about our jobs and work environment, and it is a continuation of one’s

professional development.”

Learnings:

w Successful mentoring programs are integrated with the organization’s strategic priorities

and diversity goals.

w Creating an expectation for executives and leaders to serve as mentors coupled with the

use of accountability systems helps to foster a mentoring climate where mentoring 

happens naturally. It also sends the message that the organization is committed to 

developing future leaders.

w Even in a company with a strong commitment and approach to informal mentoring and

professional development, a structured approach to mentoring ensures that women and

people of color are included.

w w w w w w w w w w w w w w w

Snapshot: Intel—Partnering to Develop Skills
Intel’s mentoring program was developed in 1992 in response to several organizational concerns. First,

various groups across the company were looking for ways to improve their ability to attract and retain

diverse talent, including technical women and other under-represented minority groups. In addition, a

method to help employees develop in a faster and more customized manner was needed. Finally, knowledge

management and the question of how to transfer knowledge were developing as key considerations

across disciplines. Research and benchmarking pointed to mentoring as a way to address these concerns.

Intel’s mentoring program is skill-based and has two components: “do it yourself” and “facilitated.” The

“do it yourself” version uses a web-based tool to match the mentor and the mentee (called “partner” at

Intel). In the “facilitated” version, the pairs are arranged by a program manager. Both approaches include

a mentoring toolkit, resources, and training. Training for the “do it yourself” approach is self-paced,

whereas training for the “facilitated” approach is led by an instructor. All mentoring pairs have access to

consultation to address questions, concerns, and coaching, and feedback mechanisms are in place for 

Advancing Women in High Tech: Use Mentoring and Networks to Win
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continuous improvement. Employees are free to choose between either version and participation is 

completely voluntary. Intel maintains a database of potential mentors who have identified themselves as

experts in specific areas. Mentors and partners are matched based on skill levels, but typically fall within

three grade levels of each other. Partners may not fall in the mentor’s direct line of reporting.

Intel has learned a number of lessons for how to create a successful program. For example, because 

matches are not always perfect, the company developed a no-fault policy, which discontinues a 

partnership and allows the members of the pair to establish other partnerships.

The company has also learned from challenges that arise out of its global culture. Due to the scheduling

difficulties between international pairs, Intel is building a qualification into the application that allows 

participants to select time zones from which they would accept a match. To deal with the complications

of cultural nuances, Intel offers cultural training and has embedded liaisons in each geography to help

make appropriate modifications to training materials, program, and communications.

Feedback and growing participation indicate that the mentoring program has positively impacted employee

development. Approval ratings for the program consistently run 95 percent and above, and new groups

continue to join the program regularly. Since its introduction, more than 6,000 employees have participated

in a mentoring partnership.

Learnings:

w Mentoring programs can be leveraged as a tool to respond to business concerns such as

retention, knowledge management, and employee development.

w Skill-based mentoring can be used to capitalize on the individual strengths of men and

women employees who can serve as mentors.

w Informal mentoring programs, which place the onus on mentees to identify and approach

mentors, require resources such as web-based tools, databases, or directories to facilitate

the matching process.

w Mentoring relationships across the globe require more thinking and planning around 

cultural differences and logistics.

w Thoughtful design of a mentoring program—with elements such as internal consultants

to address concerns and a no-fault discontinuation policy—help result in successful 

mentoring programs and highly satisfied participants.

w Providing choices can ensure prospective mentees receive the type of mentoring they

need.

w w w w w w w w w w w w w w w

Advancing Women in High Tech: Use Mentoring and Networks to Win

13

CREATE
ST

RU
C

TU
RE

D
M

EN
TO

RI
N

G
PR

OGRAMS

AC
TI

O
N

ST
EP

This is Copyrighted Material



Snapshot: Unisys Corporation—Maximizing Effectiveness with Mentoring
In 2002, Unisys combined the strongest aspects of its existing mentoring programs from various organizations

and launched a corporate mentoring initiative. The initiative set standards and guidelines for formal 

mentoring programs, which are implemented on a case-by-case basis in individual business units.

The initiative allows employees interested in participating in a mentoring relationship access to e-HR tools

and personal consulting that help them establish relationships based on their own proactive efforts or as

part of a formal mentoring program. Available to men and women at all levels, these tools offer guidelines

and tips for forming and maximizing mentoring relationships. Individuals can assess their motivation to

participate in a mentoring relationship, learn how to position themselves and to approach various 

situations, and how to leverage the mentoring relationship to assess personal development and career

goals. Protégés benefit from the experience and expertise of the mentor while the mentor, in turn, gains

insight into issues from a fresh perspective while applying valuable coaching and feedback skills. Online

tools also include the organization’s practical definition for mentoring, business benefits of mentoring, and

numerous support resources for both mentors and protégés.

To identify a mentor, individuals first approach an HR Business Partner, who sets up informational 

interviews with potential mentors. The mentor can be a peer or senior-level person in the organization,

depending on the developmental needs or career aspirations of the protégé. The pair determines the 

frequency and duration of interactions, as well as the length of the relationship, although a minimum of

one year is suggested. Mentor availability is considered before the match is made. The foundation of the

initiative, according to Makeda Brown, Senior Human Resources Business Partner, is that “mentoring is

most effective when it is managed at a personal level.”

Mentor and protégé pairs participate in a training session to communicate the objectives of the program,

define the expectations for the relationship, and help them utilize the available tools. Ongoing development

classes and training on how to maintain an effective mentoring relationship in a virtual environment are

offered as well.

One of the next goals for the program is to have each business unit implement a formal mentoring 

program for individuals at mid-career level or above. Ms. Brown explained, “We’re looking for business

units to determine their needs from a talent perspective to see how they can start leveraging their current

population. An accelerated effort like a targeted mentoring program will help with meaningful employee

development, enhancing organizational benchstrength, and maintaining our leadership pipeline.”

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Learnings

w A corporate mentoring initiative can provide a foundation for mentoring in an organization

while individual programs can be tailored to meet the needs of mentors and mentees in

various business units.

w Self-assessment tools can help individuals understand if they are ready to fully engage in

the mentoring process.

w Access to mentoring tools for all employees helps make the mentoring process more

transparent and communicates the objectives of the program to potential participants.

These tools enable mentees to seek out informal mentoring relationships and enables

formal pairs to be more effective.

w Hand-matching potential mentees with potential mentors requires staff resources and

takes time.

w Training for mentors and mentees helps to set the stage for successful mentoring 

relationships.

w w w w w w w w w w w w w w w
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In addition to creating mentoring programs, companies can address women’s feelings of isolation by 

providing women with networking opportunities. As noted in Catalyst’s Advancing Women in High Tech:

Get a Handle on the Issues, women make up about half of the U.S. workforce.2 However, the representation

of women declines significantly as you move up the career ladder, especially in the high tech industry.

Women who are peers often do not work in the same function or the same location.

Employee networks are a formal way to connect affinity groups, helping people to form relationships and

learn from each other. The creation of a women’s networking group, sanctioned by the company leadership,

provides support to individual women by communicating the importance of networking and relationship-

building, as well as providing informal and formal opportunities for mentoring and sponsorship.

A network is a group of people from a particular constituency (women, African-American, gay/lesbian,

Generation X, etc.) within an organization, formed to act as a resource for the group and the company. A

network can play various roles including a forum for sharing career development information, an advising

body to management on issues relating to the group, and a platform for leadership and visibility 

opportunities for members. It can also help facilitate a relationship with members of that demographic in

the market, and serve as both a resource for business development and a partner in recruiting and 

retaining employees.

From the employer’s perspective, these networks help create opportunities for visibility (for employees and

for leadership), improve lines of communication, build inclusive work environments, and, because they 

typically focus on personal development and business issues, increase business effectiveness.

Catalyst’s work in supporting the creation and maintenance of networks that are most effective for women

has helped us identify a characteristic set of success factors, which include:

w Well-defined mission, role in organization

w Clearly articulated business case 

w Alignment with member interests 

w Diversity in leadership

w Well-managed activities and communications

w Senior leadership support

w Periodic evaluation

Advancing Women in High Tech: Use Mentoring and Networks to Win
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This section includes descriptions of the following company practices:

w Cisco Systems, Inc.—Supporting Informal Networking

w IBM Corporation—Convening Women in Technology

w Metrowerks—Forums for Networking 

w Microsoft—Working Through Diversity Advisory Councils

w Qpass Inc.—Informal Networking

Snapshot: Cisco Systems, Inc.—Supporting Informal Networking
At their first Women’s Leadership Conference, held in 2001, Cisco learned that senior-level women were

looking for ways to gain development opportunities and to accelerate their career development. In breakout

sessions at the conference, groups identified the top ways Cisco could help women achieve these 

objectives. Attendees identified four top priorities for their development:

w Learn more about the business

w Get to know other women

w Expand cross-functional knowledge

w Attain greater visibility

The Perspectives series gives senior women the opportunity to convene regularly to share their first-hand

experiences of business and career challenges. The goals of the individual sessions are to:

w Create opportunity for informal career development and knowledge sharing among peers;

w Promote professional camaraderie;

w Provide opportunities to hone presentation and facilitation skills; and

w Further cross-functional business knowledge.

There are also opportunities for visibility for those who are interested in participating as panelists or speakers.

All of this takes place in an atmosphere of open interaction and candid dialogue.

The attendees meet over a 90-minute session, which includes time for networking, lunch, and a presentation.

The presentation can be a single speaker, joint speakers, or a panel on a particular theme or topic. The 

presenters often encourage individual breakouts and then return to group discussion. Topics have ranged

from individual career development strategies to “A Day in the Life of a Woman Engineer.”

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Perspectives is an initiative by senior women for senior women. A planning team of senior women 

manages the events, creates the theme, sponsors the lunches, and promotes attendance. Responses to the

San Jose sessions have been extremely positive. Going forward, it is hoped that some of these events might

take place in other Cisco locations.

Learnings:

w A network can create a forum for sharing information across parts of the business and

connecting potential mentors and mentees. It can also showcase women role models and

provide a forum for career development advice and guidance.

w A successful network aligns activities and goals with member interests.

w By creating informal networking opportunities, companies can support employee 

development plans.

w A strong leadership team is critical to a well-functioning network group.

w A women’s leadership conference is an effective arena to identify the issues women face

in the organization as well as the opportunities for and interest in a women’s network.

w w w w w w w w w w w w w w w

Snapshot: IBM Corporation—Convening Women in Technology
IBM’s Global Women Leaders Task Force—Creating the Climate to Win is the culmination of internal

assessments and culture change efforts that began in 1995. Two key components of IBM’s initiative that

promote networking and building connections are the Global Women’s Leadership Conference and the

Women in Technology Conference.

IBM’s first Global Women’s Leadership Conference took place in 1997 and provided a starting point for

many subsequent initiatives. The original conference brought together 81 women from 19 countries to

define common barriers to advancement and to brainstorm solutions. Conference attendees were then

asked to return to their home countries and implement regional strategies.

In 1998, a second Global Women’s Leadership Conference was held for more than 135 women from 29

countries. The goals were to review the status of the objectives set at the first session, assess stumbling

blocks to accomplishing the strategy, and assist the geographies for their one-year update. Since then,

conferences have been held in 2000 and 2003.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Because of the low representation of women in technical functions within IBM, a key action item from the

initial women’s executive task force was to establish a separate focus on technical women. As a result, the

IBM Women in Technology Subcommittee was created. The committee’s goals are:

w To support the advancement and recognition of IBM’s female technical talent

w To attract and recruit more qualified technical women to IBM

w To enhance IBM’s image regarding women in technology 

w To work with outside organizations to influence the decisions of girls and young women to pursue

education and careers in science and technology

The first biannual Women in Technology Conference was held in October 1998 and was attended by more

than 500 women from 29 countries. The goals of the meeting were to broaden attendees’ understanding

of industry and technology trends, to gain a perspective on their business challenges, to enhance their 

professional development, and to network with each other. One of the most successful aspects of the 

program was the opportunity for technical women to network with other women professionals from across

the globe. Conference planners set up tables where members of various identity groups—

African-Americans, Asian-Americans, etc.—could gather and network. Subsequent conferences were held

in 2000 and 2002. Th next WIT conference is scheduled for May 2004.

Learnings:

w With today’s growing global economy and mobile workforce, employees can benefit from

opportunities to expand connections overseas.

w Conferences and forums provide women a collective voice and can help companies 

understand the unique issues women in the organization face.

w Initiatives need to be revisited regularly to assess progress and to reevaluate goals.

w Distinct conferences—or networks—are a means to focus on the unique issues and needs

of a targeted group of employees.

w w w w w w w w w w w w w w w
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Snapshot: Metrowerks—Forums for Networking
In 2001, surveys and informal feedback at Metrowerks suggested that women had concerns about 

mentoring and networking, as well as the perception of a “glass ceiling” and a culture that did not 

promote inclusiveness at the company. In response, the leadership at Metrowerks met with women from

different functional areas and external consultants to address issues related to diversity and women’s

advancement at the company. This process led to the formation of the Women’s Leadership Forum, which

launched its first company-wide event in October 2002. President and CEO Jim Welch sponsored the

launch event and continues to support the Forum by communicating its existence and making its events

more visible.

The Forum focuses on five areas: mentoring and coaching; work/life balance; diversity; leadership development;

and professional networking.Through their efforts, Forum leaders hope to provide visibility and advancement

opportunities to members, as well as retain top talent. Initially created for women, the initiative has now

evolved to include men as well.

The Forum has developed several programs including a professional book club, a brown bag series, and an

online mentoring system. The book club meets regularly to discuss business and professional books 

recommended by members of Metrowerks’ executive team. Mr. Welch sponsored the first meeting and

other executives have sponsored subsequent meetings. Brown bags feature internal and external speakers

on achieving work/life balance and diversity issues. The mentoring system, provided by an outside vendor,

is available to men and women (based on performance) in the semiconductor sector at Metrowerks and

its parent company, Motorola.

To communicate its programs to staff, the Forum uses email, quarterly newsletters, bulletin boards and

intranet, voicemail messages from executives supporting the program, and “lunch-and-learn” information

sessions. Event participation is tracked and the Forum is focused on including more men.

According to Jeanna Stavas, Director of the Program Management Office, the Forum has received positive

feedback so far and is helping to focus attention on diversity—a relatively new issue for Metrowerks. “The

high energy and credibility of these women are the reasons things are happening,” said Ms. Stavas. “The

Forum has opened the door to doing more awareness and education of our executive team and the rest

of our managers.”

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Learnings:

w While educational and informational sessions, such as speakers and brown bags, can 

contribute to employee development, they also provide an arena for informal networking.

w Networks provide visibility opportunities, particularly for those individuals in leadership roles.

w Participation of men in women’s network activities can help to enrich them and to 

further their impact. Networks are also a tool to educate men and senior executives in

the organization about women’s experiences.

w Women’s networks can be a foundational element of a larger diversity effort.

w Capitalizing on a wide variety of communication tools—including word of mouth—is

vital to growing participation in the network and in network events.

w w w w w w w w w w w w w w w

Snapshot: Microsoft—Working Through Diversity Advisory Councils
To help promote connections between employees, Microsoft has developed a community of employee

resource groups that are initiated and chartered by employees. These self-organized Diversity Advisory

Councils (DACs) provide support and networking opportunities such as mentoring, recruiting, community

service options, and career development. DACs meet monthly to discuss diversity issues, share information

and resources, identify training needs, and develop strategies to assist Microsoft in its diversity efforts.

There are currently 29 DACs, which include Hoppers (a women’s network), Blacks at Microsoft, groups for

employees with disabilities (visually impaired and hard of hearing), and Gay, Lesbian, Bisexual and

Transgender employees, among others. Groups organize their own meetings, recruit boards of executives,

and maintain individual web sites. Seventeen of the 29 DAC groups have an executive sponsor at the Vice

President level or above.

