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:5_'5 Recruiting New Faculty: Developing a Diverse Pool
and an Equitable Search Process

this part of this book we will consider practical solutions that have been
developed (or in some cases could be developed) to address aspects of fac-
ty life in contemporary academic institutions that are often not inclusive.
¢ begin with issues of recruitment of new faculty, and then follow the
orking lives of faculty who are in fact hired into our institutions.
-Faculty and administrators agree that the future of a college or university
fies in the new faculty. One provost we knew often said, “The university
ith the best faculty wins.” Always a small minority of the faculty, given
the'long careers of most academics after tenure and the increased reli-
ce on contingent faculty, the new tenure-track faculty hired as assis-
tant professors bring in new energy and vision, and keep the university
fa_.lw'é'to new intellectual developments and research techniques. Because
e-future of the institution—both short and long-term—rests with the
ew assistant professors (except in a tiny handful of elite institutions that
il-do most of their hiring at the senior level), recruiting and hiring is
process many faculty care passionately about and are willing to spend
siderable time on.

i this chapter we outline the earliest steps in the search and hiring
ss—defining the position, recruiting the applicant pool, and setting
he search committee process, When these steps are taken thoughtfully
carefislly, search committees that have the capacity to make good deci-
will be able to review a diverse pool of candidates. The first steps are
cal if the department is going to hire faculty who will add diversity to
stitution. In the next chapter we will outline procedures to ensure a
and equitable decision process at the end of a search.
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Pursuing Diversity and Excellence th our expectations and past experience can lead to poor judgments,

bout how those errors and schemas can operate within the recruitment
ss. As a result of decision-making strategies that zely on representative-
and availability, we are fikely to picture successful applicants as sharing
'rsonal characteristics with the majority of current job occupants (Kahne-
; 2011). However, resistance can be lessened in the face of results show-
1at new procedures pay off in a more diverse junior faculty that is
o t least as outstanding in accomplishments as the less diverse one that

Hiring new faculty can either help change a department in productive wa
or maintain the department’s status quo. Faculty commitment to recrpit
ment and hiring can become a resource for institutional change effort
or a resource for resistance. Those faculty who hope to see a more iri.c
sive institution that retains or improves its academic standing are readib
persuaded that it is important to invest in hiring practices that are n
only thoughtful and effective, but relatively unbiased by the cogg’it’iv
limitations and shortcuts we have outlined. Equally, faculty in undgr
resourced institutions may be persuaded that more diverse faculty wo
meet the demands from students and for service to the institution:

In'this chapter we will focus on overcoming reliance on the cognitive
ortcuts discussed earlier, including reliance on the representativeness,
ia: lity, and anchoring decision- -making strategies, as well as schemas
out gender, race-ethnicity, and other characteristics that are not directly

relevant. We will outline procedures we know about from many insti-
tions, but of course the examples most familiar to us will often come

M OUr own two institutions (the University of Michigan and Hunter
llege}.

adequately.

At the same time, the traditton in some institutions of horse—trading._
new hires, of turf battles about the definition of positions, of preoccups .
with hiring people who will easily “fit in,” and of intense debates over
final candidate, is long and familiar. Some faculty believe that their c_i_e
ment’s excellence depends on those very traditions, and that change i
service of diversity must inevitably risk the hard-won success and collegi
ity of the department to date. Not surprisingly, in a study of scien .
engineering departments that were part of an institutional change efi
taking place over more than a decade at one research-intensive un .e
faculty and department chairs who expressed these kinds of belief:
often came from departments that in fact did not succeed at the bro
effort to achieve greater gender diversity in the faculty (Stewart, Malle
Herzog, 2016}.

It is, then, not fust helpful but necessary for institutional lead
explain how and why diversity and excellence are mutually compaﬁbl
perhaps even inextricably linked--goals and outcomes. Since -aﬁ:i
and beliefs are notoriously difficult to change, whether they are exp]
implicit, we emphasize institutionalized structures that promote pro
that mitigate the damaging effects of these kinds of beliefs,

paring the Description of the Position (or “Writing the Ad"”)

1y the Position Description Matters: Lack of Diversity
vols of Applicants
ite most “pools of applicants” (i.e., the total set of people who apply for
on) are not diverse in most fields in terms of race and ethnicity, and in
e fields in terms of gender (Smith, Turner, Osei-Kofi, & Richards, 2004),
'andldates in these “pools” are expected to have a2 range of skills and
N and faculty are quite confident of their ability to assess the skill and
f potential colleagues. But faculty cannot hire individuals who do not
ly: if women and minorities are not in the pool of applicants, they cannot
future colleagues. In short, a diverse pool is a precondition for hiring
omien and minorities. Having a diverse pool of applicants has other advan-
-there is considerable evidence that the diversity of the pool of appli-
Because of the habitual assumption that either excellence or ific s affects how women and minorities in that pool are evaluated, if they do
must be traded off to achieve the other, any effort to develop, impleme '(Sgckett Dubois, & Noe, 1991), and whether they are hired (Bilimoria
institutionalize new procedures for the recruitment of faculty must. uch, 2010; Smith et al., 2004). This matters because, as we have seen, on
maximize both goals. Recruitment efforts must also build on what 1s gg_e potential employers, including faculty, are not able to judge skill and
both about how unconscious cognitive shortcuts like relying on peopl tequally well among women and minorities and among White men,
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presentation of women or minorities in the rating group (the proportion
omen or the proportion of Blacks). Overall, women were rated only
ghtly lower than men across all jobs. However, they were rated much
wer than men if there were fewer than 50% women in the jobs, and much
ghet than men if there were more than 50% women in the jobs. It is
h nioting that this pattern contains a very important general lesson:

mpression of “no difference” can arise from two different underlying
tterns that cancel each other out in data that are summed, or aggregated,

058 ‘the different patterns. While both ability variables and experience—
_ ]y relevant to assessment of performance-—played a role in predicting
tions, so did the representation of women in the job-—clearly an irrel-
ant-variable in assessing any individual’s performance.

