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This chapter describes the key elements of diversity initatives: defining a
vision for the desired cutcome, understanding the dynamics of change and
designing an appropriate strategy, and selecting and combining the most
effective interventions and best'practices. We review approaches used in
organizations to create change toward diversity and inclusion, articulate .
some of the challenges crganizations face as they seek the benefits that
diversity, inclusion, justice, and equity can bring, and outline some tech-
niques for meeting those challenges. Visions of inclusion in organizations
are described, as are three levels of organizational change (systemic, cultural,
and behavioral} and two approaches to change (organization development
and collaborative inquiry). The chapter concludes with a discussion of tac-
tics and best practice for successtul change. :

Organizations in the United States and around the world are paying increased
attention to diversity. Diversity is widely regarded as vital for organizations to
reach their valued goals, More and more emphasis is placed on the need to lever-
age multiculturalism and to foster inclusion as a basis for organizational success.
For most organizations, the road to multiculturalism is long and hard (Dass and
Parker, 1999). Knowledge of how organizations change and evolve can help
individuals and teams travel toward multiculturalism with greater assurance of
success and the least risk of disappointment.
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What can organizations do to obtain the full benefit of all the potential that
their people bring to the workplace? How can the vast range of differences among
people - all the things that make us both unique and similar to others — function
as a source of strength to organizations? What can organizations do to make
sure that they are the kinds of places to which people would like to belong and
contribute, and where historical patterns of intergroup injustice and inequality
are eliminated rather than continually reproduced?

The aim of this chapter is to help students and practitioners who are interested
in fostering and suslaining diversity and inclusion in organizations understand
the key elements of a diversity initiative, which we submit are the following:

1 Define a vision of the desired outcome: what is a successfully diverse
organization? '

2 Understand the dynamics of change and design an appropriate strategy: how
will this organization move toward its desired future and what type of leader-
ship will be required? :

3 Selectand combine the most effective interventions and best practices to achieve
goals for change toward diversity and inclusion: whal activities and steps will
bring about change?

The chapter is divided into three sections, The first section articulates a model
for increasing multiculturalism within organizations — the vision. The second
section outlines three levels of organizational change and differentiates between
two related but distinct approaches — the dynamics of change. The third section
moves from the conceptual to the concrete in order to discuss.tactics for success-
ful change ~ the best practices. '

MoDpeL oF ORGANIZATIONAL EVoLUTION

Holvine (1998) has developed a framework she terms the Mode! of Multicultural
Organizational Development (MCOD)! The MCOD model (see table 12.1)
proposes that organizations go through six phases as they mave from being
moocullural (exclusionary organizations in which the values of one group, cul-
ture, or styie are dominant) to multicultural (inclusive organizations in which the
perspectives and styles of diverse peoples are valued and contribute to organiza-
tional goals and excellence). . '

In the first exclusionary stage, organizations explicitly and actively base them-
selves on the norms and values of one cultural group and advocate openly for
the privileges and dominance of that group. Today, not many public organiza-
tiong are still at the exclusionary stage. In the passioe ciub stage, organizations are
based on one cultural group’s informal rules, systems, and ways of doing things,
and only admit those who are similar to or closely fit the dominant group. In this
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Table 121 The multicultural organizational development model
Monocultural Transitional Miilticultural.
Exclusionary  Passive cflulb . Complinnce  Positive aetion Redefining Mutkeultural
Actively Actively or  Passively Committed Actively Actively
excludes passively committed  to makinga  works to includes a
in ils excludes to including  special effort  expand its diversity of
mission those who others to include definition of ZLOUPS,
and are not without others, inclusion and  styles and
practices members making especially diversity. perspectives,
those of the major those in Tries to Continuously
who are dominant changes. designated examine and  learns and
not group. Includes target change acts to make
members Includes only a few  groups. practices that  the systemic
of the other members of - Tolerates the  may act ag changes
dominant metnbers other differences barriers o required to
group. only if they  groups. that those members of value and
i others bring.  non-dominant  include ali
aroups, kinds of
people,

Values the dominant
perspective of one group,
culture, or style.

Secks to integrate others
into systems created under
dominant norms.

Values and integrates the
perspectives of diverse
identities, cultures, styles,
and groups inte the
organization’s work and

systems.

Sourrce: Holvino (1998). © Chaos Marnagement, Ltd., 1998, used by permission.

stage, organizations operate much like private social clubs, where the norms
include passive exclusion and ignoring of differences.
Organizations in the third stage of development, complinnce, are passively

comumitted to including members of non-dominant groups, but do not make any
substantive changes in their management approaches so as to include those who
are different. At this stage, differences are more symbolic than real, such as in a

- predominantly Christian organization with one or two Muslim members where

the cultural symbols and celebrations remain Christian.