Microsoft’s Corporate Diversity Group oversees the DACs, ensuring that the groups adhere to guidelines

and are represented at quarterly board meetings. Stafford Mays from the Corporate Diversity Group 

coordinates and manages board meetings. Pointing to the Hoppers group as an example, Mr. Mays explained

that the strongest groups stay proactive and tend to coalesce around signature events. “Hoppers is 3,000

members strong and is very well organized,” he explained. “They have monthly meetings and signature 

programs. They put on a great effort with Take Our Daughters to Work Day every year. I also work with them

closely during Women’s History Month.” Additionally, members of Hoppers work with several women’s-only

or young girls’ outreach centers in the Redmond/Seattle area. They sponsor young girls throughout the year

and include them in hands-on training, mentoring, and educational opportunities around math and science.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Learnings:

w Both individuals and organizations benefit from employee networks. They provide 

individual members with opportunities for visibility and development, and organizations

have access to powerful resources on issues related to gender, race/ethnicity, and other

traditionally marginalized groups.

w The most effective networks focus on making the organization a better place to work and

providing members with opportunities to address important issues.

w Having a signature event creates visibility for the network and allows network members

to educate others.

w Having activities that connect women’s network members with girls and young women

helps to attract women to high tech companies. Reaching out to the community is often

among the core activities of women’s networks.

w w w w w w w w w w w w w w w

Snapshot: Qpass Inc.—Informal Networking
A company that downsized to fewer than 100 employees in 2001, Qpass makes a strong effort to instill a

sense of connection between employees. While the company’s workforce is predominantly male, there is

a special emphasis on establishing connections among the few women who work there.

Informal mentoring is encouraged on a regular basis. During quarterly performance reviews, many 

managers identify areas for employee development and suggest internal mentors to aid in skill development.

The onus is on the individual to make the initial contact and engage mentors regularly.

Informal networking is also encouraged. Every month or so, Human Resources Manager Melanie Keisor

sends out an invitation for a women’s luncheon. The goal is to build camaraderie among women and give

them a sense of community to counteract some of the isolation they might feel in their work environment.

Fifty to 80 percent of the women at Qpass attend these lunches at any one time.

Ms. Keisor has also instituted an internal service organization called the “Q-mmunity” to help in fund 

raising and service projects. Women are by far the largest participants in the “Q-mmunity” projects. A large

beneficiary of their work is the network of women’s shelters in Seattle. They have participated in clothing

drives and in efforts to reconstitute cell phones for battered women.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Learnings:

w Access to informal networks is a critical aspect of feeling comfortable, included, and

effective in an organization.

w Without formal programs or policies, managers play a critical role in communicating the

importance of mentoring relationships and making them happen.

w Informal networking is a tool for responding to business problems and can help to 

maintain a sense of camaraderie in the absence of more formal diversity programs.

w Small companies, without the resources for formal networks, can find ways to ensure that

potential outsiders to the culture feel included.

w w w w w w w w w w w w w w w
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Professional and industry associations have long been important forums for professionals working on the

same issues to connect and learn from each other. These associations typically work to advance the 

profession or the industry by providing a wide range of opportunities to develop as a leader within the

profession or industry, through research, conferences, newsletters, and other media. Participating in 

association conferences and activities can provide opportunities for visibility and for critical growth 

experiences. Many of these organizations now include a strong emphasis on supporting women and 

people of color. For example, the American Bar Association and the American Institute of Certified Public

Accountants have strong initiatives related to women in the profession.

Women in high tech companies also benefit from reaching outside their companies to expand their 

networks and their career development opportunities. Many company employee networks consider the

facilitation of relationships with outside professional associations a core part of their activities. They help

the company to identify organizations that the company might want to have a presence with or at least

get to know and potentially partner on activities.

Women in technology will want to reach out to this organization:

w Anita Borg Institute for Women and Technology—Systers Online Community and Grace

Hopper Celebration of Women in Computing

Snapshot: Anita Borg Institute for Women and Technology—Systers Online
Community and Grace Hopper Celebration of Women in Computing
The mission of the Anita Borg Institute for Women in Technology is “to increase the impact of women in

all aspects of technology and to increase the positive impact of technology on the lives of the world’s

women.” The Institute carries out this mission through several programs, two of which provide formal and

informal networking opportunities for women across the industry: Systers Online Community and Grace

Hopper Celebration of Women in Computing.

Systers is an online mailing list and web-based forum for women in technology. It originated in 1987 as a

small mailing list for 12 women. Dr. Anita Borg founded Systers to provide women in technology with a

supportive community. It gives members opportunities to network, and provides access to information,

mentoring, and problem-solving. Systers has been maintained by Dr. Robin Jeffries of Sun Microsystems

since 1999.

Advancing Women in High Tech: Use Mentoring and Networks to Win
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Systers currently has more than 3,600 members from 60 countries, representing women computer 

professionals in the commercial, academic, and government sectors, as well as students. The community

has several interest-specific peer mentoring lists including lists for technical mothers, those interested in

management, project managers, and programmers. There is also a separate list specifically for students in

computer science and related areas.

The Institute also sponsors the Grace Hopper Celebration of Women in Computing, the largest technical

conference for women in computing. The conference, first held in 1994 and inspired by the legacy of

Admiral Grace Murray Hopper, was co-founded by Dr. Anita Borg and Dr. Telle Whitney.

The objective of this biennial conference is to increase visibility and recognition of women’s impact on

technology, and to bring women’s research and career interests to the forefront. It provides women with

opportunities to network, mentor, and share their contributions. The conference features keynote speakers,

presentations of leading research findings, technical sessions, panels, and workshops about women’s

workplace issues.There is also a gala and awards ceremony;Young Investigator awards were given in 2002

for best technical paper and best research poster. Seeking to maintain a balance between academia and

industry, the conference brings women from both sectors together.

Since 1994, there have been four conferences, with more than 2,200 participants. The most recent 

conference (2002) had more than 600 women in attendance from all over the world.

Learnings:

w Professional women’s associations provide women with support systems focused on 

specific needs and issues.

w Online networks bridge geographic boundaries so participants do not have to live or

work in the same location.

w Access to external associations and conferences is a way to acknowledge women’s 

contributions to and increase women’s visibility in the industry.

w Professional associations with a focus on technology are an important forum to connect

corporate women with students, encouraging more women to enter the industry.

w w w w w w w w w w w w w w w
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In addition to snapshot interviews, Catalyst conducted a more in-depth interview with Sun Microsystems,

Inc. about the Sun Engineering Enrichment and Development (SEED) program. This case study 

demonstrates how Sun uses its international two-track mentoring and development program to address

employee needs. The program has two dimensions: one for recent college hires and one for established

staff. The case study also provides a look inside one employee’s experience.

The History of the Initiative

In 2001, the Human Resources department for Sun Engineering had a corporate goal to create an

Engineering Best of the Best (BOB) program to help orient and integrate recent college hires into the 

workplace at Sun. HR started with the model of BOB programs in other areas of Sun. To complete the

design and implementation of the program, they reached out to Katy Dickinson, a senior member of the

Chief Technologist’s Office, who was already working with college students as an instructor at the

University of California, Berkeley. She designed and implemented an online development program for the

Engineering division. Based on the research and feedback on this first program, a need was identified to

have a similar program for established employees. In 2002, Sun introduced the established staff program.

Currently, there are three mentoring programs per year: two six-month established staff programs and one

one-year recent college hire program.

One factor contributing to the continued existence and development of the SEED program is the 

commitment of senior leadership. The leaders of the program believe that mentoring programs are 

particularly effective in making change for women, and the program has full support of Sun CTO and

Executive Vice President Dr. Greg Papadopoulos. Evidence of Dr. Papadopoulos’ commitment to the SEED

program is his willingness to allocate one of his direct reports to run the SEED program. Ms. Dickinson,

who holds the director-level titles of Master Black Belt: CTO & Sun Labs, and Process Architect, spends

about half of her time managing the SEED program.

Sun completed a pilot for each of the programs to aid in its design and implementation. While program

details are never changed during an active session, modifications are made between groups based on the

feedback and experiences of the previous group. Past participants are often asked for feedback on 

materials and events.

The current recent hire program has five components:

1. Mentoring: Yearlong mentoring relationship with senior staff. A large majority (about 80 percent) of

the mentors have very senior job titles: Distinguished Engineers, Directors, Vice Presidents, Fellows, and

Senior Vice Presidents. The program guidelines suggest that mentor and mentee pairs meet for one to

two hours every two weeks.
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2. Group meetings: Monthly meetings for all SEED participants—ten meetings by phone and three in 

person. Meetings are designed to expose the group to relevant content (e.g., quality practices, intellectual

property law) and influential people and role models within the company or industry. Past participants

are welcome to attend.

3. Events and activities: In-person networking and informational meetings.The events include presentations

and tours of labs and/or local sites.

4. Customer exposure: Participants are required to spend at least ten days at a customer site or working

directly with customers. Participants are encouraged to spend time in the customer-facing departments

at Sun locally or accompany them in the field.

5. Assessment and communication: All program participants—mentors, mentees, and managers—

complete quarterly feedback reports. All quarterly reports are published on the program web site.

Participants can also communicate informally and privately with the program manager, and are 

encouraged to do so.

The established staff program overlaps with the recent college hire program: participants attend the same

events and meetings, and have the same mentoring and feedback structure. As the established staff 

typically have experience interacting directly with customers, customer exposure is not a component of

their program.

Objectives

The overall goal of the SEED program is to increase employee value, satisfaction, and retention. As Ms.

Dickinson explained: “We help develop, enrich, and broaden the experience and understanding of senior

engineering staff or recent college hires with the goal of making both the mentee and the mentor more

valuable to Sun and more satisfied with their careers at Sun.” There is also a strong emphasis on reaching

out to traditionally marginalized groups within the organization and attempting to ensure diverse 

participation (in terms of geography, gender, and professional expertise).

Target Audience

The SEED program is targeted at employees in the engineering groups at Sun. Employees must be involved

with the development, support, or research of Sun’s products to be eligible for the program. The specific

definition of “engineer” in this context was developed by the Technology Architecture Council (a group of

Sun’s chief technologists). The recent college hire program is open to employees with strong academic

backgrounds who are within three years of graduation. The established staff program is open to senior

engineers (below the VP level) who have been at Sun for at least three years and who are or are expected to

become top contributors. The SEED program is international in scope.
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Implementation 

Program goals, selection criteria, activity descriptions, and FAQs are available online. The recent college

hire program is advertised on Sun’s hiring page, and in addition to sending out division-wide emails, Ms.

Dickinson works with global engineering site leaders to help engage international communities. A personal

web page is also created for each mentee and mentor.

The selection process is explained in detail on the web site. For the recent college hire program, the

employee’s manager submits the program application. Employees can also submit supporting materials

such as a resume, publications, and letters of recommendations. The selection committee for the recent 

college hires consists of a Vice President, two Directors, and three Distinguished Engineers, plus a SEED

program participant from the prior term. Established staff submit their own applications and a formal 

letter of recommendation written by their managers. They may also submit additional materials, but this is

usually not necessary since they have been with the organization longer and have established a record of

their performance.

Once the employee is accepted into the program, the mentor matching process begins. The participants

have access to an online list of current mentors. Participants work with their managers to develop a wish

list of mentors. The list includes a paragraph on each potential mentor explaining why the person would

be a suitable mentor, and what the mentee is specifically looking for. Ms. Dickinson then talks to all the

potential mentors and individually matches the participants. Once the mentor and mentee are matched,

the relationship parameters are established (roles, responsibilities, expectations). Mentoring pairs can

request optional mentoring/partnership training with a facilitator. Mentoring activities and quarterly 

feedback reports are all posted online. This enables future participants to look up what a relationship with

a particular mentor was like.

Ms. Dickinson emphasizes the importance of having a program manager who has good relationships within

the organization: “I’ve been here for almost 20 years and I know everybody. I have to be able to call these

executives and say, ‘You told me last time I talked to you that in six months, you would have time to do

this mentoring. Well, I have this really clever person, would you consider mentoring them?’ It’s important

to have someone who has a good relationship with a lot of senior people or it doesn’t work. Executives

need to trust the matchmaker and the matching process.”

In developing the program, Ms. Dickinson wanted to ensure longevity and ease of use. Travel is not

required in the program so as not to exclude participants with managers who don’t have a travel budget.

The complete documentation of all steps and online information storage are designed to make the 

program easy to understand, inexpensive, and adaptable to other divisions. “We’re developing these tools

so people in non-engineering divisions who wish to create a similar system can easily implement it,” Ms.
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Dickinson explained. “They would only need to designate staff for the hand-matching, which is the most

time-consuming piece of the program.”

Measuring Progress

The quarterly report that all participants fill out is the main feedback mechanism of the program.The report

asks questions in three areas: program participation, program satisfaction/suggestions, and professional

development activities. The first part is about specific involvement in the program—hours spent with 

mentor/mentee, how often they met, length of meetings, value of meetings, participation in the events.

Participants are then asked for feedback on the program in general—what they think about the program

and what could be done better. Lastly, participants are asked for feedback on themselves: what they have

been doing in terms of objective success measures. The report asks about published papers, patents,

presentations, classes, and other professional activities. The quarterly feedback is aggregated and reported

for each program.

The diversity of participants is also tracked. Ms. Dickinson explained the reasoning behind this: “We have

done research on the Sun community to make sure we understand where the balance seems to be 

important and we keep track of our pipeline.” To ensure that everyone feels invited to the program, Ms.

Dickinson often reaches out to specific groups (international sites, traditionally marginalized groups) to

understand the best ways to communicate with them. For example, the original name of the program,

“Engineering Best of the Best,” was changed in response to feedback from some of the global employees.

These groups wouldn’t participate in the program because they thought the name was too American and

made it sound like participants would be saying they were better than others. Increasing participation is

an area that Ms. Dickinson continues to work on: “I’m constantly trying to understand what prevents 

people from participating and then remove that barrier—whether it’s functional, process-related, or 

structural. That’s the hardest part of the process.”

Results

Ms. Dickinson reported that the program is doing well in terms of diversity and quarterly feedback. In the

three completed terms, many more SEED participants have been promoted than the company average.

About double the number of participants earn Sun’s highest performance rating (superior) than the 

company’s average. More than one-third of the mentors overall have served more than one term. About

20 percent of participants work internationally, mostly in China, India, and Europe. Many mentoring 

partners are working across boundaries of business units and professional areas. About one-quarter of all

participants are women. The program has also been successful in reaching other parts of the Sun 

community. The taped monthly meetings are frequently accessed by other divisions within Sun, and the VP

of Marketing Technology is currently working on implementing a similar program in her division.
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Individual Perspective—Lisa Pavey, Sun Microsystems, Inc.
Lisa Pavey is the Director of Networking Technology and SunLabs Europe. She has been at Sun for seven

years and has participated in the SEED program as a mentor for two years.

How did you get involved in the SEED program? Why did you choose to participate?
I heard about the SEED program in staff meetings and other discussions because the person who is
organizing it is in the same business unit as I am. I wanted to become involved because I have strong
opinions about mentoring and wanted to make sure I had a voice to influence the program from the
inside. I volunteered to serve on the committee and to serve as a mentor. I’ve been with the SEED 
program for two years and I’m now working with my third mentee.

Do you have any informal mentoring relationships outside of the SEED program?
Yes, I actually mentor five other people. I think mentoring is so important; it’s part of everybody’s job. 

Do you have any mentors?
No, I don’t, and I really wish I had someone. I’ve asked a couple of people at Sun, but they haven’t had
the time. Organizationally, there aren’t many people who are senior to me. But I think you can be 
mentored by someone who is organizationally more junior, or even less experienced. 