The Impact of Differential Representation of Groups
in the Pool of Applicants :
One factor that makes a difference in the process of evaluation is how we
represented people from a particular group are in the pool of people. beis
rated. The availability strategy or heuristic leads us to expect success in ca
didates like those whose success we have seen before—in the case of m
university faculty, people who are male and White. Rosabeth Moss Kant
{1977) proposed that the representation of women in corporations m.1.g.
make a difference in women’s treatment; she suggested that conditions we
particularly problematic when the representation was skewed (less tha
15%), that it improved when it was tilted (between 16% and 35%), anc.i_.be_:__
when it was balanced (between 35% and 659). Parallel reasoning has b_'f_:ﬁ:
suggested for racial-ethnic minorities, though it is recognized that't
base rate in the overall population is not roughly half, as is women'’s. SO. |
relevant indicators of “skew” and “tilt” are different, but the same gener
point holds: when minorities are very rare in an organization, thelr:-

n Whites, even after the other factors were controlled. The authors sug-
d that the pervasiveness of racial schemas (sometimes called stereo-
), and the lack of strong schemas associated with jobs as “raced” as
osed to “gendered”—might account for these results (see also Ilgen &
1tz, 1986).

The perceived “fit” of women {(and men) to an occupation {presumably
ult of gender, race, and occupational schemas and reliance on the rep-
ntativeness cognitive strategy) is an important factor in evaluations (see
erson, Galvin, & Charles, 2007, for a review). Similarly, the proportion of
norities in a setting is an important predictor of evaluations (see Reskin,

"'er & Kmec, 1999; Roberson et al., 2007, for reviews), For example,

iger and Ford (1985) combined data from 74 field and laboratory stud-
White raters and 14 studies of Black raters and found that at least in
d. (or “real world”) studies race differences in ratings declined as the
ion of Blacks rated increased. For both gender and race, then, there
ason to believe that the diversity of the people represented in the pool
atters for evaluations. This does not surprise us, given what we know
ut-our reliance on both representativeness and availability cognitive

tion will be more difficult.
Three scholars from the University of Minnesota (Sackett, Dqu’is
Noe, 1991) designed an unusually rigorous assessment of the impac
group representation by gender and by race on evaluations. Using a
database that had been created by the U.S. Employment Service fo¥-q__
purposes, they examined the ratings of employee performance pw.: i
by supervisors of employees in hundreds of different jobs that Tafg
the representation of women (in one case) or Blacks (in the oth.
from 10% to 90%. This database was particularly useful for study
impact of the ratio of women and minorities in the job beca}lsgs :
were other data available: a composite indicator of cognitive ability (ba
on several different tests assessing general cognitive ability, Verl?ai
ity, and numerical ability), psychomotor ability (a compos‘lte of:
coordination, finger dexterity, and manual dexterity), education,
experience. :
With all of these measures in hand, the researchers first asses_ _
gender and race differences in performance evaluations across al
tors. Then they considered whether that difference could be acco“: t
by differences in cognitive and psychomotor ability, education, .
rience; finally, they considered whether—after all of those othex
had been controlled—the difference might be the result of the diff

.ata like these—drawn from the real world, and involving large num-
consequential judgments across many people—are often considered
st convincing. However, three issues might undermine our belief
hese data are refevant to the recruitment of faculty in universities
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number of explanations have been proposed and studied to account
rwhy this might be so, beyond the cognitive shortcuts we have already
ussed. Some scholars have emphasized the “fit” between the schema for
@ ngUp individuals belong to and the schema for the job (Heilman, 1983)
-‘_th't_a_simﬂarity or dissimilarity in group membership between judges and
p ants (Tsui & O’Reilly, 1989). Both of these approaches assume that an
applicant’s group membership—which should not be relevant to assessment
rindividual’s qualifications or performance—is made salient when their
roup s statistically rare, lower in general social status, or viewed negatively
terms of competence for the particular job or occupation (Roberson,
a_lfvin, & Charles, 2007). If we have a more diverse pool of applicants, we
ess likely to rely on group membership in evaluating applicants, and
likely to actually focus on individual accomplishments. Ensuring a
and diverse pool of applicants is, then, an important focus for search
mmiittees. But how can committees change the features of the pool of
plicants, especially in a field in which males and/or Whites are numeri-
cally dominant?

today: (1) they are mostly based on the inevitably “uncontrolled” s
tion of people working in the real world rather than controlled Iaborator
experiments; (Z) some of them are based on data collected in the 19805,
they may reflect dynamics that were present then but are absent
and (3) they are based on individuals in a range of positions, but none o
them in relatively high status, professional positions like those of univer
sity faculty. Fortunately, we have a great deal of additional evidence
supports the likelihood that the findings from Sackett et al.—at least wi
respect to gender—do apply in experimental settings, in recently coll
data, and in settings more similar fo academia.

In one early study, Madeline Heilman (1980) showed that MBA'§
dents evaluating women applicants for relatively high-status manage
positions were affected in their hiring recommendations by the propor
of women in the applicant pool. She used a sophisticated experiﬁ_ie _'
design that required students to make recommendations for po_dl'_é_;
8 applicants, containing 1, 2, 3, 4, or 8 women. Each judge evaiuated'&.
of application materials with applicants randomly identified as either m
or female, enabling the experimenters to rule out the possibility that ar
differences by gender or gender composition were the result of act
ferences in the applications. Raters favored men over women only W
women constituted 25% of the pool or less, presumably because that 1o
triggered the availability and representativeness cognitive strategies. Ther
similar, more recent, evidence from studies of women in hlgh-rankmg
tary positions (Pazy & Oron, 2001), of women being hired into manage
positions in savings and loan organizations (Cohen, Broschak, & Have:

Defining the Position to Maximize a Diverse Pool of Applicants

gt_jd place to start is with the definition of the position. If the job is
fined in narrow terms (a common strategy in many faculty hires), it will
cus on a single research area within a discipline or subfield, will require use
of particular methods or approaches, and may also dictate specific courses

betaught.

ere is a typical example of this type of faculty advertisement:

1998), and of men in nursing and women police officers (Hewstone, Cit
& Tumer, 2011)—that is, from assessments of higher status, more professi '
level workers—that proportional representation affects evaluations.:

¢ Department of Psychology at Terrific University is seeking an Assistant Professor
th-a promising program of research in the area of stigma and stereotyping in social
ychology. The successful applicant will not only demonstrate excellence in this
_e_zi_réh area but will be able to teach courses in Social Psychology, Prejudice and

Having a Diverse Pool Matters scrimination, and Attitude Change.

