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What is ADVANCE & What is ADVANCE at MSU?

Áb{CΩǎ !5±!b/9 Lƴǎǘƛǘǳǘƛƻƴŀƭ ¢ǊŀƴǎŦƻǊƳŀǘƛƻƴ ƎǊŀƴǘ ǇǊƻƎǊŀƳ ŀƛƳǎ 
to strengthen the scientific workforce through the increased 
inclusion of women in STEM. These awards support 
comprehensive programs for institution-wide change.

ÁMichigan State is one of 37 of Institutional Transformation  
ADVANCE Grant Awardees ($3.98M over 5 years). 

Á Provost Kim Wilcox is the Principal Investigator of the grant 
entitled:  Advancing Diversity through the Alignment of 
Policies and Practices (ADAPP)

Á Three colleges are participating in the grant funded activity --
Colleges of Engineering, Social Science, and Natural Science.

Á Provost has extended the program with MSU funds to Colleges of 
Human Medicine, Osteopathic Medicine, Veterinary Medicine and 
Nursing.

3



The MSU ADVANCE Grant & 
Strategic Human Resources 

Management

ωTo increase the number of 
women recruited in the Colleges 
of Natural Science,  Social 
Science and Engineering,  

ωImprove their retention and 
advancement, and 

ωImprove the climate for women 
in these three Colleges.

The stated goals 
of the MSU 

Advance Grant, 
Advancing 
Diversity 
through 

Alignment of 
Policies and 
Procedures 

(ADAPP), are:



¢ƘŜ Dƻŀƭ ƻŦ tL tǊƻǾƻǎǘ YƛƳ ²ƛƭŎƻȄΧ

To use the best practice models developed 
and tested in the ADVANCE grant to improve 
the hiring of an even higher quality and more 
diverse faculty throughout MSU, not just in 

the three colleges, and not just for women or 
faculty of color.



The ADVANCE Grant Model:  Strategic HR 
Management (SHRM)

ÅSHRM addresses the contributions of an 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƘǳƳŀƴ ǊŜǎƻǳǊŎŜ ŦǳƴŎǘƛƻƴǎ όŜΦƎΦΣ 
recruiting, selecting, developing, or evaluating 
faculty) to the achievement of important 
organizational goals, and also includes the 
mechanisms in which these contributions are 
realized (Ericksen& Dyer, 2005).



SHRM (and ADVANCE) 
is About Alignment

Vertical HR alignment is the degree to which HR initiatives are linked 
ŀƴŘ ǎǳǇǇƻǊǘ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƳƛǎǎƛƻƴΣ ǾŀƭǳŜǎΣ ŀƴŘ ǎǘǊŀǘŜƎƛŎ ƎƻŀƭǎΦ 
In the present context, alignment addresses how well HR related 
objectives, policies, and decisions, reflect and contribute to 
University values and strategic objectives at all levels of the 
University. 

HorizontalHR alignment involves the degree to which an 
ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ Iw ǇƻƭƛŎƛŜǎΣ ǇǊŀŎǘƛŎŜǎΣ ŀƴŘ ŘŜŎƛǎƛƻƴǎ ŀǊŜ ŜŦŦŜŎǘƛǾŜƭȅ 
coordinated and integrated with each other. Horizontal alignment 
addresses how well policies, practices, and decisions about people 
across functional areas and units mesh with each other in 
contributing to University values and objectives.



Alignment & Structure
ÅOrganizational researchers and consultants agree 

that:
ïhigher alignment of employment policies and 
ǇǊŀŎǘƛŎŜǎ ǿƛǘƘ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ Ǝƻŀƭǎ ŀƴŘ 
values will  lead to greater effectiveness and efficiency 
in achieving those goals and values (Schneider et al., 
2003; Boswell, Bingham, & Colvin, 2006).
ïIncreased structure will reduce the operation of bias, 

and increase the likelihood that decisions will be 
made based on criteria that will advance MSU and 
units goals.
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Alignment of Academic Human Resource Policies 
ŀƴŘ tǊŀŎǘƛŎŜǎ ǿƛǘƘ a{¦Ωǎ ±ŀƭǳŜǎ ŀƴŘ Dƻŀƭǎ
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Dƻŀƭǎ ƻŦ ŀƴŘ !ǇǇǊƻŀŎƘ ǘƻ a{¦Ωǎ 
Advance Program

GRANT GOALS

ÁIncrease the number of   
women faculty recruited
ÁIncrease the retention of 
women faculty
ÁIncrease the advancement of 
women faculty
ÁImprove the work climate for 
all faculty, including women.

BROADER MSU GOALS
ÁPromote quality & inclusivity 
of faculty throughout MSU.
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ÁAlign academic human resource 
(AHR) processes  and goals (e.g.
faculty search, annual review, 
RP&T) at the unit level with the 
college & university goals/values.

ÁAdopt/further develop 
supportive policies and practices 
(e.g., mentoring, work-life 
balance).

ÁLƴŎǊŜŀǎŜ ǘƘŜ άǎǘǊǳŎǘǳǊŜέ ƻŦ !Iw 
processes (consistency, 
objectivity,  transparency). 