There are a couple of people in my past who were my mentors, although I didn’t realize it at the time.
And if I could have exploited those relationships a bit more, I probably could have accelerated my 
personal growth.

What have been your major responsibilities as a mentor? How much time is involved?
My travel schedule is so hectic, but I try to see my mentees for an hour every week when I’m in town.
They have my phone numbers, so they can always reach me. I see myself as someone in their support
network. So if they have some big disaster at work and they need some advice, I like to try and be 
available for them.

We’re only required to be involved with mentees for about 6 to 12 months, but I just keep them. If they
want to keep coming and talking to me, I let them.  

What are the goals of your mentoring relationships?
My main focus is soft skills; I don’t do any technical mentoring. I’m trying to help people get introduced
to Sun. I have a good overall knowledge of how their business unit fits in with the rest of Sun. One of
my mentees was going to meet her director for the first time and she was very worried about it, so we
did some role-playing. It’s very much about helping them get the best out of where they are.

How have your mentees benefited from your relationship? 
In the SEED program, the mentees fill out feedback sheets so you can actually get some real data. My
first mentee said something outrageous like everything she learned in the last 12 months was due to
me. I really don’t think that all of her improvements were because of me, but I think she wrote that on
the form to make me feel good. And it did!
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She is a great example of someone who came into my office as a mouse and left as a lion. She developed
confidence, networking skills, and presentation skills. She developed skills in communication to better her
interactions with her team. She also started doing career planning, which she hadn’t done before.

How have you personally benefited from being a mentor? 
I enjoy it, and I get a lot out of it. One of my mentees had a big success and it came out of something
I was advising her to do, and I felt absolutely thrilled. 

And I’ve learned skills from people that I didn’t have before. I find out about things that I didn’t know
about. I use my mentees as ways of finding out what’s going on technically in the rest of the company.
In particular, I was working with somebody who was always really calm, and never rose to take the bait
when someone was picking at her. I’ve always struggled with that. I learned from her about how to be
much more relaxed and think about what I was going to do and not just blurt things out. It was a sobering
experience to work with someone who was much more junior to me and handled something so much
better than I did. 

Has your career benefited in any way from being a mentor?
Absolutely! It’s a good way of people networking. I think it’s also given me confidence. Certainly when
you advise someone and they go off and have a success—or even a failure—you learn something from
it—something that perhaps you wouldn’t have had time to learn yourself. So it’s kind of vicarious learning. 

How do you define a successful mentoring relationship?
A successful relationship is one where you can see actual results and progress. You come out of the 
conversation thinking something worthwhile happened. Sometimes mentoring sessions with me end up
being a sort of chitchat. We might not actually drill into things. But it always feels good. 

What are the factors most critical to a successful mentoring relationship?
I think you have to have enthusiasm on both sides. If one of you is a bit disengaged, then it’s not 
successful. Goals are important at the beginning, to initiate the conversation. As the relationship 
progresses, I think they become less important, because it becomes self-sustaining. The mentee will
bring things into the discussion that weren’t evident a few months before and they’re just as valid to
talk about. 

What are the most important organizational factors that are critical to successful programs?
Because I’m quite senior, no one’s watching the clock with me. But that’s rarely the case with my
mentees. So organizationally, they have to be given time to go do this. I tell people to do things that
are going to take time and that are not normally a part of their jobs. 

As part of the program, they have to get their manager’s permission to sign up for it, and I think that’s
important. The manager doesn’t receive any sort of report and the confidentiality is absolutely between
the mentor and the mentee. But if you’re taking some of this individual’s time during the workday then
it’s absolutely the manager’s business. 
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What are some of the greatest challenges you’ve associated with the program?
Within the constraints of the program, I’m pretty satisfied with it. I do get frustrated a little bit, because
people see a mentor program as meaning that they don’t have to do anything because there’s a 
program to take care of it. I think it makes some people a little bit lazy. As I said at the beginning, I
think it’s part of everyone’s job to mentor. So I think that’s a down side. On the positive side, I think it’s
bringing mentoring to people who haven’t had the opportunity before, so that’s a good thing. But I
would definitely like to see it go company-wide. 

What are some tools that have been helpful?
I’ve taken advantage of some of the training they’ve offered. They have a facilitator come in for a 
couple of hours at the beginning of the relationship and take you through the whole process of being
a mentor and a mentee. It’s mainly designed to help the mentees get the best out of their experience
and to give them a list of subjects to start out with. That’s been very useful, because the mentees seem
to be very nervous at first. It really is a good icebreaker to have someone facilitate the first discussion.

What advice would you give to organizations that want to engage a similar program?
The main thing I would say is that it should be open to all. I think everybody benefits and should have
access to a mentoring program. I also think that mentoring should be throughout the ranks of the 
company and not just for people who have very little experience.

Not everybody is suited to be a mentor. So you need to have a set of criteria that weeds out the 
people you don’t want and attracts people who want to be mentors. You also have to get excellent
mentors. I think it really has to come down from the top that mentoring is part of everybody’s job.
That’s something I certainly believe and something I try to instill in my direct reports. 

There’s also a huge investment in people time. Actually getting the names of people is pretty 
straightforward. Matching them up, dealing with the issues, sorting through the lists of names—it all
takes a huge amount of time. You have to have people who are 100 percent into what they’re doing. You
have to get a good sifting program for the mentees. And you have to be prepared to put a lot of time
into it.

What advice would you give employees who are thinking about being mentors? 
Try it. What have you got to lose? If you try it and you hate it, you can stop doing it. The chances are
you might enjoy it. The benefits are enormous. I get a huge amount out of it and I think I give a lot to
the mentees. It’s good to take yourself out of your normal working day and immerse yourself in 
someone else’s world for a change. 

Do you have any advice for mentees?
I think they have to examine their motivations. If all they want is visibility and a chance to chat with
James Gosling, then they should just go drop by his office. But if people are genuinely interested in 
personal growth, I don’t think anything beats it. A couple of hours of sitting down with a good, con-
stant, decent mentor is worth thousands of hours of training.
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Checklist For Supervisors and Managers  
General Mentoring and Networking:

q Understand what types of mentoring and networking programs are available.

q Understand why they are an important business function.

Creating Structured Mentoring Programs, Internal and External:

Internal Programs

q Participate in company mentoring programs and mentoring training sessions.

q Mentor a woman or person of color or someone who is different from you. This is a very effective

way to become knowledgeable about their issues.

q Provide constructive coaching and feedback to women employees.

q Help create a mentoring culture.

q Expect people who report to you to mentor others. Hold them accountable.

q Provide all employees with mentoring tools and tips. Share information online or in newsletters on how to

mentor effectively.

q Communicate the goals and objectives of the mentoring program.

q Manage expectations of mentors and mentees. Articulate roles and responsibilities including who

will initiate meetings, how often the pair will communicate, and what the desired outcome is for

participating mentors and mentees.

q Create a mentoring agreement between the mentor and mentee which includes:

q Vision for mentoring relationship and desired end result

q Mentor and mentee goals

q Key mentee developmental areas to address and mentor strengths to leverage

q Strategies to link in mentee supervisor
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Quote from roundtable participant:
“There is an expectation at my company that you should be mentoring others.  During one-
on-ones, senior leaders ask their manager-level reports who they are mentoring.  It makes it a
mentoring culture.  It needs to be programmatic.”  
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q Communicate the program’s purpose, target audience, and criteria for selection. This will help to

decrease resentment among non-participants.

q Share successful mentoring stories.

q Practice being a good mentor.

q Teach from your own experience.

q Think about what you wish you had known.

q Think about who mentored you and what you learned.

q Share what you know.

q Translate the unwritten rules; explain how information is transmitted.

q Share your failures.

q Open doors and set up contacts.

q Provide internal and external professional contacts for the mentee.

q Arrange for the mentee to participate in high-visibility activities.

q Provide perspective.

q Help your mentee to recognize his/her challenges—and to ride them out.

q Be candid: Serve as a reality check when your mentee faces conflict.

q Enjoy the benefits of being a mentor.

q Take advantage of a two-way source of advice and perspective.

q Gain a sense of fulfillment from passing your wisdom to others.

q Know the limits to mentoring.

q Respect confidentiality.

q Don’t feel like you have to know all the answers.
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q For informal mentoring, provide opportunities for women to be exposed to executives in positions of

power so mentoring relationships can form.

External Programs

q Work with Human Resources to identify external mentoring programs available for women. They

range from online programs that connect participants nationwide to yearlong development 

programs that assist participants in achieving career goals.

Creating Opportunities for Women to Network and Connect With Others:

q Manage opportunities for visibility.

q Spontaneously invite one or two female employees and one or two male employees to go out for

lunch; keep doing it until it becomes a common pattern.

q Create two social events per year in which women employees can participate comfortably.

q Notice when people are being ignored in meetings; invite them to contribute.

q Communicate the importance of a personal network and tips for cultivating your network.

q Introduce people to your network. Look for ways to connect your employees and mentees to your

network.

Connecting to Professional Women’s Associations:

q Work with Human Resources to identify associations relevant to your company’s work. Understand

what resources they can provide. Consider these activities when designing employee development

plans.

q Educate employees about these associations.

q Post information on the intranet and send emails to employees inviting them to participate in 

associations.
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Checklist For Human Resources Professionals 
General Mentoring and Networking:

q Establish visible senior leadership commitment to mentoring and networking programs and events to

help establish credibility and communicate that the issues are important to the organization.

q Clarify the case for creating more formal approaches to mentoring and networking, especially for

women. Link these programs to the business strategy. Communicate the business case to supervisors

and managers.

q Monitor program effectiveness through surveys, interviews, and focus groups with participants.

Assess the frequency and quality of interactions, participation levels, motivation, satisfaction, and

areas for improvement.

q Communicate success stories.

q Profile high-level women in the organization.

Creating Structured Mentoring Programs, Internal and External:

q Identify external mentoring programs available for women. They range from online programs that

connect participants nationwide to yearlong development programs that assist participants in

achieving career goals.

q Determine whether your organization will benefit from an internal formal or informal mentoring 

program, the number of participants, eligibility requirements, and duration of the program.

q What business needs will mentoring help to address?

q What are the short- and long-term goals for mentoring?

q Who are your target mentees by level, location, gender, and race/ethnicity?

q What time and resources are available to make the program successful?  

q How many mentees do you hope to impact?

q For a formal program, identify a mentoring structure that will fit in with the organization’s work 

culture and demands. The size of the mentoring group can be designed to meet varying objectives.

Quad or group mentoring is often used when there are not enough mentors.

q One-on-one—one mentor to one mentee

q Quads—one mentor to three mentees 

q Groups or circles—two to four mentors matched to double the number of mentees

q For an informal program, provide venues for mentoring relationships to develop and offer support

and tools to facilitate effective mentoring.

q Mentoring handbooks

q Mentoring directories

q Networking events

q Career development events
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q Design the program for your organization.

q Formalize the process for matching mentors with mentees.

q Consider a mandatory training session for all mentoring pairs.

q Establish the duration and frequency of contact between mentor and mentee.

q Outline suggestions for starting, managing, and ending relationships.

q Create a procedure for terminating a relationship that is considered a poor match or withdrawing from the program.

q Create a mentoring agreement between the mentor and mentee which includes:

• Vision for mentoring relationship and desired end result

• Mentor and mentee goals

• Key mentee developmental areas to address and mentor strengths to leverage

• Strategies to link in mentee supervisor

q Clarify the time commitment of the program and allocate human and financial resources accordingly.

The more intense the mentoring program is, the more resources it requires.

q Financial resources—orientation and training, events and tools (directories, resources, databases, etc.)

q Staff—program coordinator to lead the program, act as a liaison, facilitate mentor matches, organize events,

and monitor and evaluate the success of the program.

q Be explicit about the goals and objectives of the mentoring program.

q Programs can be designed to orient new employees, develop mid-level managers, motivate long-term

employees, or develop high-potential employees.

q Manage expectations of mentors and mentees. Articulate roles and responsibilities including who

will initiate meetings, how often the pair will communicate, and what the desired outcome is for

participating mentors and mentees.

q Communicate the program’s purpose, target audience, and criteria for selection. This will help to

decrease resentment among non-participants.

q Recruit mentors—create and communicate incentives for mentors to participate in the program.

q Provide all employees with mentoring tools and tips. Share information online or in newsletters on

how to mentor effectively. Distributing information to all employees beyond program participants

will help to create a mentoring culture.

q Share successful mentoring stories.

Creating Opportunities for Women to Network and Connect with Each Other:

Formal Networking Programs

q Identify what type of networks are needed.
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q What does the organization want to accomplish through the network?

q How can you design the network’s mission, activities, and structure to achieve those goals?

q What issues are employees and potential network members interested in?

q What level of support would a network have from managers and executives? 

q How does the network fit in with the organization’s diversity strategy?

q Develop a clearly established business case for the network and communicate the link between the

objectives of the network and the company’s overall strategy for diversity and inclusion.

q Ensure the network’s resources of time, energy, and money are being utilized in the best way possible

to meet member needs.

q Gauge interest among potential members.

q Build internal support within the company.

q Work with potential members to:

q Develop a clearly defined mission that guides the goals and activities of the network.

q Determine the leadership structure and create a succession planning process for network leadership.

q Assemble a diverse leadership team that represents the different constituent groups in the network.

q Consider what types of activities the network will participate in or support. For example:

q Receptions/social events

q Speaker series

q Newsletter/publications

q Seminars/workshops

q Career development programs

q Mentoring programs

q Implement a feedback loop that enables network members to assess the quality and appropriateness

of activities.

q For informal networking, create two social events per year in which women employees can participate

comfortably.

q Notice when people are being ignored in meetings; invite them to contribute.

Connecting to Professional Women’s Associations:

q Research and identify associations relevant to your company’s work. Understand what resources

they can provide.

q Educate managers and supervisors about these associations. Participation can be part of an employee’s

development plan.

q Post information on the intranet and send emails to employees inviting them to participate in associations.

q Commit budget resources to sponsor membership and networking events.
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Checklist For Individuals  
General Mentoring and Networking:

q Figure out how to read your organization and learn the invisible rules of your workplace.

q Understand what types of programs and opportunities are available to you.

Maximizing Structured Mentoring Programs, Internal and External:

q Seek out peer mentors as well as mentors who hold a title higher in the organizational hierarchy

than you, and accept guidance in your career.

q Develop a “panel” of mentors. Expand the number of people from whom you learn and tap into a

wide range of professional expertise from a diverse set of mentors.

q Take steps to ensure that you get the most out of your mentoring experience.

q Do:

q Demonstrate your openness to coaching and feedback.

q Listen carefully to your mentor’s advice and incorporate those insights that make sense for your career.

q Ask a lot of questions.

q Exceed performance expectations.

q Inform your mentor of significant career accomplishments and failures.

q Share with your mentor the advice that made the most difference for you, and why.

q Give back to your mentor—be loyal.

q Don’t:

q Act defensive when receiving advice.

q Expect a promotion or other reward as the result of the mentoring program.

q Feel “entitled” to your mentor’s time and attention.

q Be judgmental about your mentor’s experience or choices.

q Breach a confidence.

Networking and Connecting With Others:

q Join internal interest groups or professional associations.

Connecting to Professional Women’s Associations:

q Seek out information on associations relevant to your company’s work and your career goals.