It short, in addition to our commonsense motivation to develop a :
oad or Narrow Qualifications

ery'narrow qualification that is specified will have the effect of leading
some potent:al applicants to select themselves out of the pool of possible
applicants. Moreover, this process of self-selection is probably biased: indi-
als with privileged statuses (e.g., Whites, men) are likely to feel more

pool—that we cannot hope to hire a more diverse faculty if we |
attract more diverse applicants for our positions—there is also a dat
rationale. That is, our capacity to fairly assess women and minoriﬁe_
those from rare groups in general) is lower when we have only a ver
number of people from those groups in our applicant pools.
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entitled to rewards (e.g., money, positions) than are those with subordinat tited set. A more inclusive version of the advertisement above might

statuses {(e.g., people of color, women; see Bylsma & Major, 1992; Hogue' &
Yoder, 2003; Hogue, Yoder, & Singleton, 2007; Pelham & Hetts, 2001)

he Department of Psychology at Terrific University is seekin Assi
For example, Hogue and Yoder (2003} demonstrated women's “depresse i ” e ey

‘a promising program of research on the dynamics and consequences of power
ions between social groups. The successful applicant will not only demonstrate
..x_ceﬂence in this research area but will be able to teach courses appealing to under-
'aidt_lates both in that area and in broader domains of psychology.

entitlement.” Undergraduate students were told “I am investigating th
offects of verbal reasoning ability on job performance. You will be comp}et
ing an exercise that is used to measure verbal reasoning ability for futur

employees.” Students were given an example of the task and then aske Jtmight be even better if the department were willing and able to adver-

to project their competence at it and to indicate how much they shotld ise for a truly “open position”:
be paid for this task from $1 to $15. As s generally found in studies of th

Thie Department of Psychology at Terrific University is seekin Assi
phenomenon, women thought they should be paid significantly less th ’ o

th.a promising program of research in any area. The successful applicant will not
v demonstrate excellence in this research area but will be able to teach courses
P aling to undergraduates both in that area and in broader domains of psychology.!

men (on average $7.48) while men thought they should be paid more i
average $10.27). Importantly, this difference in pay existed despite the)
being no difference in the judged quality of men’s and women’s work
external judges or by the students themselves. The analogy to a search 'pjr

cess is that detailed specifications of desirable features of an applicant? 1 ple “Broad” and “Open” Job Descriptions

stimulate a process of self-evaluation of “fit” that will lead to a pool t
“he “broad” or "open” descriptions listed here were used for actual faculty
‘searches in the humanities, social sciences, and natural sciences at the Uni-
“Versity of Michigan. They reflect different degrees of “openness” and different
trategies for signaling their openness, but they are all more open than {radi-
{tional job descriptions in these fields.

is less diverse. Thus, if women and underrepresented minority pote th
job applicants, more often than White men, conclude, “1 am not:
they are looking for” or “I am not qualified” when reviewing the req ired
qualifications for a position, our applicant pools may be unnecessari
homogeneous. -
English Department
Cues of Belonging :
Cues that women or minotities do not “belong” in a setting have powe
effects in raising doubts that individuals have talent (Walton & Co
2007} or should pursue particular fields {Cheryan, Plaut, Davies, & St
2009). If our goat is to increase the chances that a woman or a perso

The English Department at the University of XX expects to make an appoint-
e.nt in Composition and Rhetoric in [date]. We are particularly interested in
. nnovative schotlars at the entering or advanced Assistant or beginning Associate
evel, and we are excited to consider a broad range of areas of specialization,
Ancluding, for examyple, rhetorical theory and/or history, genre studies, technolo-
gies of literacy, discourse studies, and new media writing. The successful candi-
“date will contribute to vibrant and expanding programs at the graduate and
Andergraduate levels.

color will consider applying, it will help if we do not provide cues tha
them to feel they do not belong or would not fit the job definition
Breaugh, 2013; Cheryan et al., 2009; Gaucher, Friesen, & Kay, 2011; Pu
Vaughns, Steele, Davies, Ditlmann, & Crosby, 2008; Walker, Feil
Armenakis, & Bernerth, 2009; Yoder, 2002). If we hope to attract
range of applicants, jobs should be described in the broadest terms’

Send letter of application, ¢.v., statement of current and future research
'..pIaﬁs, statement of teaching philosophy and experience, writing sample, and
| rge ietters of reference by October 20th, Attention: [address]. The University
XX is an equal opportunity/affirmative action employer and is support-
of the needs of dual career couples. Women and minority candidates are

are accurate (e.g., by listing several alternative topics or approaches) :
ricouraged to apply. All applications will be acknowledged.

offer a range of courses that might be taught rather than a specific

(continued}
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:_t.;S.‘! {continued)

Philosophy Department '}fe_fgrences to: [address]. The University of XX is an affirmative action, equal
‘opportunity employet, supportive of the needs of dual career couples. Women
Rank open (tenured or tenure-track) appointment. Begins {date]. Four courses/ and minorities are encouraged to apply.

acadernic year (semester system) at all fevels, thests supervision, usual committee

and other nonteaching duties, University-year (nine-month) appointment.’
Alrea] O[f} S[pecialization}: Open. Alrea] O[f] Cloncentration]: Open. Ph.D'
prior to appointment (normally). The Department is open to the possibilit'y

Physics Department

he Physics Department anticipates that a tenure-track faculty position will
bé_'_-avai]abie with a [date] starting date. We are considering applications in all
‘areas of physics represented in the department: High Energy Physics, Con-
:nsed Matter Physics, Atomic Molecular and Optical Physics (AMO}, Astro-
physics, Biophysics, and Theoretical Physics. We are particularly interested
ifi-applicants working in the areas of Theoretical Astrophysics, Condensed
Matter Theory, String Theory, AMO Theory or High Energy Theory. Candi-
ates are required to have a doctoral degree in physics. Women and minorities
-are encouraged to apply.

- The successful candidate is expected to establish an independent research
program and to contribute effectively to the Department’s undergraduate and
:gr diate teaching programs. Applicanis should send a curriculum vitae (CV),
a brief statement of present and future research plans, a statement of teach-
ing experience and interests, and the names of at least three persons who can

rovide letters of recommendation.