APPROACH



Examples of Alignment Questions

1. Do policies and practices in the Colleges and their units reflect 
a{¦Ωǎ ǾŀƭǳŜǎ ƻŦ ǉǳŀƭƛǘȅ ŀƴŘ ƛƴŎƭǳǎƛǾƛǘȅΣ ŀƴŘ ŎƻƴƴŜŎǘƛǾƛǘȅΚ 

2. Do available training and development opportunities address the 
knowledge, skills, and abilities that are critical to promoting the 
success of women faculty across units? 

3. Are annual performance evaluations linked to the performance 
criteria that will be used in the tenure process? 

4. To what extent is hiring coordinated across units to advance 
ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜǎ όŜΦƎΦ άŎƭǳǎǘŜǊ ƘƛǊŜǎέ ƛƴ ǘŀǊƎŜǘŜŘ ŀǊŜŀǎύΚ 

5. Will systems for evaluating and rewarding chairs, directors and 
deans motivate them to support new policies and practices that 
the University adopts to promote advancement of women faculty?
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LƴŎǊŜŀǎƛƴƎ ǘƘŜ ά{ǘǊǳŎǘǳǊŜέ ƻŦ CŀŎǳƭǘȅ-
Related Employment Practices

Å¢ƘŜ άƛƴŎǊŜŀǎƛƴƎ ǎǘǊǳŎǘǳǊŜέ ƛƴǾƻƭǾŜǎ ŀŘŘƛƴƎ ŎƘŀǊŀŎǘŜǊƛǎǘƛŎǎ ǘƘŀǘ ŦƻŎǳǎ 
decision-makers on information that is job or organizationally 
relevant, promote consistency in how decisions are made, and/or 
increase decision maker accountability. 

Å Elements of structure associated with faculty-related employment 
practices include: 1) explicit criteria based on a job or organization 
analysis; 2) established processes to be followed for all 
candidates/employees; 3) evaluation tools that focus decision 
makers on established criteria and record their assessments, 4) 
training for decision-makers, and 5) providing routine oversight.

Å Research demonstrates that increased structure reduces the 
manifestation of unintentional or implicit biases in employment 
decisions.  
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Ongoing Activities in Support of ADAPP

Á Senior faculty were identified to help implement tools and work 
with units. These faculty serve as Faculty Excellence Advocates 
(FEAs) for the grant.

Á FEAs worked with grant personnel to collect data via surveys of:

o Current practices in departments; and

o Faculty perceptions of faculty hiring, evaluation, resource 
allocation and advancement

Á9ŀǊƭȅ CƛƴŘƛƴƎǎΧ

o Results of surveys and inventories of current practices reveal 
that best practices and current policies are not always followed.
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Ongoing Activities in Support of ADAPP

ÁResource Development

o Resource Guides that bring together current MSU policies & best 
practices, as well as new ideas from other ADVANCE institutions.

o On-line Faculty Resource Center (present current policies and best 
practices for faculty search, annual review, RP&T, mentoring & 
leadership)

ÁWorkshops

o Refining existing and developing new workshops based upon 
college needs reflected in baseline data.

ÁElectronic Faculty Records

o Faculty Information Tool
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SUMMARY OF GOALS & APPROACH

Å Based upon core values of the University (quality and inclusivity).

Å Supported by theory and a large body of research demonstrating that increasing 
the structure and alignment of policies and practices will promote a high quality 
and inclusive workforce.   

Å Creating tools that are built on best practices and responsive to college-based 
needs (as presented in data collection). 

Å tǊƻǾƻǎǘ ŀƴŘ ŀŎŀŘŜƳƛŎ ƎƻǾŜǊƴŀƴŎŜ ǘƻ ŎǊŜŀǘŜ ƻǊ ƳƻŘƛŦȅ ǘƘŜ άǊǳƭŜǎέ ǿƘŜǊŜ 
necessary.

Å ²ƛƭƭ ƳŀƪŜ ǳƴƛǘΩǎ όŎƘŀƛǊǎκŘƛǊŜŎǘƻǊǎ ŀƴŘ ŦŀŎǳƭǘȅύ ƳƻǊŜ ŜŦŦŜŎǘƛǾŜ ŀƴŘ ƳƻǊŜ ŜŦŦƛŎƛŜƴǘ ƛƴ 
their efforts to hire,  evaluate, develop, and retain a high quality and inclusive 
faculty.

Advancing Diversity through the Alignment of Policies and Practices (ADAPP)

15



MSU has many of 
the pieces in place, 
but we have to work 

on increasing 
alignment and 

structure.

At the same time, 
there are policies 
and practices that 
are lacking.  These 
must be created.  