Understand what resources they can provide.

q Voice your interest in these associations to your supervisor or manager.

q Participate in professional associations.
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Checklist for Leaders
Senior executives, especially senior women, within the organization have the opportunity to serve as

ambassadors and agents of change. You can do this by setting examples, by serving as a champion to 

internal initiatives, and by raising awareness about ways to create a culture that is inclusive of women and

people of color.

q Mentor someone who has a different background from yours, and hold your direct reports accountable

for doing the same.

q Join a group in which you are a minority to learn what it’s like to be an outsider (i.e., a non-profit

board, professional association, community service organization, etc.)

q Serve as a champion for a network in your organization.

q Choose a range of business-related activities and entertainment (e.g., not just golf); ask clients and

employees what activities they would enjoy.

q Be aware of informal coaching opportunities and ensure that you are giving direct and immediate

feedback to employees regardless of demographic background.

q Notice when people are being ignored and/or quiet in meetings; invite them to contribute.

q Think about the people with whom you socialize and go out to lunch; broaden that group.
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Adobe System Incorporated 9
Founded in 1982, Adobe Systems Incorporated, the leader in network publishing, offers a comprehensive line of software
for enterprise and creative professional customers. Based in San Jose, Calif., Adobe employs more than 3,300 employees and
showed 2002 revenues of more than $1.1 billion.

Agilent Technologies Inc. 10
Agilent Technologies Inc. is a global technology leader in communications, electronics, life sciences, and chemical analysis
headquartered in San Jose, Calif. The company’s 30,000 employees serve customers in more than 110 countries. Agilent had
net revenue of $6 billion in fiscal year 2002. 

Cisco Systems, Inc. 17
Cisco Systems, Inc. is a worldwide leader in networking for the Internet. Headquartered in San Jose, Calif., Cisco employs
34,000 people and saw 2003 revenues of $18.8 billion.

Dell 11
Dell is a premier provider of products and services required for customers worldwide to build their information technology
and Internet infrastructures. Company revenue for the past four quarters totaled $38.2 billion. Headquartered in Round
Rock, Texas, Dell employs more than 39,000 people.

IBM Corporation 18
IBM is the world’s largest information technology provider (hardware, software, services), with 2002 revenues of more than
$81 billion, and the worldwide leader in e-business on demand solutions. The company has more than 300,000 employees
and does business in more than 160 countries. This initiative won the Catalyst Award in 2000.

Anita Borg Institute for Women and Technology 24
Anita Borg Institute for Women and Technology increases the positive impact of women on technology through programs,
partnerships, and events designed to encourage women's engagement in technology development and to support women
already working in technology fields. Hewlett-Packard Company, AT&T Foundation, Sun Microsystems, Inc., Microsoft, and
individuals support the Institute, which is a not-for-profit 501 (c) (3) charitable organization.

Intel 12
Intel, the world’s largest chip maker, is also a leading manufacturer of computer, networking, and communications 
products. Headquartered in Santa Clara, Calif., Intel employs more than 78,000 people and showed revenues of more than
$26 billion in 2002.

Metrowerks 20
Metrowerks creates CodeWarrior software and hardware products and services for developers, with a particular focus on
the following industries: consumer electronics; transportation; wireless; and networking and communications. Founded in
1985, Metrowerks is an independently operating subsidiary of Motorola, Inc., with corporate headquarters in Austin, Texas.

Microsoft 21
The world’s No. 1 software company provides a variety of products and services, including its Windows operating systems
and Office software suite. Headquartered in Redmond, Wash., Microsoft employs more than 50,000 people and showed
2003 revenues of $32.1 billion.

Qpass Inc. 22
Qpass Inc. is the leading provider of activity management business system software to network operators. Headquartered
in Seattle, Qpass is a privately owned company that employs 84 people.

Sun Microsystems, Inc. 26
Sun Microsystems, Inc. is a leading provider of industrial-strength hardware, software, and services that make the Net work.
Headquartered in Santa Clara, Calif., Sun employs 35,000 employees worldwide and showed 2003 revenues of $12.5 billion.

Unisys Corporation 14
Unisys is a worldwide information technology services and solutions company. Our people combine expertise in systems
integration, outsourcing, infrastructure, server technology, and consulting with precision thinking and relentless execution
to help clients in more than 100 countries. Headquartered in Blue Bell, Pa., Unisys employs more than 36,000 people and
reported $5.6 billion in revenue for 2002.
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Company initiatives related to mentoring and networking support women’s participation in the workforce.

They provide employees—men and women—opportunities to benefit from coaching and advice from 

others and ensure that the invisible rules of operating in the company culture are shared equitably. By

addressing issues related to mentoring and networking—as part of an overarching strategy of diversity

and inclusion—technology companies can have an opportunity to increase productivity, improve recruitment,

retention, employee morale, creativity, satisfaction and commitment, decrease stress and burnout, and

improve management practices. Catalyst’s research, as well as the work of other researchers, suggests that

offering these programs has a positive impact on all of these. For more information on creating and 

managing mentoring and networking programs, refer to the following Catalyst resources:

Be Your Own Mentor (Random House, 2001)

Creating Women’s Networks (Jossey-Bass, 1999)

Creating Successful Mentoring Programs: A Catalyst Guide (2002)
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ABOUT CATALYST
Catalyst is the leading research and advisory organization working to
advance women in business, with offices in New York, San Jose, and
Toronto. As an independent, nonprofit membership organization,
Catalyst uses a solutions-oriented approach that has earned the 
confidence of business leaders around the world. Catalyst conducts
research on all aspects of women’s career advancement and provides
strategic and web-based consulting services on a global basis to help
companies and firms advance women and build inclusive work 
environments. In addition, we honor exemplary business initiatives
that promote women’s leadership with our annual Catalyst Award.
Catalyst is consistently ranked No. 1 among U.S. nonprofits focused
on women’s issues by The American Institute of Philanthropy.

Advancing women in business
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120 Wall Street, 5th Floor

New York, NY 10005

tel/ 212-514-7600

fax/ 212-514-8470

SAN JOSE

2825 North First Street, Suite 200
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Identify and Manage Your Talent
“I think in anybody’s life, people personally benefit from
growth and learning. Even if I had not achieved the position
that I have, I still would have achieved a tremendous amount of
learning and insight about myself as a leader. I would have
learned how to be more effective at influencing others, how to
set an agenda, and then execute against it.”

—Carol Kovac, General Manager of IBM Life Sciences 
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When Catalyst conducted a series of roundtable discussions with senior leaders in the high tech industry,

our participants described issues related to four main barriers to the recruitment, retention, and 

advancement of women. One of these overarching barriers was that companies don’t strategically and

objectively recruit and develop their employees. In this guide, Catalyst presents our recommended action

steps for overcoming this barrier as well as concrete examples of what high tech companies are already

doing to more effectively identify talented employees, regardless of gender, and to develop leaders. These

practices provide examples for other companies in the industry. We hope that high tech companies will be

encouraged to move beyond these examples and create even more innovative ways to foster more 

inclusive cultures.

Bit by Bit: Catalyst’s Guide to Advancing Women in High Tech Companies
During the fall of 2002 and winter of 2003, Catalyst conducted a series of roundtable discussions, bringing

together business leaders from 27 high tech companies in the United States. In addition, the President of

the Anita Borg Institute for Women and Technology and the Dean of Engineering at the University of

Washington each participated in one of the roundtables. These roundtables provided us with an opportunity

to share information about where women are in the field, identify industry-specific and organizational 

barriers to women’s advancement, and brainstorm ways to advance women in this critical industry.

For purposes of the study, Catalyst defines “high tech” as companies in the business of designing,

developing, selling, and servicing computer hardware or software, telecommunications, and dot-coms or

Internet services. The 27 high tech companies whose executives participated in the study represent a

diverse group in terms of size, maturity, and industry focus.

Roundtable participants were asked to share solutions to the barriers they raised and to pass on information

about specific activities already in place in high tech companies. In the months following the roundtables,

Catalyst conducted interviews with women and men leaders at companies that were mentioned, as well

as others we identified, to learn more about existing programs and policies working to recruit, retain, and

advance women in the industry.

For more information about our Methodology, refer to Advancing Women in High Tech: Get a Handle on

the Issues.

CHAPTER 1: INTRODUCTION

Advancing Women in High Tech: Identify and Manage Your Talent
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Based on our extensive research and work with companies, Catalyst knows that creating a true meritocracy

within an organization involves creating effective talent identification and development programs.

Transparent and objective systems and approaches ensure that women and people of color are not 

overlooked during discussions about development and promotion, that slates are diverse, and that succession

planning can be evaluated from a diversity perspective. They ensure that the company is capitalizing on

all of the available talent regardless of demographic group and ensuring that employees achieve their

highest potential.

These programs should establish and maintain a results-based, transparent people development system

based on shared responsibility between the organization and the employee, and implemented across the

organization as consistently as possible. In addition, talent identification and development programs

should serve to recognize the accomplishments of employees who deliver results while exhibiting behaviors

that advance the organization’s business goals and values. Catalyst recommends the following three

action steps—discussed in detail throughout this guide—for achieving these goals:

1. Offer effective executive and management training programs.

2. Create transparent talent identification programs.

3. Provide tools and resources to support career planning and development.

It is imperative to understand that organizational activities related to these three action steps must be

implemented within the greater context of a diversity initiative in order to truly address barriers for

women. Specific programs and policies related to one barrier, such as identifying and developing talent,

will have relatively little impact on the recruitment, retention, and advancement of women unless they are

grounded in an overarching strategy of diversity and inclusion.

Implementing effective diversity strategies involves several steps. First, a company’s senior leaders must

build and communicate their commitment to making change. Then, accountability measures and metrics

should be created to track the progress and results of the initiative. Finding ways to address the 

stereotypes and problematic cultural norms within the organization is important, as is accepting a range

of leadership styles.1 Finally, it is critical to refine internal systems and processes along the way.

About this Guide
This guide is specifically designed for two groups of change leaders within organizations:

w Supervisors and managers who create initiatives and activities that can be implemented at the

business unit and departmental levels.

w Human Resources professionals who design and implement corporate-wide initiatives and 

practices.

Advancing Women in High Tech: Identify and Manage Your Talent
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Individual women can also benefit from the information presented in this report—especially from the

checklists designed to help individuals get the most out of talent identification and development 

programs.

The guide includes:

w A summary of the overarching Barrier and how the related issues discussed affect women in 

technology companies.

w Three recommended Action Steps for making change, supported by company practices called

Snapshots. These describe the key elements of a company practice, why it is being used, and how

success is measured. Each Snapshot also includes Learnings, summarizing useful lessons companies

can take away from the practice.

w One in-depth Case Study describing the history of a corporate-wide initiative, why it was designed,

its objectives, who it targets, how it was implemented, and the results. The case includes an 

interview with an individual who participates in the program, providing an insider’s perspective on

how the employee became involved in the program, challenges she faced, and the impact of 

participation on such areas as work, colleagues, personal life, and career.

w Four Checklists—one for supervisors, one for human resources professionals, one for use with

individual women, and one for leaders. These checklists can be used as a reference to help 

maximize the effectiveness of your talent identification and development programs.

There is no one-size-fits-all approach. What works for one organization will not necessarily work for another,

and what works in a company now may no longer be appropriate several years down the line. Use the

company examples described here as a reference for creating, implementing, and practicing new and

improved solutions to identifying and developing talent at your organization.

Advancing Women in High Tech: Identify and Manage Your Talent
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Companies don’t strategically and objectively identify and develop talent.
Many of the roundtable participants described the actions companies can take to develop talent—the lack

of this effort was seen as a barrier to the retention and advancement of women. This major category

reflects 23 percent of the identified barriers, representing the concerns of both men and women from all

five roundtables.

Participants agreed that many companies continue to rely on informal ways to identify and nurture talented

employees. At Catalyst, we know that these informal methods, in which “who you know” is extremely

important, are often exclusive of women and people of color. As outsiders to the dominant culture, women

and people of color are often overlooked. Participants also reported that companies need to put more

effort into:

w Ensuring that all talent has access to the jobs that provide critical experience

w Tracking or monitoring how objectively performance is managed 

w Providing effective leadership development programs

w Effectively identifying and developing high-potentials

w Investing in building a diverse pipeline

Not Having Access to Key Experiences  

Participants described the importance of “difficult” jobs, the jobs that are the “hot” jobs that help 

executives develop general business knowledge about finance, marketing, customer service, and big-

picture focus. They reported that women aren’t considered for those positions and that it is seen as risky

to place women in those positions. One man explained:

“Women need more access to high-profile feeder jobs for high-level management and technical staff.”

A woman of color with a senior line position said:

“You have to say no [to offers of staff positions].You get to understand early on that, when you are selecting
a career path, you can get locked in. You don’t know how many administrators I’ve met who are capable of
so much more, but the growth path within the company will not allow them to do that. Someone has to tell
you.”

Advancing Women in High Tech: Identify and Manage Your Talent
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Minimal Focus on Metrics and Objective Performance Management 

Several participants pointed out that high tech companies aren’t focusing on ensuring that staffing 

decisions and performance management systems are objective. They described the need for better 

monitoring and accountability systems. One person commented:

“Preference is the key driver of decisions, not meritocracy.”

Insufficient Leadership Training Programs 

Some participants noted the need for programs that improve the management and leadership skills of

first- and second-level managers. They also described a need for formal mentoring programs to develop

women and men as future leaders. A male senior vice president described the skills needed:

“Any kind of leader has to be able to get things done through other people. You need to be able to
influence various people with different styles. Influencing skills are key to success. The most important
thing is to be versatile–—it  becomes a core competency.”

Limited Systems for Identifying and Developing Talent 

Several participants identified the need to define career paths more clearly, so that executives and 

managers can make effective decisions about their career choices. One woman participant noted:

“Women can get on the job with coaching over time, but it would be helpful to have companies do a
better job of training them on what it takes to be successful more rapidly at the executive level.”

Lack of Investment in Building the Pipeline  

Participants also noted that companies need to be more effective in their hiring practices and emphasized

the importance of attracting and hiring qualified women. Many raised a concern about retaining the

women who are already in the company. For example, one woman senior vice president commented:

“Women opt out to go to smaller and medium-sized companies where there are opportunities for
women…. I came out of running a 15,000-person organization in a large company and had an opportunity
to run my own thing and sort of accelerate my skill base in a different way. I think the challenge for big
companies is attracting the talent back at a senior level…. How do large companies expect to keep
women once they’ve seen what else is out there?”  

Not Just an Issue for Women

Throughout the roundtables, participants expressed that a company focus on formal and transparent 

systems for developing employees benefits all employees, women and men. They explained that many

companies in the high tech industry are young and fast-growing—those companies may not have been

able to focus on developing internal leadership development systems and structures. There was strong

consensus among women and men participants that high tech companies should leave behind informal

Advancing Women in High Tech: Identify and Manage Your Talent
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and ad-hoc people management systems. Catalyst also knows from previous research that both women

and men value organizational programs for talent identification, development, and management training

as critical to advancement and job satisfaction.

Importance of Organizational Programs to Advancement and Job Satisfaction2

(percent extremely/very important)

Advancing Women in High Tech: Identify and Manage Your Talent
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Support from Supervisor

Feedback on Performance

96%

93%

91%

91%

Women Men

Identification and Development of High-Potential Employees

Long-Range Development Plans

Employer-Sponsored Management Training Opportunities

83%
81%

83%
82%

76%
70%

2 Catalyst, previously unpublished data from The Next Generation: Today’s Professionals, Tomorrow’s Leaders, (2001).
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In creating inclusive approaches to talent identification and development, keep in mind that the culture of

your organization plays a significant role. Many companies respond to the barriers described by the 

roundtable participants by providing formal talent identification and development programs. But these 

programs are not effective without the support of the organization’s culture, which provides acceptance

and approval of practices. Catalyst has found that programs and policies not supported by the work 

culture tend to be sparsely used and ultimately do not help employees. In fact, organizational cultural 

values often play an important part in creating the barrier—assumptions about who is developed, how,

and when, limit the design and use of other approaches.