- For full consideration applications should be received between [dates]. The
University of XX is a2 non-discriminatory/affirmative action employer. The
Hiniversity is responsive to the needs of dual career couples.

of interdisciptinary appointments. Salary highly competitive. All applicar_lt'é
should ensure that their dossiers contain a cover letter and current CV. The
cover letter should state whether the applicant is applying for a tenured 3'_01'_
untenured position. Applicants for a junior position should also include le
ters of recommendation, samples of written work, a statement of current and
future research plans, evidence of teaching excelience, and a statement ‘of
teaching philosophy and expetience. Applicants for a tenured position may,
they wish, provide references and written work or other supplementary mat
rials. Women and members of minority groups are especially encouraged {0
apply. The University supports the needs of dual-career couples. Please send
all matetials to [address]. Acknowledgment of receipt of your materials
be sent via e-mail. Applications must be received by [date] to be assured.
full consideration. The University of XX is an equal opportunity/affirmative
action employer '

Anthropology Department

The Department of Anthropology invites applications for one or more fu
time faculty positions in sociocultural anthropology, rank open, to beg
in [date], pending administrative approval. We seek creative scholars who

'C-ue_'s: of belonging can be conveyed by gendered language in job adver-
ements, such as the use of dominant instead of excellent. Male-dominated
obs tend to use more masculine terms than female-dominated jobs do,
ile feminine words are used equally in both types (Gaucher, Friesen, &
¥,:2011). In a laboratory setting, where the same job can be described in
er_g:_ﬁt terms, the use of “masculine” words for an administrative assistant
("béasts demanding, strong) attracted women (the only group tested) less
ian an advertisement with “feminine” or neutral words (polite, sensitive,
able_) (Gaucher et al., 2011). The lower attraction was not because women
id not think they could handle the job. The language was off-putting.

The mention of diversity values in a job advertisement may affect African

integrate ethnography and theoretical analysis, and who deepen our dialogiie
with other disciplines and debates. Successful candidates will be able to 'é._ ch
introductory and higher level undergraduate courses in addition to grad ite
seminars, and their research and teaching interests should complement t
strengths of our existing faculty {for more information consult our Wébs
at [URL]. The PhD must be cornpleted before the beginning of the appoir
ment, Since we expect to conduct some interviews at the [date] meeting oft
American Anthropological Association, applications received before [date}
will be at an advantage. Please send hard copies only of: (1) a cover let!
(2) a c.v,; {3) a statement of current and future research plans; (4} a stat
of teaching philosophy and experience; (3) a sample of scholarly w
(6) evidence of teaching excellence; (7) and the names and addresses of three

ieticans and Whites differently. African Americans see mention of a moral
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}applicant pool (as it would simply by broadening the areas of special-
ion), it also attracted a more diverse applicant pool. But why? Why
d this department’s open searching strategy result in a more diverse pool?
e believe one main reason is that they proactively sought out diverse
plicants at conferences and through colleagues they knew at institutions
athave diverse student bodies or who themselves have track records of men-
ring students and postdocs from diverse backgrounds. Perhaps most impor-
ly, they adopted review strategies that maximized their ability to make
curate judgments of talent, regardless of the gender or race/ethnicity of the
plicant.

obligation as suggesting they might be treated well by the institution, whils
Whites are more attracted by an explanation for diversity that stresses benefit
to the institution (Williamson, Slay, Shapiro, & Shivers-Blackwell, 2008). '

The Impact of Broad Searches
The opportunity to search “openly” or broadly can arise both if multipl
positions are available at the same time or (when hiring opportunities ar
rare) if departments are willing to search for “the best available candidate
regardless of the area of specialization. At the University of Michigan bto
searches have been the long-standing practice of some departments,
because of an historic commitment to recruiting diverse applicant p There was another, unanticipated benefit of the new procedure: a much
rget proportion of the department participated in the hiring process. Rather
an delegating the search to those most directly involved and “expert,”
any people participated and therefore felt some commitment to the can-
ites hired. This benefit—greater faculty involvement and investment in
W:facultywis quite separate from the obvious benefit in terms of diversity.
'iﬁaily, we note that the department’s “objective” excellence increased
-_Ii'hg this period. For example, in 1999 its “average reputation” rating
U.5. News and World Report’s S5-point scale was 3.9, while by 2014 it was
corresponding to a rise in the ranking from 20th to 15th in a little
r'a decade.® It is impossible to know which of the many variables that
ariged during this period were responsible for the increase in ranking. The
'pi_bvement cannot be attributed unequivocally to the hiring of women
d 'aculty of color. However, the data suggest at the very least that diver-
fying the faculty is compatible with increasing its excellence. It is clearly
departments’ trouble to experiment with open searches, tracking
efforts, and tracking the results, with respect to both anticipated and
ticipated costs and benefits.

but because of an historic commitment to excellence. However, Michigan'’s
experience shows that it is not enough to have broad searches. His
cally, “open searching” did not generally benefit candidates like womnet
and racial-ethnic minorities in these departments. That is because thos
searches still relied on the strategies or heuristics that we know result
biased judgments. This fact underscores the importance of the undeil
desire to increase diversity; without that motivation, no procedural ch_ai_ng_
will result in different outcomes.
In contrast to searches lacking a commitment to diversity, in 2006_'--
Michigan Chemistry Department decided to experiment with an ‘f_o'p
searching” approach, with the explicit hope that it could simultancously b'e'tte
its standing in the field and attract a more diverse applicant pool. Happ
the department maintained data about their applicant pool "before_‘"' ot
“after” the new procedure. Between the academic years 2001 and 200{1,;-&1
“pefore” period when the department used conventionally narrow adver
ments for positions, women candidates submitted about 15 applicé
each year. Between 2006 and 2009, the “after” period when they a '
a policy of “open searching,” women submitted an average of 34 a _
ifficulties to Overcome in Conducting Broad Searches
¢ 1ecognize some of the value-based and practical difficulties for many
pattments of deciding to adopt the practice of using broad job definitions
en-if they would attract a more diverse pool of applicants. Any change
actices is likely to be experienced by some department members as
ther a repudiation of the past (in which they are invested) or a risky shift
¥ from practices that have “worked.” In fact, one aspect of past practices
be repudiated in order to embrace the goal of increasing the diversity

tions each year—more than doubling their previous yield. The percenta
women in the available pool (PhDs obtained five years ago) did not"_ch
over this period: roughly 30% to 35% of chemistry PhDs went to womi
from 1995 to 2005.2 j
In the “before” petiod, not quite 30% of the department’s actual
hires were women (n=2) and none were underrepresented minoritl:

the “after” period, more than 50% of the new hires were women an th
were underrepresented minorities. Not only did open searches incre




182 Chapter 5 Recruiting New Faculty 183

of the faculty. Historically, many academic positions have been defined i
terms of the previous occupant or a very specific current teaching nee

nhkeiy to disrupt children’s lives (or the lives of children of particular ages),
that current marriages or relationships are stable, and that women will not
move without a high-status position for their partner, but men will (Stew-
1, Malley, & Herzog, 2016). These assumptions will tend to disadvantage
omen, the partnered, and parents, regardless of their capacity to improve
e'excellence of the department and its diversity.