The key words are:  
QUALITY, 

CONSISTENCY, 
TRANSPARENCY, 

ALIGNMENT, 
ACCOUNTABILITY
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Aetnaôs 

Diversity 

Management

Practices

Raymond J. Arroyo

ArroyoR@aetna.com
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Aetna at a Glance

We serve more Fortune 1000 customers 

than any of our competitors, with 19.1 

million medical members

Our Customers & Members

Presence in all 50 states with more than 

912,000 health care professionals, over 523,000 

primary care doctors and specialists and 4,323 

hospitals

National Presence

Aetna is a leading provider of integrated 

health insurance ranging from medical, 

dental, pharmacy and group insurance 

products

Industry Leadership
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Á Is articulated by senior 

management, reinforced 

through the business planning 

process and strongly linked to 

company strategy and individual 

rewards

Á Is reflected by investing 

appropriately in its initiatives

Á Embraces all types of diversity 

and is expressed in all aspects 

of our work

Á Is monitored and shared with 

employees on an on-going 

basis

Á Supports our company goals 

and positively impacts our 

business results

Our Values - Commitment to Diversity
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Commitment Begins at the Top

Diversity Management = Relationships = Margin

ÁRonald A. Williams, Aetnaôs Chairman and CEO

VChairs the Aetna Diversity Board and appoints its 
members

VPersonally signs off on executive compensation tied 
to diversity, including workforce, workplace, supplier, 
and marketplace diversity

ÁMark Bertolini, Aetnaôs President

VCo-Chairs the Aetna Diversity Board

VProvides visible, on-going support for ERGs

http://www.aetna.com/news/bios/bertolini.html
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Aetna Diversity Strategy Statement

Aetna will be a recognized global leader in 

diversity. We will leverage the benefits of our 

diversity to deliver the highest valued 

services to each of our consumer segments 

through an agile work force that understands 

the unique needs of our customers.
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2010-2012 Aetnaôs Diversity Strategy

Integration

ÅIncludes all diversity 

dimensions (race, 

sexual orientation, 

age, Telework and 

caregiver status, etc.)

ÅIts components work 

together across the 

enterprise (Marketing, 

HR, Foundation,  

Procurement, Sales, 

Investments, etc.)

ÅSupports Aetnaôs 

business goals

Engagement

ÅDisseminates 

information to 

employees and 

customers and other 

key constituents

ÅCommunicates about 

diversity in internal 

and external forums 

positioning Aetna as 

a best-in-class 

company

ÅShares progress and 

challenges

Education

ÅDefines diversity 

strategy & its 

components

ÅDescribes how it is 

manifested in the 

business strategy

ÅClarifies who is 

included

ÅProvides tools to 

increase workforce 

skills and meet 

marketplace needs

Diversity Focus Areas

Workplace |Supplier | Marketplace |Community

Aetna Diversity Strategy
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Lead the industry in 

providing high quality, cost 

effective, personalized 

health and related solutions 

that leverage information to 

meet the needs of our 

targeted customers

Differentiated

Brand 

Experience

Deep Customer 

Insight

Operating 

Excellence

High 

Performance 

Culture

Information & 

Decision 

Support

Quality & Total 

Cost

Consumerism

Aspirational Goals
Enterprise-wide Diversity

Differentiated

Brand 

Experience

Attract / Hire 

Diverse 

Workforce

Inclusive Culture 

Reflective of the  

Marketplace

Customized 

experience

Culturally 

Appropriate 

Customer Touch

Products Meet 

Unique Needs

Recognized as a global leader in 

diversity by including the best ideas 

available from all our constituents. 

This recognition will enable Aetna to 

develop the most relevant benefit 

solutions for each of our targeted 

markets.

Optimal member
engagement 
experience
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Aetnaôs Diversity Journey

Deeper consumer insights lead to increased customer 

satisfaction with Aetnaôs products and services

Assessing & 

Understanding 

the Landscape

Race/ 

Gender 

Focus

Fostering 

Culture of 

Inclusion

Diversity 

Scorecard 

Introduced

Business & 

Planning 

Integration

Talent and

Market

Segmentation 

Approach 

(ERGs)

Deeper 

Employee and 

Consumer 

Insights 

+ Global 

Diversity 

Inclusion

2004 2005 2006 200920082007 2010-2012



25

Ron Williams*

Mark Bertolini **

Aetna Diversity 

Board

The Aetna 

Diversity Alliance

Office of 

Diversity

Aetna 

Foundation 

CPI/CR

REE 
Taskforce

Business 

Segments

& Shared 

Services

ÅDiversity Board meets on regular basis

ÅProvides governance on diversity 

issues

ÅSets vision, common goals

ÅAgrees on consistent measures for 

annual scorecard

ÅMulti-disciplinary team that leverages 
each otherôs resources

ÅIdentifies internal/external resources

ÅProvides insights/best practices

ÅBuilds organizational alignment

Supplier

Diversity

Aetnaôs

Executive Committee

ÅEmployee Resource 

Groups

ÅEnterprise-wide 

strategy

Diversity Infrastructure & Alignment

ÅCommunity Relations

ÅEmployee programs

(volunteerism, matching)

ÅSupport TGM

(National/ Local)

ÅLMI and TGM

ÅProvide diversity support,

including broker relations

ÅAccountability for results

* Chairman of the Diversity Board

** Executive Sponsor - ERG

ÅRacial/Ethnic Disparities

ÅDisease Management

ÅWoman-owned, Minority-

owned, LGBT-owned, and 

small businesses

HR