The first step in identifying and managing your talent is to offer effective executive and management 

training programs. Many roundtable participants talked about the need for strong programs to develop

the management and leadership skills of managers and to create leaders for the future. Employees need

opportunities to test their leadership skills throughout their careers. Formal training programs are one way

for employees to learn about leadership and get visibility. They are especially important for women and

people of color who may not receive informal coaching and training from mentors.

Leadership training education can demystify leadership skills, roles, and career paths; provide frameworks

for conceptualizing leadership roles such as leading change, values integration, and communication; and

offer opportunities for self-reflection that are critical to personal growth. Training programs help to 

communicate the organization’s definition of leadership and core competencies of an effective leader.

Programs can be explicitly tied to formally established leadership competencies as a means of tailoring

the curricula around these competencies. Leadership skills can be developed through both structured and

unstructured curricula including lectures, facilitated discussions, experiential projects, and role 

playing, as well as mentoring and networking opportunities. Formal leadership training programs can be

especially beneficial to women and people of color who may have unequal opportunities to grow 

professionally or advance because they lack access to influential white male leaders, informal networks,

and mentoring.

This section includes descriptions of practices in high tech companies that focus on executive and 

management training:

w Agilent Technologies Inc.—Developing Leaders Through Action Learning

w Intuit Inc.—Teaching and Coaching as a Leadership Competency

w Nokia Corporation—Leadership Curriculum and Career Path Progression

Advancing Women in High Tech: Identify and Manage Your Talent
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Snapshot: Agilent Technologies Inc.—Developing Leaders Through Action
Learning
Agilent’s yearlong talent development program has two divisions: Lead and Aim. Lead targets individual

contributors and first-level managers with potential to be future integrating managers. Aim targets 

operating and integrating managers with potential to become the next senior-level managers.

Currently, there are 114 members of Lead and 60 members of Aim. Participants are global and represent

less than 5 percent of the population from which they are selected. Employees are nominated by their

managers or can self-nominate with their manager’s support. There is no tenure requirement to 

participate. Both divisions participate in leadership development, networking events, learning projects, and

a six-month mentoring relationship. Typically, the programs continue each year; however, they are currently

on hold due to budgetary constraints. Lead and Aim are based on programs initially implemented by

Hewlett-Packard and were adapted to their current versions when Agilent split off in 1999.

At the onset of each program, members complete a leadership profile and a 360 evaluation. Employees

are encouraged, but not obligated, to share the results with their managers. An external coach works with

each participant to create a development plan that includes a six-month mentoring relationship with more

experienced leaders in the company.3

The three-month-long action-learning project is a team-oriented experience to help participants prepare for

future roles. Within their teams, members explore a business topic, investigate best practices, and create

recommendations to be applied within their own organizations. Projects for Aim are selected by executives,

while an open space approach is used for Lead. The projects are designed with very specific objectives. For

Lead participants, who tend to be experts in their technology or in a specific operation, the project teaches

them responsibility for multiple business operations, how to motivate and achieve results through others,

and business acumen. Aim participants, who tend to be excellent tactical managers, learn strategic 

decision-making, strategy implementation, and an understanding of their business and profitability.

At the end of the year, members repeat the 360 evaluation to assess skill improvement and areas for 

continued development. The final evaluation also measures participant reactions. Results consistently

demonstrate that leadership effectiveness has improved and the program is very well received.

Participants report satisfaction with the events, the level of learning and feedback, and particularly with

the mentoring component. In addition, a closing event is held at all locations worldwide to give members

an opportunity to discuss what they learned and their plans for moving forward.

Advancing Women in High Tech: Identify and Manage Your Talent
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3 For a more comprehensive description of the mentoring component of Lead and Aim, please see Advancing Women in High Tech: Use Mentoring
and Networks to Win.
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Learnings:

w Self-nomination mechanisms allow employees to express interest in leadership development

and decrease perceptions of unequal opportunities.

w Action learning and cross-functional teams can be used to address skill gaps and prepare

talented employees for future roles.

w Leadership assessments before and after the program provide concrete feedback for 

participants and are a good way to measure the impact of the program.

w Effective development programs include exposure to key leadership.

w Tools to use individually (rather than with supervisors) can help employees feel comfortable

receiving feedback.

w w w w w w w w w w w w w w w

Snapshot: Intuit Inc.—Teaching and Coaching as a Leadership Competency
Intuit re-evaluated its leadership development programs after Steve Bennett took over as CEO in 2000 and

realized that he could grow the company faster than it could grow its leaders.

For assistance, Mr. Bennett asked Noel Tichy, Professor of Organizational Behavior and Human Resource

Management at the University of Michigan and Director of the Global Leadership Program, to help

strengthen the company’s leadership.Thus began the ongoing process of turning leaders into teachers at Intuit.

This “Virtuous Teaching Cycle,” as defined by Mr. Tichy, is based on the philosophy that, in order for a 

company to grow its talent, its leaders must be both students and teachers. Leaders learn from other 

leaders, and then pass their knowledge on to their teams through a cascading process that helps 

everyone become smarter.

The overall goal is to develop leadership benchstrength rapidly to meet the challenges of the company’s

growth strategy. It begins as managers take on the role of student and learn from their managers and leaders.

It continues as they immediately turn around and teach the same information to the next level. The process

cascades throughout the organization from there.

Although specific training programs vary throughout the levels of the organization, most of the leadership

development curricula focus on improving the core leadership skills and capabilities at Intuit. These are:

Advancing Women in High Tech: Identify and Manage Your Talent
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w Applying business acumen

w Building strong teams

w Executing effectively 

w Leading change and demonstrating courage

The various training programs Intuit offers reinforce these core skills.

Mr. Bennett exemplifies the concept of a leader/teacher by dedicating time to teaching his executive staff,

high-potential leaders, and new-hire leaders. At Intuit’s recent Leadership Conference, Mr. Bennett and his

staff delivered key messages to help the leaders succeed. Once the conference concluded, each participant

was asked to cascade the messages down to teams, creating a virtuous teaching cycle.

All of Intuit’s training programs include opportunities for leaders to share their perspectives, or what Mr.

Tichy calls a “Teachable Point of View,” on the topic. Quite simply, a teachable point of view is clearly 

communicating ideas and values in a way that educates and energizes others.

Through this process, Intuit has learned that the virtuous teaching cycle, combined with sharing teachable

points of view, enables the organization to rapidly increase its collective knowledge. And, ultimately, this

will be a cornerstone to develop the leadership benchstrength needed to support the growth strategy of

the company.

Learnings:

w Outside expertise can be used to establish leadership competencies and objectively

design and create high-quality educational activities.

w Effective, long-lasting programs are ultimately integrated into everyday management

activities by establishing clear expectations and responsibilities for managers. This can be

planned from the beginning.

w A corporate-wide initiative helps to communicate the company’s commitment to leadership

development and that it supports time spent by employees on developmental activities.

w w w w w w w w w w w w w w w

Advancing Women in High Tech: Identify and Manage Your Talent
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Snapshot: Nokia Corporation—Leadership Curriculum and Career Path
Progression
The management and leadership development programs at Nokia are based on the company’s four 

established values—Customer Satisfaction, Achievement, Respect for the Individual, and Continuous

Learning. The management learning track provides progressive experiences related to three key facets of

leadership: team leadership, business leadership, and strategic leadership. These values inspire a strong

commitment to the concept of developing oneself as a leader, the thread connecting all of the activities.

Almost immediately after an individual starts a career at Nokia, the development process begins with an

introduction to the overarching concept of developing oneself as a leader. The first training course in the

management track, entitled “Lead Yourself,” is directed toward individual contributors in the early stages

of their careers. The objective of the course is to understand the values-based view of the role of leaders,

with emphasis on work/life effectiveness. Participants are taught to improve self-awareness, using peer

coaching and self-reflection, and to broaden leadership capabilities by building on knowledge about 

emotional intelligence.

The next step in the development progression focuses on team leadership. First-time supervisors and 

virtual team leaders attend “Zoom,” an activity that combines classroom training with virtual learning 

sessions. The objectives are to increase knowledge and competencies in people management, team 

leadership, Nokia’s business, how the company operates, and financial planning and reporting.

Business leadership is addressed in FOCUS, a two-week training program targeted at managers with at

least two years of experience who manage larger groups of employees and departments with specific

business objectives. Participants work on integrating the company vision and philosophy into their functions

or departments. The training encompasses modules in leadership, strategy, and finance. In addition to the

corporate-wide learning programs, individual businesses offer training specific to their departments.

While most Nokia managers participate in FOCUS, the Panorama Program, which concentrates on 

strategic executive leadership, is available only to the top 300 to 400 employees who are being 

developed for global leadership positions. Attendees of this intensive, three-week training program are

identified by senior leadership through the annual succession planning process. Thirty to forty employees

are invited to participate yearly.

Participants are divided into teams of seven or eight people, and each team works on a project focusing

on a current strategic issue for the organization. The training is organized into three one-week modules,

each rotating through a different geographic location within Europe, Asia, and the United States. Each

team presents recommendations to the senior leadership at the end of the modules.

Advancing Women in High Tech: Identify and Manage Your Talent
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Learnings:

w Providing leadership training at entry levels and continuing throughout an individual’s

career creates an environment of ongoing employee development. It is also inclusive,

leveraging all employees abilities.

w Senior leaders demonstrate their commitment to developing employees by active 

participation in development programs and ensuring that the focus of the programs stays

on the work of the company.

w Providing real company problems and issues to solve as part of executive leadership

development programs creates a direct link between the educational activity and the

work of the company.

w w w w w w w w w w w w w w w
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Diversifying the leadership of high tech companies requires systems and mechanisms for identifying 

talented employees—regardless of style, gender, ethnicity, or other demographic characteristics—and

ensuring that they receive opportunities to grow and learn. It means assessing and evaluating potential

and cultivating a “diverse pipeline” of talented people.

There are three key components of talent identification programs:

w Performance evaluation is a process for setting goals and assessing and documenting performance.

The process should be objective, transparent, and focus on results. This component focuses on

developing core skills necessary for the job at hand.

w High-potential planning is the identification and development of employees with senior management

potential. It is important to ensure that the individuals identified as high-potentials are as 

demographically diverse as possible. This component focuses on long-term skill development for

future roles in the organization.

w Succession planning is the method of identifying, developing, and selecting individuals for 

specific leadership positions in an organization. The process should be linked to high-potential

planning and ensure that women and people of color are represented on slates. This component

focuses on smooth leadership transitions at the top levels of the company.

A strong performance management process is at the heart of the talent identification system. Creating

development plans, setting goals, and evaluating progress annually records an employee’s accomplishments

and communicates expectations about performance and the development opportunities the company can

provide. Performance management should be a standardized process with clear and objective criteria.

Managers need to be educated and trained on how to evaluate employees consistently based on results

against the specified criteria. Holding managers accountable for developing people and rewarding people

for meeting goals supports both the performance management system and the business goals.

It is also important to carefully examine existing performance management systems from recruitment to

compensation to ensure they are aligned with business needs and that they are objectively surfacing the

best talent. Catalyst research suggests that employees believe rewards should be aligned with business

goals, clearly communicated, and consistently used as the basis for compensation, promotions, and other

opportunities.4 This creates a more strategic approach to recruiting the best talent, identifying high-potentials,

developing the future leaders, objectively evaluating performance, rewarding the right things, and clarifying

what it takes to advance to the top of the organization. Formality and transparency in these systems

ensures that they are objective and can lead to the creation of a true meritocracy.
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This section includes descriptions of practices in high tech companies that range from talent development

and core learning experiences to succession planning and position replacement.

w Motorola, Inc.—Identifying High-Performers and Developing Key Talent

w Texas Instruments—Planning for the Future Using Succession Planning

w Unisys Corporation—Development as a Managerial and Individual Responsibility

w Xerox Corporation—Using Developing Programs to Retain High-Potential Talent

Snapshot: Motorola, Inc.—Identifying High-Performers and Developing Key
Talent
The goal of Motorola’s leadership supply process is to ensure that the most effective leaders are matched

with the company’s most critical positions. The corporation maintains a web-based talent database to

track its top 4,200 executives. Individuals are assessed on 33 behaviors, within five key values, and the

results are included in their one-page talent profiles. Leaders are additionally segmented into most 

effective (20 percent), solidly effective (75 percent), or least effective (15 percent) categories. Succession

planning is an output of this talent process.

Motorola’s CEO spends 30 percent of his time managing and developing leaders. He considers himself to

be the Chief Human Resource Officer for the top 1,000 people. Twice a year, he meets with each of his

direct reports to review top talent. These meetings are also attended by the COO, SVP of HR, the business

leader, and Human Resources leader. The direct report facilitates the discussion of his/her talent pool,

which varies in size depending on the size of the business. A portion of every meeting is dedicated to 

diversity, which Motorola defines broadly to include race, gender, nationality, geography, and thought. The

company monitors the number of women and minorities in executive positions, and the CEO asks direct

questions about how diverse candidates are being developed.

The CEO’s direct reports are responsible for creating development plans for their key talent. Plans address

three components: on-the-job experiences, mentoring/coaching, and external action learning. About 300

of the company’s top leaders also participate in a Chairman’s Leadership Institute at Northwestern. It is a

14-day intensive executive general management development program.

The Leadership and Talent Supply organization is responsible for tracking information about the retention

of most effective talent, the percent of most effective leaders in most leveraged positions, and the transition

of least effective performers. Last year, Motorola calculated the businesses spent nearly $7 million on 

leadership coaching.
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The Human Resources function manages the performance review process, which is called Personal

Commitment. Employees set annual goals and have formal quarterly performance discussions with their

managers. Individuals write their own essence statements outlining their strengths and career aspirations.

The top 4,200 leaders receive feedback results from their direct managers and their direct reports 

evaluating how effectively they demonstrate the 33 individual behaviors.

Learnings:

w A system that integrates performance goal-setting, performance evaluation, learning

assignments, identifying and developing high-potentials, and succession planning creates

a strong and clear approach to developing employees.

w Direct involvement of the CEO communicates how important these activities are to everyone

and ensures buy-in from managers and supervisors. This is especially important in terms

of insisting on tracking progress of women and people of color.

w Effective talent development programs include opportunities for mentoring and networking,

which gives talented employees more exposure to leadership as well as other talented

employees.

w Leadership development programs, which involve a significant investment of time and

financial resources, result in efficient and effective processes for nurturing and retaining

leaders.

w w w w w w w w w w w w w w w

Snapshot: Texas Instruments—Planning for the Future Using Succession
Planning
Texas Instruments’ succession planning process focuses on the top 200 people in the company. CEO Tom

Engibous leads one- to two-hour meetings in early Fall with 19 key business units and support organizations

to discuss the top 20 people in each area. The Board of Directors reviews a summary of the succession

planning discussions each December. Preparation for the succession planning meetings begins in May

when the Manager of Succession Planning asks the business unit Human Resource managers to update

their lists of top talent. Meetings then begin in each business unit. Depending on the size of the business

or function, each unit will review between 20 and 70 individuals. Each business or support group takes the

top 15 to 20 names slated for key positions to the CEO.

For each position in the succession plan, candidates are listed in three categories: ready now, ready in one

to three years, and ready in three to five years. These lists include diverse candidates, and business leaders

are required to present a summary page of diverse “pipeline” candidates with information about key

development actions. Employees are aware of the process, but individuals are not told they are on a list.
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Each candidate has a development plan for the key learning and assignments they need in order to be

ready for the next opportunity. The CEO and COO ask questions about the status of these plans for both

the top talent and the diversity pipeline candidates. For example, they actively ask about the barriers for

individuals who don’t seem to be developing as expected.

Pipeline candidates can also participate in “Leadership Learning Teams” put in place at the lower levels,

which show up on the individual’s development plan. The team involvement lasts for one year and there

are 12 to 15 mid-level managers per group. Top executives speak to them about strategy and other 

business topics, and executive coaches are provided. Each business can sponsor its own team, which 

represents a substantial investment. There are currently four different teams in place.