This practice aims at reproduction of past research or curricular needs. An
unintended side effect is to reproduce the homogeneous demographics of
the past department faculty (Moody, 2004}. Searching for someone in &
emergent research area could eliminate the latter problem, but it still wi
not fill a narrowly defined past research or teaching need. Moreover, if the
“emergent area” position is defined narrowly, it also is still likely to resﬁlf
in a narrow pool.* For this reason, we believe that departments will only
alter their practices if they believe that past practices—even if they producé
some good outcomes and certainly were not intentionally exclusionary:
will not produce an adequately diverse pool and therefore must change.

For two practical reasons, searching more broadly than a department héﬁ

€ Impact of Expressed Institutional Values
Assummg that the rank, research focus, and teaching demands can be
efined in terms that favor a broader pool of applicants, are there other issues
consider? Smith et al. (2004) found that special hiring programs (includ-
_mg dual career opportunities), family-friendly policies, and job descriptions
‘that mention institutional values that support diversity are more likely to
ield diverse hires. We suspect that these results arise because women and
; norities are more likely than majority applicants to expect to be jadged
ording to stereotypes (i.e., to experience stereotype threat), leading
m—unless there is contrary evidence—to expect rejection, to assume
that they may not fit, or to anticipate discrimination absent an explicit
fial that the hiring institution will take their application seriously (Steele,
011). Therefore, evidence that they are being evaluated not because of their
Different review procedures will be entailed by a larger, more dijets‘_e demographic characteristics, but on the basis of their professional expertise,
pool (e.g., having applications reviewed by two faculty on the search'c ikely to reduce stereotype threat and increase their confidence in the
valuation process (see also Cohen, Steele, & Ross, 1999; Purdie-Vaughns
al.; 2008).

‘Another reason women and minorities may attend to signals about

done before may generate concerns among faculty accustomed to narro
targeted searches. The first is that narrowly targeted searches permit ass
ment of applicants according to narrow criteria; what criteria can apply
across a much less homogeneous applicant pool? The second is that narrow
targeted searches yield small, manageable applicant pools; how can’
manage a large pool of applications? These two concerns indeed po
two practical problems that should not be ignored.

threshold evaluation; only inviting applicants to submit letters and papers
after an initial screening of CVs, etc.). Qur point here is that these practical
problems can be addressed and are a natural outcome of the very resul inclusiveness and attention to families is that some institutions may not
m'ought of as likely to be “friendly” about family issues; applicants may
old institutional schemas about them that are associated with the oppo-
€ (e.g., resource poor, or cold, competitive, and intensely aggressive). In
ch cases, signaling the availability of these policies may provide counter-
_ dénce that leads women and minority applicants to consider such schools
mp_fe‘ seriously. If we consider all of these factors, it seems best to find ways
signal that the institution is committed to fair and inclusive processes
ecruitment and hiring (and subsequent evaluations of faculty; see, eg.,
moria & Buch, 2010), as well as to family-friendly policies for all fac-
t:y,:.'_while simultaneously avoiding any suggestion that the department’s
_.ary concern in evaluating potential candidates has to do with anything
her than the excellence of the candidate.

are aiming for: a large, diverse pool of applicants.

In defining the position, the rank of the faculty member sought'is al
a factor to consider. Pools are likely to be most diverse at the earliest caree;
stages and least diverse for more senior searches (because older scholais ;
less diverse than younger scholars). In addition, senior searches are'm
likely to focus on individuals who are “known” {in person or by reputat”
to various faculty in the department. This sense of “knowledge” incre
the likelihood that some implicit assumptions (e.g., about who will'm
and what the conditions are for their moves) might affect faculiy dehh
tions in ways that might limit the diversity of the candidates stiﬂ'ﬁ_if
{(Maynard & Brooks, 2008). For example, some faculty assume that Vo
will be less likely to move a whole family than men, that parents wi
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Search Procedures Matter
Once a job description exists, it is important to design search procedure
that will facilitate a more diverse pool of serious candidates than the curren
faculty displays. As sociologists Reskin et al. (1999, p. 350) point out, ”Demg
graphic patterns tend to be self-perpetuating.” They suggest three reason
this happens: (1) potential employees tend to be assessed in terms of th_m
similarity to current “organizational elites” (due to the representativeness
strategy or heuristic and our reliance on prestige as a proxy for quality
discussed at length in the next chapter); (2) hiring is often conducted throtg
existing informal networks of current employees (the operation of homophil
matters here); and (3} demographic majorities create environments that ma
feel inhospitable to demographic minorities. Fortunately, there are remed;
for each of these factors.

producing the largest numbers of people of color (as chapter 4 documents).
Therefore, relying on colleagues in those departments will not yield the
most diverse pool of candidates, (We discuss this issue in detail in the next
chapter.) instead, one strategy is to identify individuals who are mentoring
omen and minority doctoral students at other institutions and consider
those faculty for senior positions at cne’s institution. If one's own instita-
tion graduates significant numbers of well-trained women and minorities
n fields where they are underrepresented, those graduates become a good
ource of suggestions for other women and people of color as they move on
) "raduate postdoctoral, and faculty or research careers. It may make sense
o Tecruit those graduates back onto the faculty in the future, in addition to
elymg on them as trusted references for women and minority applicants
t faculty positions.
ldentifying New Types of Candidates earch Committee Practices
First, search committees can adopt an explicit goal of identifying caris
dates who are different from existing faculty, and they can develop strate
for attracting those applicants. In pursuing this goal, it is optimal to-trea
searching as an activity that is engaged in year-round by all faculty me
bers. When faculty attend talks or are at conferences, they can and should
be on the lookout for rising young colleagues in the field, paying partic
attention to those from underrepresented groups who are impressiv
these settings. Approaching women and minorities who give a stimulati
paper in the department or at a conference, and discussing it with -’tpe’m
while at the same time encouraging them to stay in touch, is a great'w.
to develop a much more diverse network not only of potential apphc:_an,
for positions, but of references to other applicants, such as their stude
Accumulating this kind of record in a department can lead to a collec_:t_z
maintained list of “people to watch out for” that can alert ail faculty mer
bers about potential future colleagues to look for at other meetings.
It can be difficult for faculty to avoid relying on a narrow networ
department members’ former mentors and colleagues as sources of a
cants and references. Moreover, though faculty may be tempted to 1
the prestige of the institution where an applicant was trained, the
ranked departments {often the ones where existing facuity were tr
but largely composed of “organizational elites”} are not necessatili
ducing the largest numbers of female graduates and are unlikel