The talent profile TI uses covers four competencies: leadership skills, strategic thinking, ability to execute,

and customer focus. Sub-categories for the leadership skills area also demonstrate the centrality of diversity

to its people systems (e.g., innovation, flexibility, being inclusive of those around you, and ability to develop

followership). The competencies link directly to its corporate strategy, which is designed to deliver “great

jobs, great people, great leaders.” Texas Instruments worked with Personnel Decisions Inc. to develop this

leadership competency model and assess multiple levels of leadership to determine readiness level and

individual development needs. Ongoing assessment is a critical component of TI’s leadership development

program.

Learnings:

w Effective succession planning programs, which involve a significant investment of time

and leadership resources, identify possible current successors but also cover the long- term

to identify those who need to be ready for leadership opportunities in the future.

w Creating development plans helps employees build on their strengths and address skill

gaps as well as communicate what the company will provide and what it expects from

employees.

w Development and succession plans can be used to help high-potentials feel valued and

know that they have a future in the organization.

w Effective development programs are closely aligned with the company’s strategic goals.

w w w w w w w w w w w w w w w
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Snapshot: Unisys Corporation—Development as a Managerial and Individual
Responsibility
The succession planning process at Unisys is an outgrowth of the talent review process. Each year, Unisys

looks at more than 1,000 members of the leadership pool, comprising employees globally from the top

four layers of management and high-potentials. Both women and people of color are represented.

Participating employees are asked to provide information about their career interests, leadership strengths,

and willingness to relocate. Managers provide information about the individual’s leadership strengths and

development areas. Managers also submit a “key question” which helps to identify a potential barrier to

the individual’s career progress or development. Specific ideas for how to overcome this barrier are included

in the employee’s development action plan.

Discussions on key talent start at the management level and work their way up. Approximately 300 

leaders are reviewed at a roundtable discussion with the senior executive team and CEO Larry Weinbach.

A formal succession plan includes this group. If women and people of color are not represented on the 

initial list, leaders are encouraged to look deeper into the organization. The leadership team focuses on

identifying employees who would be eligible or are ready for placement should an opportunity or position

become available. They also look for “emergency replacements,” as well as people who would be ready

in one to two or in three to five years. Skill gaps are identified, as well as specific experiences to develop

the skills needed to function effectively at the next level.

The talent review and succession planning outcomes are documented, reviewed with the CEO, and 

submitted to the Board of Directors. In terms of accountability, the CEO’s direct reports and other senior

leaders are expected to have a plan in place. They may have succession plan slots that are empty but are

expected to have a goal either to develop someone internally or implement a hiring strategy to fill the role

from outside.

One of the ways employees are developed internally is through Unisys University, which offers training on

a large variety of subjects related to the business. Four campuses around the world provide training to

employees in every geographic region. Unisys University is organized into seven schools. Mr. Weinbach is

the dean of the leadership school at the University. He is actively involved in the delivery of education and

interacts, along with other senior leaders, with course attendees. The University is open to all employees

and there is no limit on the number of courses a student can take. In 2002, 86 percent of Unisys employees

participated in one or more Unisys University programs. Employees can self-nominate for classes inside or

outside of their function. Managerial approval is required to participate and requests for legitimate interests

are usually approved. In-person and online classes are available, which gives people more flexibility in

where and when they take the course.
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Employees worldwide also have access to the “Career Fitness Center,” which is a comprehensive employee

web site that provides a variety of tools and resources for career development. It’s based on the premise

that the competitive bar in the marketplace keeps rising, so employees must maintain career “fitness” to

clear these hurdles. The site is structured in a way that follows a logical pattern of how career progression

happens at Unisys. It serves as a one-stop source for employees to obtain the resources they need to 

manage their careers. Some of the tools include development tips for behavioral skills, a guide and 

tutorial for creating development plans, and a toolkit for mentoring. It enables employees at all levels and

in all roles to utilize the resources to manage their performance, development, and learning, and ultimately

drive their success within the organization.

Learnings:

w The opportunity to self-select courses, programs and use web-based tools allows individuals

to seek visibility based on their personal commitment to their own leadership development.

w Focus on diversity, particularly women and people of color, helps to ensure that these

groups have equal opportunity to advancement.

w Foreseeable barriers to advancement can be eliminated by addressing the issues in an

employee’s development plan.

w CEO involvement and leadership accountability help embed development processes into

the organization’s culture.

w w w w w w w w w w w w w w w

Snapshot: Xerox Corporation—Using Developing Programs to Retain High-
Potential Talent
In 2002, Xerox implemented the Executive Talent Management (ETM) program to identify the next 

generation of leadership for the organization. The creation of the program was aligned with Xerox CEO

Anne Mulcahy’s drive to strengthen the company’s image as an employer of choice, with renewed focus

on talent development.

ETM targets the “top 100” next generation of leaders from middle management and vice president 

levels. Future leaders are identified by Ms. Mulcahy and her direct reports, based on the company’s 

succession planning, a program that has been in place at Xerox for more than 25 years. Every year, the

CEO’s direct reports present an overview of their key employees, next moves, replacements, and high-

potentials. In addition to the traditional report, operating units are now asked to identify employees who
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have the potential to be future leaders at Xerox. Division presidents are asked specifically to identify

diverse candidates, including women and members of minority groups, on their lists of high-potentials.

Information about candidates selected for the ETM program is communicated to operating heads, who are

responsible for notifying the individuals in their division.

Chief Talent Officer Doug Pelino manages the ETM program. After the employees are notified, Mr. Pelino

meets with them individually to discuss their interests, goals, view of Xerox, and expectations for the 

program. Individuals know they are in the ETM program but do not know about other participants. He

works closely with the high-potential employees, their managers, and the Human Resources department

to identify development opportunities and goals, and follows up periodically to ensure progress is being

made. Individuals can be removed from the list by their manager based on performance measures. Ninety-

four people have participated to date, and almost one-half are women or minorities. A long-term goal of

the program is to improve retention of high-potentials, diversity, and overall effectiveness of top talent at

Xerox. The company has committed to and achieved a 95-percent retention rate for participants.

To ensure employee development beyond the ETM program, Xerox also focuses on “group high-

potentials”—people within the operating units—and “early high-potentials”—newer employees who

demonstrate outstanding potential. Managers are accountable for the progress of their high-potentials

and regularly report what they’ve done to develop their best people. Activities range from division-

specific, such as roundtables with senior leaders, to existing corporate-wide development programs and

learning opportunities.

Learnings:

w Explaining concrete ways employees have been developed is an accountability measure

for managers to ensure they are developing employees in their business unit.

w Focus, especially from the CEO and senior leadership, on development, advancement, and

performance can be used to help communicate commitment to employees.

w People development programs should include discussions with employees about their

career goals and interests.

w Using evaluation and metrics to track retention and participant diversity can help 

determine the impact of the program.

w w w w w w w w w w w w w w w
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Career planning and development is the joint responsibility of the employee and the company. Companies

can help employees make informed career choices by providing tools that educate them on advancement 

criteria and career path options. These tools can include those already discussed: a range of leadership training

programs and a strong and transparent performance management system. Other helpful tools include:

Formal mentoring or career coaching programs. A key function of mentors is to provide career advice

to their mentees. For more information about mentoring programs, refer to Advancing Women in High

Tech: Use Mentoring and Networks to Win in this toolkit.

Information about jobs and career paths outside of one’s current function or role. Companies can provide

employees with opportunities to learn about and participate in management training, rotations, or shadowing,

as well as access to job postings, internal career events, and profiles of successful executives’ career paths.

This section includes descriptions of practices in high tech companies that focus on providing tools and resources:

w Cisco Systems, Inc.—Supporting Development Through Company-Sponsored Events

w Dell—Developing Employees by Offering Them Access to Career Coaching

w Xilinx, Inc.—Employee Ownership Over Development Opportunities

Snapshot: Cisco Systems, Inc.—Supporting Development Through Company-
Sponsored Events 
Cisco’s annual Women’s Leadership Conference is an opportunity for the company’s senior leadership to

engage in a discussion about women’s development and advancement. The Conference showcases Cisco’s

Women’s Initiative and is attended by many of the company’s leaders, including the CEO and his management

team. The Initiative, which grew out of a grassroots women’s networking effort started in 2001, addresses

four key areas: balanced representation, building the pipeline for women in technology, career development,

and creating a great place to work. The Conference provides opportunities for dialogue, including looking

at increasing the representation of women at the executive level. It is part of Cisco’s Worldwide Diversity

effort to create an environment of expanded inclusion and to create a competitive advantage by 

capitalizing on the talents of its women.

The Women’s Leadership Conference is a one-day event held prior to Cisco’s annual strategic leadership

off-site. Its purpose is to communicate, educate, allow for networking, and increase the visibility of the

Women’s Initiative. The first Conference, held in 2002, was targeted toward senior women at the director

level and above. Men were also invited and encouraged to attend. The Worldwide Diversity department 

surveyed senior women prior to the event and identified areas of interest: opportunities to learn more about

career management and leadership development; networking with one another; and knowledge sharing.
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The positive response from the attendees encouraged Worldwide Diversity and the Women’s Initiative

executive sponsor, Susan L. Bostrom, the Senior Vice President, Internet Business Solutions Group and

Worldwide Government Affairs, to look for ways to build the strength of the program. Along with the

Women’s Initiative steering committee, they began to identify areas to increase impact, engagement, and

visibility. They decided to open the Conference to high-potential women senior managers who were not

yet at the director level. The team developed a set of criteria to identify high-potential women who would

benefit from the networking and overall conference experience.

The committee also extended an invitation to the high-potential women’s direct managers, many of whom

were men. The 2003 Conference showed an overall increase in attendance, but more significantly, the

attendance of men increased 35 percent between 2002 and 2003. The Conference has grown in impact

and importance, and become a key event to attend. Keynote speakers have included Rayona Sharpnack,

Founder and President of the Institute for Women’s Leadership, and Shelly Lazarus, Chairman and CEO of

Ogilvy and Mather Worldwide, and have played a critical role in showcasing external perspectives.

Learnings:

w Communicating the objective criteria used to determine participation in development

and advancement opportunities clarifies both the importance of the criteria and the

objectivity of the decisions about involvement to all employees.

w Working with managers of high-potential women can help to increase visibility for

women and for the development program.�

w Careful planning of scheduling activities, and aligning them with critical business events,

helps to ensure that activities are accessible to both a wider audience and to senior leaders.

w w w w w w w w w w w w w w w

Snapshot:Dell—Developing Employees by Offering Them Access to Career Coaching
Dell employs a full-time internal career coach, Greg Clark, in its diversity organization who provides 

services to all employees, from non-exempt through the director level. Mr. Clark’s main objective is to help

develop strategies to advance individuals within Dell, and his ultimate responsibility is to retain employees.

He does this by working with individuals to help them understand the company and how to excel within it.

Originally, career coaching was created as a resource for women and people of color who approached the

diversity organization seeking guidance and mentorship but has since expanded to serve any employee

who expresses interest. The service relies on a grassroots, word-of-mouth effort to introduce the service to

those who need it. Mr. Clark reports that his clients include members of every ethnicity group and equal

numbers of men and women.
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Mr. Clark typically sees two types of employees who seek out his services. A small group (less than 5 

percent) of his visitors have performance issues and typically have been told by their managers they have a

period of time to improve their performance. In such cases, Mr. Clark engages a focused process to help 

determine whether Dell is the right place for them, and if so, where their talents might be better used 

within the organization.The second and most common type of visitor has worked with the company for three

to six years. Typically, they have seen success in the organization but have reached a point where they begin

questioning their careers. Before they get too far along one career path, they seek out the coach to 

determine what other options are available to them. In those cases, Mr. Clark works with them to create a

plan for long-term success. He coaches them in finding mentors, using the tools and templates available

online, and developing a network.

Meeting with the career coach is free and confidential, although Mr. Clark encourages his visitors to include

their managers in their planning. The program is evaluated based on retention of those individuals he has

worked with, as well as responses on the employee survey. Mr. Clark declares the program a success based

on data-based things such as retention numbers and promotions, and also uses anecdotal information. He

has witnessed many job moves as a direct result of his counseling and has seen a steady increase of visitors

to his office. The challenge for the future is how to scale the services to meet with increases in demand.

Mr. Clark also managers Career Quest, an initiative designed to open opportunities for employees in

departments other than their own. The two-hour, quarterly events are geared toward professional salaried

employees. A member of senior leadership within the division presents for 25 to 30 minutes about the

working environment and then engages in Q&A. Employees can then visit booths staffed by two people

currently working in the organization and can also attend a small-group workshop. The company has had

five events to date and the best attendance was 450 people.

Learnings:

w Career coaches can help employees, especially those who are outsiders to the culture,

understand the unwritten rules of the culture and how to operate effectively.

w More information about the various jobs and functions available can help employees

make decisions about where they can be most effective.

w Communicating commitment to employees’ careers is an effective retention tool.

w w w w w w w w w w w w w w w

Snapshot: Xilinx, Inc.—Employee Ownership Over Development Opportunities
A key component of Xilinx’s HR plan for building organizational capabilities is the development of talent

on an individual level, which led to the implementation of the Performance Development Process (PDP).

The PDP, sponsored by Rich Sevcik, Xilinx’s Senior Vice President of Programmable Logic Solutions, is an

Advancing Women in High Tech: Identify and Manage Your Talent

22

PROVIDE
TO

O
LS

TO
SU

P
PO

RT
C

A
REER

PLANNING

AC
TIO

N
STEP

This is Copyrighted Material



outcome of Xilinx’s evaluation of its performance process two years ago. Using internal surveys and focus

groups, leaders learned that employees wanted year-round performance development.

The key elements of the PDP are the Leadership Symposium and the Radical Performance Enhancement

system. The Leadership Symposium was developed in response to a period of growth Xilinx experienced in

the late 1990s. The company needed a way to quickly engage new leaders into the organization. The

Symposium was organized as a yearly off-site conference for director levels and above to develop strategic

initiatives and to teach important management skills, such as financial analysis, which is taught by the CFO.

The Radical Performance Enhancement (RPE) system separates performance development from performance

evaluation. Performance evaluations are conducted annually based on performance and goal 

requirements. The RPE is an employee development program that is organized and conducted independent

of the employee evaluation. Employees are responsible for developing their own RPE based on the ways

in which they see themselves advancing in the organization and how their personal skill sets can be used

to meet the organization’s goals. A feedback system is built into the RPE system whereby employees are

continually communicating with managers about their performance and development. The focus is on

building skills, rather than remedial evaluation of past performance. Although the RPE system is conducted

independent of the employee evaluation, managers are encouraged to give quarterly feedback and link

that information to the yearly evaluation.

The objective of the RPE is for all employees to feel responsible for the success of the company. This sense

of employee responsibility has had an enormous impact on the organization. Xilinx recently began a

process of intense restructuring and tapped its employees to help generate ideas for ways to cut costs. As

a result of some of the employees’ suggestions, the company was able to weather the tough times 

without any layoffs or reductions in the workforce.

The Performance Development Process is strongly supported by CEO Wim Roelandts and his leadership team.

Although the objectives are not targeted toward women, senior leadership requires that women are recruited

and retained in such numbers that they make up a large part of the pool where the leaders are drawn.

Learnings:

w Revisiting and evaluating performance practices periodically can help to identify new

mechanisms by which to develop and advance talented employees.

w Employees need and want feedback on a regular basis.

w Development programs can help employees feel connected to and invested in the company.

w Employees, when they feel valued and invested in the company, can be a valuable

resource to tap when making decisions that impact the bottom line.

w w w w w w w w w w w w w w w
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In addition to snapshot interviews, Catalyst conducted a more in-depth interview with IBM Corporation

about its commitment to leadership development. The following case study provides an inside look on 

specific programs and policies taking place at the company.

Background 

When Lou Gerstner joined IBM as CEO in 1994, he made it clear that leadership would be instrumental in

transforming the organization. During his tenure, he made major strides in selecting and developing those

individuals he identified as the top 3,000 people worldwide. Some of the ways he executed his strategy

were by revamping the succession planning process, identifying leadership competencies, and placing

focused attention on women and people of color to ensure diverse leadership representation in later years.

One of the most widely recognized of Mr. Gerstner’s leadership tools is the five-minute drill. Instituted

shortly after he took office, the drill was used as a quick way for him to become familiar with all senior

leaders. During meetings with his direct reports, Mr. Gerstner would ask managers to spend five minutes

talking about key talent in their areas who were women or people of color. Over time, this evolved into

presentations of candidates for high-level executive open positions. This process started people talking

candidly about talent in the organization and how to leverage their skills and abilities for the good of the

company. Many of Mr. Gerstner’s direct reports implemented the five-minute drill in their own organizations,

which eventually caused the practice to cascade down into all levels.

When Sam Palmisano became CEO in March 2002 upon Mr. Gerstner’s retirement, he continued this 

practice. He also communicated his continued commitment to leadership development, with a particular

focus on women and people of color.

Objectives

Within IBM, the majority of executive development programs are housed under the department of Global

Executive and Organization Capability (GEOC), which consists of a global team of professionals working

with line leaders across IBM to support the business strategy, organizational design, and leadership 

capability. The GEOC works under a set of beliefs that has been developed through organizational study

and observation, based on the belief that the quality of its leaders is significant to the organization’s 

success. The team also believes that leaders are accountable for developing other leaders and that 

leadership is best developed experientially—that is, 80 percent of learning happens on the job and not in

a classroom setting. The GEOC understands there are two opportunities for influencing learning: through

the promotion of individual characteristics (competencies) and through experiences (development).
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Competencies

In the mid 1990s, HR undertook a study and interviewed senior leaders across all business units in order

to understand the characteristics of outstanding leaders worldwide. The result of this study was a set of

11 leadership competencies that are indicators of success as an IBM senior leader. Examples of these 

competencies include the drive to achieve, decisiveness, and the ability to build organizational capability.

Since then, all training, performance evaluation, and feedback have been geared toward evaluating and

developing these 11 competencies, and all employees are measured against these competencies in their

annual performance review. Success in the organization is closely aligned with mastery of these skills.

Development

Development and competency models are two different things. In order to build competency characteristics,

various development opportunities are suggested. The development models outline key experiences and

competency that can be developed with that experience and derailment factors to mitigate or avoid. The

company has several development models, one of which is the General Manager (GM) development

model, which details 17 key experiences that best prepare successful GMs.

All 11 competencies are defined as characteristics of the individual. In order to build those characteristics,

IBM has identified a set of core learning experiences, which are used as a development structure alternative

to traditional career path planning. Through their competency study, HR learned that the pace of change

in the high tech industry does not allow for succinct, detailed career paths. In fact, many senior job 

functions today were not even in existence five to ten years ago. Instead, IBM created a development

model that identifies a set of core learning experiences that result in a strengthening of these competencies

that are critical to success. Development model planning differs from traditional career path planning in

several key ways. It is future-oriented rather than historically focused, it encourages acquiring a broad set

of skills rather than specific job-related ones, and it focuses on experiences gained and capabilities

learned, rather than on positions held.

Ascension to senior leadership at IBM is a direct result of mastering the 11 competencies and completing

the 17 identified core learning experiences. These experiences include customer contact, line/staff and

field/corporate switches, and learning from failures and mistakes.

Executive Resources Program

The Executive Resources Program (ERP) is IBM’s succession planning program. The program identifies

future leaders and serves to plan key development experiences.
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The ERP has several key objectives:

w To assure that IBM has the leadership talent needed both now and in the future

w To provide data to help staff executive positions with the best candidates

w To expose the Corporate Executive Committee to high-potential employees

w To assess the human resource strength of the organization and agree on needed actions

w To build a leadership group that reflects the diversity of the population

Executive Resources Reviews

Each year, IBM conducts a “bottoms-up” review where all managers are asked to identify individuals who

may be future leaders of IBM, i.e. those deemed to have executive potential. Each individual must have

worked a certain number of years with the organization, advanced to a certain level, and proven him or

herself with management experience. These high-potentials are referred to as Executive Resources

Candidates. The process identifies what their existing competencies are, what kinds of development 

activities they need to improve their competencies, whether they need mentors, and what jobs they need

next in order to progress.

This identification, selection, and review process is supported by a global application that provides for the

exchange and sharing of individuals’ data worldwide. This helps achieve functional and international

development growth experiences across units. Three common formats—a Profile, a Long-Term

Development Plan (LTDP), and a Bench Analysis Chart—are used to summarize experience data, identify

development needs to help achieve ultimate potential, and identify the promotability of individuals across

key positions at a unit level. Individuals have access to their own paperwork and can talk about it openly

with managers.

Technical Resources Program

In 1997, the Technical Leadership Council (TLC) was formed to focus on issues affecting the technical 

community and to accelerate the development and deployment of IBM’s technical resources. The TLC 

comprises IBM senior technical leaders representing all worldwide units and geographies. The TLC has

reviewed a wide range of issues, including hiring, mentoring, diversity, communication to the technical

community, development, and internal and external recognition.

A centerpiece TLC initiative is the Technical Resources Program. It is the result of a 1997 TLC review in

which it was clear that each unit was very concerned about its depth and diversity, and believed that the

leadership pipeline was not being aggressively developed. The review also revealed that management was

not sufficiently focused on retaining or developing technical talent.

In response, IBM implemented its first-ever Technical Resources Process, beginning in 1998. Simply put,

this process is an Executive Resources Program for the technical community. Its existence has resulted in
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a disciplined review of the technical talent and development needs necessary for IBM to strengthen its

technical leadership. The technical resources process links to skills assessments and skills gap analysis,

acquisition strategies including hiring plans, and development and retention strategies.

Technical Resources Reviews 

The Technical Resources Reviews have been fashioned after IBM’s Executive Resources process to bring a

disciplined focus on the development needs of current and emerging technical leaders. Though patterned

closely to the Executive Resources reviews, some key changes were made to ensure their relevance to the

technical community. In addition to capturing individual data on technical expertise, patents, publications,

and external involvement, the reviews also focus on:

w Distribution of talent across each organization and technology competency

w The contribution of incumbent technical leaders

w The depth and diversity of the technical leadership pipeline

The Next Generation Initiative

IBM’s Senior Leadership Team (SLT) is a group of 300 top leaders in the organization who have been 

identified as change agents with the opportunity to influence across business units and across the 

company. In 2000, Randy McDonald, Senior Vice President of Human Resources, asked the members of the

SLT to reach down into their organizations and identify one person early in his or her career who could

ultimately replace them. These people make up the Next Generation Initiative.

The overall objective of the initiative is to build the pipeline of leaders by developing talent and managing

performance over a long period of time. With this program, people are identified much earlier in their

careers than in the Executive Resources Program, which allows senior leaders to ensure that these 

individuals are planning their career opportunities well.

A candidate’s potential is assessed with the same criteria used in the succession planning process. The

additional criteria are: they have senior leadership potential; they are early in their careers; they are in the

pre-executive job band, and they’ve been with IBM between one and ten years (the average is five to six).

In making the selection, the SLT member typically seeks input and advice from the Human Resources Vice

President and the Executive Resources Program Manager in the business unit. Each unit is expected to

identify a single person, so there is a 1:1 correlation between the SLT team members and the Next

Generation members. The SLT members are responsible for sponsorship and mentorship of their 

candidates. They also serve as role models of IBM’s business and corporate values. The candidates receive

candid feedback, long-term career guidance, and suggestions for career and development opportunities.

They are also assigned a coach, typically the HR Generalist, who has been specifically trained in this 

capacity. This person serves as an objective third party in a team that includes the candidate, the 
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candidate’s manager, and the SLT member. The coach provides an overview of the leadership competency

model and helps candidates assess their competencies and create a long-term development plan. In 

addition to the intense exposure to the senior leadership, the Next Generation member also has access to

a pre-executive leadership program—an assessment center.

The Next Generation member meets quarterly with the SLT members and every four to six weeks with the

coach. The process is constrained by the SLT’s ability to meet their obligations, as well as the number of

trained coaches available. The Next Generation member is involved in the program for a maximum of three

years, but there are no guarantees that a participant will make it all the way through the three years. They

are continuously re-matched against the criteria of performance and potential.

Within that three-year time frame, participants are expected to have completed certain milestones. If they

have not already, wherever possible, they will earn a first-level manager position. They will have earned

one promotion and had one significant development opportunity. They also should have visited IBM’s

assessment center in a three-day intensive program available to only a limited number of people each

year. During that assessment, the employee completes a robust development plan with rigorous actions

for the next year, in the context of their overall career aspirations.

After three years, the participant becomes a Next Generation alumnus, and provided their performance

continues, they will be tracked over their career as a graduate of the program. The program is not 

communicated widely to the general employee population, but participants are aware of their identification

into the program.

Next Generation members are responsible for ensuring the meetings with their coach and SLT sponsor take

place on a consistent basis. In addition, the promotions, retention rates, and number of action plans 

completed are measured. These statistics are reported quarterly to the Senior Vice President of Human

Resources.

Results

As of 2003, women represent approximately 30 percent of IBM employees worldwide and more than 22

percent of its managers. Women in executive positions in the United States have increased from less than

2 percent in 1980 to 22 percent at the end of 2002. Globally, women comprise 18.5 percent of the 

worldwide executive population (up from 11.5 percent at the end of 1995).

IBM continues to place a strategic focus on women and people of color in the Executive Resources

Program. In addition, women make up 48 to 49 percent of Next Generation participants.
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Individual Perspective—Carol Kovac, IBM Corporation
Can you give a brief overview of your current role and career path at IBM?

I am currently the General Manager of IBM Life Sciences, a new business for IBM. The unit was formed
three years ago with only two people. It was really a startup. Today we employ more than 1,000 
people around the world and we are driving a significant new IBM business. 

I’ve been with IBM since 1983. I am a scientist and started out in the chemical industry. I went back to
school to get my Ph.D. and then joined IBM in the Research Division where I’ve spent most of my career
at IBM. 

Over the course of your career, what different leadership development programs have you been

involved in?
IBM has a very rich set of training programs, not just for women, but for employees in general. I became
a manager in late 1984, which was fairly soon after joining IBM. The first formal training program I 
completed was for all new managers. I have to say that was one of the best. It’s a week-long educational
program that really helps hone your skills. At IBM, there’s a lot of emphasis on people management and
managing talent. It was a long time ago, but it still stands out in my memory as one of the experiences
where I felt I learned a tremendous amount in a short period of time. And it really prepared me much
better, in a formal way, for the job that was expected of me.5

I have also attended many other pre-executive and executive programs designed for mid-level 
managers identified as having executive potential. Some of the best programs have focused on 
understanding management and leadership styles, as well as personal differences. In some of these 
programs, people who report to you and people from different parts of the organization complete
rather in-depth evaluations and assessments on you. You get some very direct, and sometimes painful,
feedback about your style, capabilities, and areas for improvement. This training was helpful, coupled
with the education that goes along with it, particularly about the flexibility of style and how different
styles of management are appropriate at different times, depending on situations and the business. 

How have the programs helped identify key success strategies for advancement? 
There’s a fair amount of communication about what it takes to be successful at IBM. I would say it’s a
set of programs that helps get everybody on the same page. I think it helps level the playing field in
some sense. Everybody is getting a very common and consistent set of messages about what it means
to be a manager, what it means to be a leader. What do we expect from our leaders? What are the 
competencies of leaders that, if you aspire to senior management, you need to develop? It’s explicit,
not implicit. When the rules are implicit and you’re not part of the “club,” you have to figure it out
yourself. And this plagues women because they’re not usually the ones in the know—the rules are a 
little more veiled and hidden from them. But when the rules are explicit and talked about, everyone
benefits. Every executive at IBM will tell you: There are 11 competencies that we look for in our 
leaders and what they are.
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What has been your involvement in some of IBM’s high-potential programs?
I’m a Senior Leadership Team member, and so I have Next Generation members who I’m working with.
It’s a relatively new program and didn’t exist when I was coming up in the ranks. 

We also have other programs that are management initiated, where managers will identify talented
employees who we believe are ready to become executives, perhaps with a little more experience and
help. Management identifies those people on an annual basis. We do it rather carefully, in part because
you don’t want to be putting people on and off the list. Then we build a whole set of development
processes and evaluation processes, ensuring that talent is considered across the business as opportunities
become available. It’s not enough just to identify people you think have talent. You have to proactively
move them into roles and assignments that will allow them to demonstrate their capabilities and show
what they can do and learn. 

How are these programs communicated?
I remember when I joined the company I was told, “You’ll know if you get on the list, because they’ll
take your picture. They’ll call you in. They won’t tell you why, but they’ll tell you they need a picture.
That’s when you’ll know that you’re on the Executive Resources list.” 

Now, that was 1983 and it’s since become much more transparent. I think it’s a positive thing that we’re
more open about our aspirations and how to achieve them. Now, you sit down with your manager or
your executive and have conversations about what you really want to do. What are your competencies
and how do they compare with other competencies? Where are you strong and where could you
improve? What are you going to do about it? There is a much more focused and uniform discussion
going on across the organization. 

Over all of IBM, there is an increased emphasis on employee development. And there is an increased
level of conversation that employees have with their managers every year around creating a development
plan. So overall, we use these competencies (and a corresponding set of technical competencies) in 
discussions around development.

How did you personally benefit from these programs?
I think in anybody’s life, people personally benefit from growth and learning. Even if I had not achieved
the position that I have, I still would have achieved a tremendous amount of learning and insight about
myself as a leader. I would have learned how to be more effective at influencing others, how to set an
agenda, and then execute against it. 

I’m one of those people who enjoys learning. You don’t go off and get a Ph.D. in anything if that’s not
something that motivates you. Otherwise, it would just be terribly hard work. Since I left hands-on 
science and became a manager and later an executive, I would say that I think about management as
my new laboratory, in some sense. It’s a way to practice getting things done in a very different 
environment. But you have to have very different skills and capabilities and knowledge and awareness
of yourself. I think the formal programs, and certainly the job assignments that IBM has offered me,
prepare you for that. Those two combined, formal education and job assignments, have taught me a
tremendous amount. 
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What advice would you give to people who are at the beginning of their careers, to make the

most out of the opportunities?
When I mentor people, probably the strongest piece of advice I give is that you as an individual have
to be the one who has to take the responsibility and accountability for driving your career in the 
direction you want it to go. If you can’t do it, don’t expect the company to do it. 

I see it all the time. People will come to me and say, “I’m not satisfied. I don’t feel like I’ve gotten the
kind of career growth that I wanted to have happen.” And I’ll say, “Well, what do you want?” And they
can’t answer. Step one is, you’ve got to figure that out. 

There have been many occasions where I have walked into my boss’s office and said, “This is the job I
want next. Maybe I’m not ready for it; maybe you don’t want to give it to me. But let me give you a
good case about why I should be next in line for it.” Sometimes it’s not even a job that exists. I’ve 
created jobs in places where they didn’t even exist by walking in and making my case. All they can say
is no and that’s not going to set you back. 