ch procedures after composition of the job ad vary across disciplines
institutions, Each facet of the search process has implications for how
wdidates will be recruited and assessed. For example, does the committee
equest full applications from all candidates or only from a subset? If the latter
and numbers may dictate a limited number of full applications), the com-
ttee might underestimate the qualifications of some appiicants because
y have not had room to provide information about their best assets. In
equésting candidates' materials, committees can provide some open-ended
ortunity for applicants to “make a case” for their fit and relevance to
16 position, so the committee can avoid having too little information to
ceive an applicant’s interesting qualifications (see Roberson et al., 2007,
n the value of more information in making better judgments). Increas-
gly, departments ask applicants to submit a staterment about their past
ontr ibutions to diversity and their anticipated contribution at the institution
ich they are applying. The Davis campus of the University of Califor-
as developed “guidelines” for applicants in preparing such statements
tp'://academlcaffairs ucdavis, edu/dwerszty/equ;ty_mclum0n/d1vers1ty
ements_writing.html). These statements may help committees identify
some faculty who have little interest or commitment to diversity and
i€ With a past track record of mentoring or contributing to institutional
rige that might matter to the department.
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Pr ma facie credibility of the committee’s fairness to applicants and the rest
of the community. It is important not to assutne that 2 committee with
m_a’ﬁy women or minority group members will be a committee biased in
favor of hiring women or minority group members since evidence shows
that women and minorities hold implicit attitudes much like those of
majority group members. However, a diverse committee composition is likely
0 _itéassure both applicants and people in the institution that a range of peo-
pl__é_’s' petspectives have influence in decision-making. That is, committee
mposition can Operate as a cue that diversity is welcome (Purdie-Vaughns
al.; 2008). And if jury deliberations are analogous to search committee
Hberations, a diverse committee is likely to operate with greater explicit-
s-and care about evaluating individuals according to specific criteria.

The Search Committee Composition '
It is equally important to be careful about choosing who will serve on' th§
committee that screens full applications and will make recommendahom
for hiring decisions. If the job has been defined broadly, it will be l?elpfu
to have broad expertise represented among the reviewers of applications

Competence of the Committee It is best if there are individuals on the
review committee who are knowledgeable about the operation of implicii ._
biases. Knowledge does not ensure that the biases will not operate, bu
it does increase the likelihood of self-conscious efforts to use procedut
that will minimize the operation of bias. Including as diverse a grou
faculty as is feasible is critical to the fairness of the decisiilon—filgki_ng- b
. siiare the1m
ceos despite the fact that many melmi)::::facx)lliir leilt;riariables thatpm : ducating the Committee Two further procedures may increase the com-
biases about gender, race, parental status, . ence of search committees. The first is providing the committee with
raining and educational resources that increase members’ knowledge of the
mpact of evaluation biases and ways [0 overcome them. There is increas-
‘evidence that €xposure to well-designed, data-based education alters
' lty knowledge (see, e.g., Carnes, Devine, Manwell, Byars-Winston, Fine,
ord, et al., 2015) and affects department-level decision-making (Carnes
al:, 2015; Sekaquaptewa, 2015) as well as hiring outcomes {LaVaque-
anty & Stewart, 2008). Workshops of this sort have been offered to search
omriittee members at the University of Michigan, the University of Wis-
onsin, Florida International University, the University of California, Davis,
id Northeastern University, among others.
1 alternative approach is to identify “equity advisors” who can serve on
arch committees in departments other than their own and provide input
out ‘appropriate procedures. This strategy has been successfuf at some
itutions (e.g., the University of California, Irvine, and Michigan State
liversity), though at others it has carried an unappealing suggestion of
1veillance rather than assistance. If the equity advisors are well-educated,
"\{e:é{ high degree of credibility, and are not felt merely to be “policing” the
cess, this model may work as well.

affect judgments. ‘ .
Why is a diverse committee important? In a revealing stud;i of jurors W
ing for assignment to trials, Sommers (2006) assessed the quality f)f th.e d .
erations of racially diverse (two African American and four White “juror
versius homogeneous (six White jurors) “juries” constructed to fill the w;i :
period. These juries were shown videotaped testimony for a trial of an African
American defendant. Sommers found that the more diverse jury engag |
more careful and accurate discussion of the evidence than the homoge;l‘_eo
jury. Moreover, the better discussion was nof driven by the comments-f)‘f :
Black jurors. The White jurors performed better (made fewer factuallyin
rect assertions, were more likely to correct errors, and discussed th
longer) in the presence of African American peers. This phenom.enon
White group members performing cognitive tasks more carefull?z in .;hve
than in homogeneous groups—has been confirmed in a nonjury §
(Sommers, Warp, & Mahoney, 2008). Using very different, mathemaﬁfal
soning, Scott Page (2008) has argued that diverse groups—which bnng
ferent tools to solving a problem—are likely to come up with more'cre
and better solutions to problems. The benefits of diversity that we r
s.

in chapter 2 are relevant to the performance of search committee o modelmay e o . o
up of senior faculty to take on the task of studying the literature and

: i i ittee like
ibility of the Committee Not only is a diverse comm _ e . oo
Credibility tesenting i to their colleagues or sitting in on search committees. A course

engage in a better deliberative process, but the diversity contribute
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‘addressed. } As discussed earlier, women and minorities respond to cues
afc they might fit in or belong to a given field, department, or situation—
orthat they might not. It is worth the search committee’s time to think
rough how the department can best represent itself and the institution—
accutately—in a welcoming and inclusive manner.

release, freedom from some other service burdens, or direct compensation :
are essential to signal the value of this labor and make it truly feasible.