It could be true everywhere, but it’s certainly true at IBM: The organization as a whole and the 
individual managers can respond better when the person on the other side of the table has a clear view
of what they want. 
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Checklist for Supervisors and Managers   
General Talent Identification:

q Provide high-potentials, especially women and people of color, with mentoring and networking

opportunities with senior leaders.

q Reach out to high-potential women and men.

q Work with Human Resources to understand and promote the tangible and intangible benefits of

investing in people, their performance, and development.

q Facilitate a dialogue between women and men within your functional area to address different 

perceptions of reality about equal opportunities at work.

q Create clearly articulated plans to ensure long-term development of women and people of color.

q Work with Human Resources to track and evaluate participation in programs through a diversity lens

to ensure that they are accessible to women and people of color.

q Learn about and understand the developmental programs available to your employees.

q Expand the definition of leadership to include an understanding of and commitment to diversity.

q Develop guides for employees on how to give and receive feedback, as well as how to have 

conversations around performance reviews.

q Define leadership and communicate these values to employees.

Offering Effective Executive and Management Training Programs:

q Identify candidates based on performance and interest; be sure not to make assumptions about any

individual’s interests or ambitions.

q Foster a two-way dialogue with your direct reports about their career goals, career timing issues, and

strengths, interests, and developmental needs.

q Support employees’ efforts to connect with each other to further developmental and business goals.

q Create specific activities as part of ongoing executive development programs that are opportunities

for senior management to meet with high-potentials.

q Work with Human Resources to track participation in training and collect feedback from employees

about their developmental experiences.

q Provide opportunities for visible assignments, rotational, and cross-functional experiences.
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Creating Transparent Talent Identification Programs:

q Align performance management systems with business goals and clearly communicate them to 

managers and employees.

q Evaluate job performance objectively and consistently with a focus on results.

q Establish explicit performance expectations and clearly communicate these advancement criteria to

your employees.

q Examine career paths to senior-level positions and communicate to employees key developmental

experiences necessary to get to those positions.

q Reward success and enforce consequences for poor performance with scrupulous equity.

q Provide equal opportunity for visibility, training, and development.

q Work with Human Resources to ensure performance management systems are objective, inclusive,

and effective. Communicate performance criteria regularly.

q Identify jobs or assignments for which the high-potential candidate may be ready now, ready in a

year, ready in a specified longer term.

q Create development plans for each high-potential candidate and communicate to the candidate

what the company will provide and what it expects of them.

q Make the high-potential candidate lists an explicit component of the overall succession plan.

q Include women and people of color on all promotion slates for director level and above. Audit this

process periodically to see how many are placed.

q Work with Human Resources to maintain a list/database of high-potential women and people of

color. Revisit this list regularly to identify potential positions and track movement.

Providing Tools and Resources to Support Career Planning and Development:

q Provide concrete developmental feedback on performance to all employees.

q Work with Human Resources to develop a wide range of activities to give employees tools to take

responsibility for personal development. For example, job posting systems, performance management

tools, opportunities to understand other work in functions and divisions.

q Work with Human Resources to develop self-assessment tools that help employees identify a career

path within the organization based on their own aspirations and strengths. Provide information on

what skills and experiences are needed to get to various levels and positions within the company.

q Work with Human Resources to ensure employees have access to job postings, career booklets,

internal career day events, web sites, and leadership profiles.
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Checklist for Human Resources Professionals  
General Talent Identification:

q Use senior women and people of color to reach out to high-potentials.

q Provide high-potentials, especially women and people of color, with mentoring and networking

opportunities with senior leaders.

q Facilitate a dialogue between women and men across the organization to address different perceptions

of reality about equal opportunities at work.

q Understand and assess employees’ perceptions about career pathing and development opportunities.

q Track and evaluate participation in programs though a diversity lens to ensure that they are accessible

to women and people of color.

q Educate managers and supervisors so they understand the developmental programs available to

their employees.

q Expand the definition of leadership to include an understanding of and commitment to diversity.

q Communicate the business case for diversity within leadership and throughout the organization.

q Develop guides for employees on how to give and receive feedback, as well as how to have 

conversations around performance reviews.

Offering Effective Executive and Management Training Programs:

q Identify candidates based on performance and interest; be sure not to make assumptions about any

individual’s interests or ambitions.

q Foster a two-way dialogue between the employee and the manager about career goals, career timing

issues, and employee strengths, interests, and developmental needs.

q Support employees’ efforts to connect with each other to further developmental and business goals.

q Hold managers accountable for developing their employees by tracking participation in training and

collecting feedback from employees about their developmental experiences.

Creating Transparent Talent Identification Programs:

q Examine career paths to senior-level positions and communicate to employees key developmental

experiences necessary to get to those positions.

q Ensure performance management systems are objective, inclusive, and effective. Communicate 

performance criteria regularly.

q Identify jobs or assignments for which the high-potential candidate may be ready now, ready in a

year, ready in a specified longer term.
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q Create development plans for each high-potential candidate and communicate to the candidate

what the company will provide and what it expects of them.

q Make the high-potential candidate lists an explicit component of the overall succession plan.

q Include women and people of color on all promotion slates for director level and above. Audit this

process periodically to see how many are placed.

q Maintain a list/database of high-potential women and people of color. Revisit this list regularly to

identify potential positions and track movement.

Providing Tools and Resources to Support Career Planning and Development:

q Develop a wide range of activities to give employees and their managers tools to take responsibility

for personal development. For example, job posting systems, performance management tools,

opportunities to understand other work in functions and divisions.

q Develop self-assessment tools that help employees identify a career path within the organization

based on their own aspirations and strengths. Provide information on what skills and experiences

are needed to get to various levels and positions within the company.

q Offer access to job postings, career booklets, internal career day events, web sites, and leadership

profiles.

Checklist for Individuals 
General Talent Identification:

q Understand the tangible and intangible benefits of investing in your own development.

q Connect with senior leaders at networking events, brown bags, receptions, etc.

q Seek out a senior-level person to act as a mentor.

q Learn what types of development programs your company offers and what the criteria are to participate.

Maximizing Effective Executive and Management Training Programs:

q Communicate your career aspirations, strengths, and interests to your manager.

q Meet performance standards and maintain high levels of performance.

q Work with managers and Human Resources to identify programs to help you address specific skill gaps.

q Connect with colleagues across functions and divisions to increase your knowledge of other aspects

of the organization.

q Give feedback about your developmental experiences to your manager and to Human Resources.

q Participate in high-visibility assignments, cross-functional, and rotational experiences.
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Maximizing Transparent Talent Identification Programs:

q Understand performance management systems and evaluation criteria.

q Learn what advancement criteria are required to get to the next level in your company.

q Understand what developmental experiences are needed to get to senior-level positions.

q Understand different career paths within the organization, and what positions are required to get to

senior levels.

q Seek out opportunities for visibility, training, and development.

Obtaining Tools and Resources to Support Career Planning and Development:

q Ask for ongoing feedback from your managers about your performance.

q Seek out opportunities to learn more about other functions and divisions in the company.

q Review internal job postings.

Checklist for Leaders 
Senior executives, especially senior women, within the organization have the opportunity to serve as

ambassadors and agents of change. You can do this by setting examples, serving as champions to internal

initiatives, and by raising awareness about ways to create a culture that is inclusive of women and people

of color.

q When leading a team, monitor how you distribute assignments. Notice trends and reflect on the 

criteria you are using. Whenever possible, allocate opportunities equitably among team members.

q Make sure project teams and task forces have diverse representation.

q Champion potential leaders who are least like you. Challenge yourself and your peers about what

readiness really means. Use objective, results-oriented performance criteria when making promotion

decisions.

q Find occasions to explain the “unwritten rules” of your organization to new employees and subordinates.

q Examine behaviors and styles that you associate with leadership; challenge yourself and others on

ways that leadership is demonstrated.
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“I’ve seen women being offered staff jobs and declining them. You get to understand early on
that when you’re selecting a career path, you can get locked in. You don’t know how many
administrators I’ve met who are capable of so much more but the growth path within the 
company won’t allow them to do it.  Someone has to tell you.” 
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Agilent Technologies Inc. 8
Agilent Technologies Inc. is a global technology leader in communications, electronics, life sciences, and chemical analysis
headquartered in San Jose, Calif. The company’s 30,000 employees serve customers in more than 110 countries. Agilent had
net revenue of $6 billion in fiscal year 2002.

Cisco Systems, Inc. 20
Cisco Systems, Inc. is a worldwide leader in networking for the Internet. Headquartered in San Jose, Calif., Cisco employs
34,000 people and saw 2003 revenues of $18.8 billion.

Dell 21
Dell is a premier provider of products and services required for customers worldwide to build their information technology
and Internet infrastructures. Company revenue for the past four quarters totaled $38.2 billion. Headquartered in Round
Rock, Texas, Dell employs more than 39,000 people.

IBM Corporation 24
IBM, headquartered in Armonk, N.Y., is the world’s largest information technology provider (hardware, software, services)
with 2002 revenues of more than $81 billion, and the worldwide leader in e-business on demand solutions. The company
has more than 300,000 employees and does business in more than 160 countries. This initiative won the Catalyst Award in
2000.

Intuit Inc. 9
Intuit Inc. is a leading provider of business and financial management solutions for small- and mid-sized businesses, 
consumers, and accounting professionals. Founded in 1983, Intuit had annual revenue of more than $1.6 billion in its fiscal
year 2003. The company has nearly 7,000 employees with major offices in 13 states across the United States and offices in
Canada and the United Kingdom. 

Motorola, Inc. 14
Headquartered in Schaumburg, Ill., Motorola, Inc. is a global leader in wireless, automotive, and broadband communications.
Motorola employs 97,000 people worldwide and saw sales of $27.3 billion in 2002. Motorola is the recipient of the 1993
Catalyst Award.

Nokia Corporation 11
Backed by its experience, innovation, user-friendliness, and secure solutions, Nokia has become the leading supplier of
mobile phones in the world and a leading supplier of mobile, fixed broadband, and IP networks. Headquartered in Espoo,
Finland, Nokia is a broadly held company with listings on six major exchanges. The company employs more than 51,000 
people worldwide and saw 2002 revenues of more than $31 billion.

Texas Instruments 15
Texas Instruments provides innovative DSP and Analog technologies to meet customers’ real world signal processing
requirements. TI is headquartered in Dallas, has manufacturing, design, or sales operations in more than 25 countries, and
employs more than 34,000 people. 2002 sales exceeded $8 billion. Texas Instruments is the recipient of the 1996 Catalyst
Award.

Unisys Corporation 16
Unisys is a worldwide information technology services and solutions company combining expertise in systems integration,
outsourcing, infrastructure, server technology, and consulting with precision thinking and relentless execution to help
clients in more than 100 countries. Headquartered in Blue Bell, Pa., Unisys employs more than 36,000 people and reported
$5.6 billion in revenue for 2002.

Xerox Corporation 18
Xerox Corporation offers an array of innovative document solutions, services, and systems—including color and black-and-
white printers, digital presses, multifunction devices, and digital copiers—designed for offices and production-printing 
environments. It also offers associated supplies, software, and support. Headquartered in Stamford, Conn., Xerox employs
62,800 employees worldwide and showed 2002 revenues of $15.8 billion.

Xilinx, Inc. 22
Xilinx, Inc. is the worldwide leader of programmable logic and programmable system solutions. Headquartered in San Jose,
Calif., Xilinx employs 2,600 employees and showed 2002 revenues of $1.1 billion.
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Company initiatives related to leadership development support women’s participation in the workforce.

Ultimately, talented employees need ways to demonstrate their abilities and skills to influential leaders.

And leaders need first-hand exposure to as many high-potential employees as possible to enable them to

make decisions about placement in key jobs. Offering opportunities for visibility to a diverse population

outside of informal relationships is key to creating a meritocracy. Therefore, effective leadership identification

and development programs include opportunities for visibility for participants. For more information on

creating and managing talent identification systems and approaches, refer to the following Catalyst

resources:

Leadership Careers in High Tech: Wired for Success (2001)

The Next Generation: Today’s Professionals, Tomorrow’s Leaders (2001)

Women in U.S. Corporate Leadership 2003 (2003)
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Chairman, President & CEO
Texas Instruments
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Secretary
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Chairman & CEO
The Coca-Cola Company

The Lord Browne of Madingley
Group Chief Executive
BP p.l.c.

Tony Comper
Chairman & CEO
BMO Financial Group

Michael J. Critelli
Chairman & CEO
Pitney Bowes Inc.

Ann M. Fudge
Chairman & CEO
Young & Rubicam Inc.

Christopher B. Galvin
Chairman & CEO
Motorola, Inc.

Cinda A. Hallman
President & CEO
Spherion Corporation

William B. Harrison, Jr.
Chairman & CEO
J.P. Morgan Chase & Co.

Charles O. Holliday, Jr.
Chairman & CEO 
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Jeffrey R. Immelt
Chairman & CEO 
General Electric Company

Ann Dibble Jordan
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Andrea Jung
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Karen Katen
President, Global Pharmaceuticals
Pfizer Inc

Marie-Josée Kravis
Senior Fellow
Hudson Institute

Ilene H. Lang
President
Catalyst

Dawn G. Lepore
Vice Chairman
Charles Schwab & Co., Inc.

Edward M. Liddy
Chairman, President & CEO
The Allstate Corporation

John J. Mack
Vice Chairman & CEO
Credit Suisse First Boston LLC

Reuben Mark
Chairman & CEO
Colgate-Palmolive Company

C. Steven McMillan
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Sara Lee Corporation

Anne M. Mulcahy
Chairman & CEO
Xerox Corporation

Joseph Neubauer
Chairman & CEO
ARAMARK

Katherine Ortega
Former Treasurer of the U.S.

Henry M. Paulson, Jr.
Chairman & CEO
The Goldman Sachs Group, Inc.

Joseph A. Pichler
Chairman 
The Kroger Company

Judith Rodin
President
University of Pennsylvania

Stephen W. Sanger
Chairman
General Mills, Inc.

Martha R. Seger
Former Member—Board of 

Governors of the Federal 
Reserve System

Cam Starrett
Executive Vice President
Nestlé USA, Inc.

James S. Turley
Chairman & CEO
Ernst & Young LLP

G. Richard Wagoner, Jr.
Chairman, President & CEO
General Motors Corporation

Lawrence A. Weinbach
Chairman, President & CEO
UNISYS Corporation

John D. Zeglis
Chairman & CEO
AT&T Wireless Services

John H. Bryan
Retired Chairman & CEO
Sara Lee Corporation

J. Michael Cook
Retired Chairman & CEO
Deloitte & Touche LLP

Reuben Mark
Chairman & CEO
Colgate-Palmolive Company

John F. Smith, Jr.
Chairman
General Motors Corporation

Chairs Emeriti, Catalyst Board of Directors
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ABOUT CATALYST
Catalyst is the leading research and advisory organization working to
advance women in business, with offices in New York, San Jose, and
Toronto. As an independent, nonprofit membership organization,
Catalyst uses a solutions-oriented approach that has earned the 
confidence of business leaders around the world. Catalyst conducts
research on all aspects of women’s career advancement and provides
strategic and web-based consulting services on a global basis to help
companies and firms advance women and build inclusive work 
environments. In addition, we honor exemplary business initiatives
that promote women’s leadership with our annual Catalyst Award.
Catalyst is consistently ranked No. 1 among U.S. nonprofits focused
on women’s issues by The American Institute of Philanthropy.

Advancing women in business

NEW YORK

120 Wall Street, 5th Floor

New York, NY 10005

tel/ 212-514-7600

fax/ 212-514-8470

SAN JOSE

2825 North First Street, Suite 200

San Jose, CA 95134

tel/ 408-435-1300

fax/ 408-577-0425

TORONTO 

8 King Street East, Suite 505

Toronto, Ontario M5C 1B5

tel/ 416-815-7600

fax/ 416-815-7601

www.catalystwomen.org
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