In addition to such educational approaches, it may be helpful to cor
sider creating “standing” search committees with a term of a few years
composed of individuals who have been educated and are committed
the twin goals of excellence and diversity (see policy adopted by Michigan'’
College of Engineering: https: //adaa.engin.umich.edu/wp—content/upio.
/sites/22/2013/07/RH-Presentations-2015.pdf). Inn this way, the institutio._
may benefit from a slower, more deliberative hiring process and a cadre
well-educated faculty charged with performing it.

Relying on Data

nzil}y, at the beginning of the search process, in the course of it, and at
end of it, collecting, maintaining, and reviewing accurate data about
the pool of candidates and applicants, about the long, medium, and short
ts characteristics, and about the outcomes (offers made, rejected, and

cepted) is critical. Collecting and—especially—reviewing data can itself
ect both search processes and their success.

institutional Self-Representation
As the department, and the search committee, seek to attract diverse facuif
{and students), they need to consider how the institution and the dep
ment represent themselves on websites and in other descriptions and m .
rials candidates might review. Does the department appear to be diverse in
its current composition? Open to a range of perspectives? Eager to incre
its breadth and inclusion of a range of interests and types of students a
faculty? Possessed of policies that support faculty members’ personal. 1
when there are increases in the complexity of responsibilities for fam

One practice that several schools and colleges at the University of Michi-
n have adopted is to provide every department with annual data about
e rate of PhD attainment by women and minorities in the relevant field
five years earlier (as a rough and slightly conservative proxy for the demog-
1aphy of the available market) at PhD- -granting institutions, at institutions
Michigan faculty consider “peers,” and at Michigan itself (see box 5.2). In
dition, data are provided about the current population of faculty and
_Dcto'rai students in that department, and space is provided for (required)

€porting about the characteristics of the applicant pool, the interview list,
and the final short list.

members requiring care?

The philosophy departments at Columbia University and New Yor
versity are two examples of philosophy departments that explicitly ac%f:lr‘
inclusiveness on their websites (htitp://philosophy.columbia.edu/c ni
/minorities-and-philosophy-initiative, http://as,nyu.edu/philosophy/cﬁm
html, respectively). While the intended audience is students rather:t
faculty, by their concern and their provision of resources, the departine
indicate the value they place on diversity and inclusiveness.

If the department’s self-descriptions are not complete in prqv_id_
good information about those issues, consider sending applicants pa
of information that will improve their understanding of the instituti !
commitments. Some institutions have identified women or unde
sented minority faculty who are willing to meet with job applicants
the hiring department, so they can provide them with informatio
the institutional and community climate and culture for their group
course, this imposes a service burden on those faculty that negds‘rt

Routine inspection of the figures provided at the outset of the search
ows departments (and deans) to notice when PhD production at the insti-
ution in that field is a poor guide to peer or national PhD production. That
tan then be examined and addressed. In addition, mistaken assump-
ns about the potential availability of applicants can be corrected, and
alistic aspirations (including aspirations to attract “ahead” of the pool’s

ate of women and minorities!) can be developed.

Momtonng the demographic makeup of the applicant pool should be
complished through a process that keeps gender and race reporting sepa-
10 the search committee, so those factors will not be made salient
trigger reliance on schemas, threby biasing evaluation of individual
érs. In the course of the search, these data can be monitored, and deans
Tovosts can hold search committees accountable for at least attracting
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Box'5.2 (continued)
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; Encourage the adoption of “open searches,” and remind faculty that
ey can be used to enhance both the diversity and the excellence of appli-
cant pools and subsequent faculty hires.

an applicant pool that reflects the diversity of the doctoral degree poo
When such data were first shared with departments at Michigan, man
were surprised that they had graduated fewer women and minority PhDs.
than they thought, and that the pool of available applicants was larger tha
they had believed. Over time, they came to expect the annual update of
information, and at least some departments use the data to challenge them
selves to achieve the outstanding and diverse applicant pool they need:
they are to hire the kind of faculty they want. '

Publicly praise and consider rewarding departments or other units that
tceed in increasing the diversity and excellence in their faculty. Describe
ways they accomplished this achievement to encourage others.

Provide new resources for hiring that may be needed to increase diver-

ty (e.g., more funding for travel for applicants or costs of providing educa-
Honal resources to committees, etc.).

Concluding Thoughts istablish procedures that hold search committees and departments

i 'countable for their procedures and their outcomes:
The steps in the process of recruitment of candidates and preparing the sea

lined h e the crucial first steps in most hiring. I oweve nsure that institutional policies that support faculty in various family
committee outlined here ar . eV

tuatlons are clear and accessible in institutional self-descriptions (on paper
id on the web). This may include dual career support, childcare support,
'_olicies that support modification of duties or paid leaves under condi-
ons of care for new children and/or sick relatives.

institutions sometimes engage in hiring processes that do not assume a It
opening, an advertisement, and recruitment of many candidates. Instea
this kind of hiring is often “person specific.” We will discuss that ki.
hiring in the next chapter, where we also discuss the evaluation of gaﬁ"
dates in general. For now, we note that in most hiring it is importan :
only to search broadly but to set up a process for evaluating candidates t at
will be truly fair and equitable if a department is to successfully identi
best candidate for a position. It is to that process that we turn in the

stablish search committees that are diverse in terms of demographic

\racteristics and expertise but homogeneous in commitment to proac-

€,fair, and equitable processes.

‘Provide search committees and/or equity advisors with appropriate edu-

chapter. tional or training resources to perform their job competently. Consider
Finally, we have developed a list of practical recommendations, base pomtmg search committees over multiple years to maximize the devel-

ment of expertise at searching.

of faculty—administrative leaders, faculty in departments, and app}_i_'ca

for positions. But—of course—all of the recommendations are meat

operate together to support a common goal: attracting a diverse poo

‘Ask search committees to document the procedures they use to maxi-
ize the diversity of the applicant pool, the fairness of their procedures, and
their outcomes.

applicants to our institutions. rovide institutional data on PhD pools and department-level outcomes

at search committees and departments can use.

Recommendations for Practices that Increase the Diversity Monitor the short lists and approve searches only when they reflect the

of Applicant Pools ol of applicants (and potential applicants).

void undermining the work of search committees by overruling

1 fecommendations if they have performed according to appropriate
dures.

Provosts, Deans, and Department Chairs

1. Assert the twin goals of excellence in scholarship, teaching, and ser
and diversity in faculty hiring. Encourage confidence that these two go

. upport departments’ efforts to improve their climates so they will be
are mutually compatible and indeed mutually reinforcing. Rely on

e welcoming and inchusive.
about the benefits of diversity.
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Search Committees and Departments ositions that are defined broadly are likely to attract many applicants
{ latlve to those defined more narrowly). As a result, applicants may have

(7} ._W(_)l‘k particularly hard to differentiate themselves from others.

1. Define the position as broadly as possible and write the advertiserment m
correspondingly broad terms:
Generally, approach the job application process by providing each search

ommittee with an account of your qualifications that differentiates youin
erms of the following:

a. Include reference in the advertisement to your interest in attractin
diverse excellent applicants:

i. Ensure that the committee that evaluates applications reflects the breadth:

a.. Your excellent qualities; be sure to provide clear evidence of your accom-

plishments in your CV and in your cover letter, and in research and teach-
statements:

of the advertisement and includes at least some individuals with a parti
lar interest in increasing faculty diversity, as well as individuals with diffet
ent demographic characteristics (gender, race/ethnicity, etc.). '
il. Signal that the institution is committed to providing support to fa
with all kinds of household situations and family members by publ
policies that provide those kinds of support.

Dq not assume your record speaks for itself; emphasize the contributions

ou think are important.

Ex'plain (on your CV or in your research statement or in your cover state-
nt) which of the projects and publications most directly represent your

otk (and not your advisor's or collaborators’). You can do this by out-

g the role of particular projects in your overall program of research

i also by describing the different contributions yvou and others made to
articular project.

ili. Request application letters that allow candidates to detail their inter
in your position, their qualifications, and their special expertise.
iv. Consider requesting a statement from applicants about their ifi
in, experience with, and capacity to contribute to institutional diver:
efforts. '
' ] DO not overemphasize a particular aspect of the position you may be

0st passmnate about (e.g., teaching or research), when in fact the search

ommlttee Is looking for evidence of a balanced commitment to multiple
omams

2. Take full advantage of educational resources and/or equity advisors
mote equitable search committee practices department-wide so all dep.
ment members understand their motivation and value.
Applicants for Faculty Positions

esent your past accomplishments and immediate future work as
m_h ent and integrated. You don’t need to mention everything you've ever

e, especially if doing so would create an impression that your efforts are
oordinated or organized by clear goals.

Everyone seeking a first faculty appointment is, to some extent, un
formed about what matters most to search committees. However, W
and minorities are, on average, less likely to have access to mentor
informal networks that demystify the process. We believe the advi_éé
is valuable to all job seekers but s especially important for those wh
not been socialized by a deliberate process of professional prep
mentoring, and network development. '

ur fit with their needs; outline what you might bring to the position
would add something new to the department, as well as what you
t bring that would complement or strengthen existing departmental

1. Pay altention to the description of the position, for two reason atll:;; :;p(;t;er resources. if you can include both kinds of contributions,
a. Positions that are defined broadly may reflect departmental
ments to consider a broad range of talented individuals, and t
therefore be of particular interest to women and minorities COTC

about their own “fit” with a department and about a department’s-cli

e specific reasons (in terms of type of institution, department, faculty,
dents or curriculum) that you are excited about this particular position.
N search committees are engaged in guessing whether applicants are

ious” or would really come if invited; provide them with explicit evi-

for them. nce that you are serious.
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It may sound as if you should avoid generic job application materials, and if

: APEDS Completion Survey (https://webcaspar.nsf.gov;).
may also seem that specific applications are a lot of work. That's right! But

Seé ht‘tp://web.mit.edu/ir/rankir;gs/USNewsmGrad_Rankings_I994-2017.pdf (p.20y
d http:// grad-schools.usnews.rankingsandreviews.com/best- graduate-schools/top
nce-schools/chemistry-rankings/.

if you want a position, and you are in a highly competitive field, it stagds
to reason that you need to provide differentiating evidence that you are the
best candidate for the job. This does not mean bragging; it means providifig
relevant information that will be helpful to the search committee in seeing
you as you really are.

This has been an unintended consequence of some faculty hiring programs that

0 hire “clusters” of faculty in emergent interdisciplinary research areas. When—
s-'happened in a program taunched at the University of Michigan in 2007—the
ositions had to be defined in detail in order to be reviewsd for approval to search,
unintended result was narrow pools and hires that were not demographically

erse. This outcome was mitigated when changes were made in the level of detail
qiiired in defining positions.

3. Help your recommenders provide good evidence to search committée

a. Even with the best will in the world, it may not be easy for every one
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_Ohce the recruitment phase has ended, the evaluation phase begins. In this
' hapter we focus on the process that occurs after the applications are in—
rocess of evaluation that eventually leads 10 a new faculty hire. In this
Titext, everyone wants to hire the “best” candidate. Everyone also wants
evaluate people fairly. Most people pride themselves on being impartial
and objective observers of other people’s competence, independent of the
pexsbn’s gender or race. As we have argued, however, considerable research
suggests that evaluations are subject to error. We have outlined experi-
ments that demonstrate that people—from undergraduates to practicing
sc_i_enﬁsts_are likely to overrate men’s competence and underrate women’s,
unless the woman’s performance was extraordinary. People are similarly
il_kely to overrate Whites’ competence and underzrate that of some raciai-
ethniic minority groups. Wanting to be gender and race neutral does not,

fself, prevent people from making decislons influenced by gender and
¢e schemas. We start with an example of the different attributions people
an make for the same behavior, depending on the gender of those being
bserved:

man said he had noticed that when he saw a paper with a young male scientist

e first author and the man’s male supervisor as the second author, he presumed
ie: oung man had contributed the main ideas and had led the research. The young
tany had earned his place as first author. Otherwise, the supervisor would have put
ame first. But when he saw a young female scientist as the first author, he
ssumed that the male supervisor was doing her a favor. Maybe she had earned the
asition, but equally likely, her mentor was trying to help her,

We like to think that people’s records of accomplishment do not really
equire interpretation, but in fact we make many interpretations along with
ur judgments. With someone’s CV in hand, we think we can judge his or