QOrganizations become actively committed to ncluding members of non-
dominant groups, making special efforts to attract non-dominant group members
and tolerating the differences they bring, in the positive action stage. However, the
subtle ways in which the norms, structures, and methods of working stifl favor
those in the dominant group make it hard for others who are different to feel that
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they can contribute and advance in the organization. Although there is tolerance

and targeted use of differences, not enough cultural and structural change has
occurred to provide equal opportunities for all. At this stage there may be a
eritical mass of non-dominant group members who help to question and change
some existing practices, The imbalances thal occur during the positive action
stage often lead organizations to move toward more inclusion or retreat to an
earlier stage.

Inthe redefining stage, organizations actively try to include all differences and
to remove the subtle and not so subtle barriers to inclusion in norms, practices,
telationships, structure, and systems. At this stage there may be acceptance of
differences, but not full utilization, as members of dominant and non-dominarnt
groups are still learning to deal with differences and diversity.

Iu the mudticultaoral or inclusive and diverse stage — an ideal stage in the devel-
opment process - organizations seek and value ali differences and develop the
systems and work practices that support members of every group to succeed
and fully contribute. Inclusion in multicultural organizations means that there is
equality, justice, and full participation at both the group and individial levels, so
that members of different groups not only have equal access to opportunities,
decision-making, and positions of power, but also are actively sought out becaiise
‘of their differences. In a multicultural, inclusive organization, differences of all
types become integrated into the fabric of the business, such that they become a
tiecessary part of doing its everyday work,

Visions of multicultural organizations

The vision of a diverse and fully multicultural organization embedded in Holvino's
MCOD model is similar to other visions described in the literature, For example,
Foster et al. (1988: 40) define a multicultural organization as

fone] that (1) reflects the contributions and interests of the diverse cultural and
social groups in the organizalion’s mission, Operations, products, or services; {2)
cotmnits to eradicate all forms of social discritnination in the organization; (3) shares
power and influence so that no one group is put at an exploitative advantage; (4)
follows through on its broader social responsibility to fight social discrimination
and advecate social diversity.

Cox (1991) defines a multiculttural organization as one characterized by plur-
alism, full structural and informal integration, absence of prejudice and discrim-
ination, low levels of intergroup conflict, and similar levels of identifications
with the organization among employees from both dominant and non-dominant
groups. For Miller and Katz (1995), in multicultural, inclusive organizations,
diversify is seen as “a fundamental enhancement” and a “wide range of values

and norms are . . . connected to., . . [the crganization’s] values, mission and goals”
(p. 278}, '
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Most visions of multiculfural organizations focus on inclusion as a key aspect
of leveraging diversity (Davidson and Ferdman, 2001; Ferdman and Davidson,
2002). We see inclusion as a feature of good management in any organization;
unfortunately, it has typically been less evidenit in the context of most diverse
organizations, particularly for those who are alse members of historically sub-
ordinated groups, Inclusion is fundamental for mncorporating equality and truly
sharing power across a range of groups and their members.

Mer-Barak and Cherin (1998; 47) describe inclusion in diverse organizations as
“the degree to which individuals feel part of critical organizationai processes,”
which is indicated by how much access they have to information and resources,
how involved they are in their work group, and how much they can influence
decision-making. Gaserek (2000) describes inclusion at Dun and Bradstreet in the
context of a diversity initiative and considers the degree to which (a) employees
are valued and their ideas are taken into account and used, (b) people partner
successtully within and across departments, (¢} current employees feel that they
belong and prospeciive employees are attracted. to the organization, {d) people
feel connected to each other and to the organization and its goals, and (e) the
erganization continuously fosters flexibility and choice and attends to diversity.

Wheeler (1999 33-4) provides a succinct summary of the components of
inclusion at the organizational level: “organizations that truly value inclusion
are characterized by effective management of people who arve different, ability
to admit weakness and mistakes, heterogeneity at all levels, empowerment of
people, recognition and utilization of people’s skills and abilities, an environ-
ment that fosters learning and exchanging of ideas, and flexibility.” Similarly,
Thomas and Ely (1996) describe a learning and effectiveness paradigm that.
predominates in multicaltural organizations that are able to connect members’
contributions and perspectives to the principal work of the organization, allow-
ing them to "enhance work by rethinking primary tasks and redefining markets,
products, strategies, missions, business practices, and even cultures” {(p. 85). In this
type of organization there is equal opportunity for all, differences and their valus'
are recognized, and most importantly, the organization is able to “internalize dif-
ferences among employees so that it learns and grows because of them. Indeed
-+ members of the erganization can say, We are all on the same team, with our
differences — not despite them” (p. 86).

In essence, we define a multicultural, inclusive organization as one in which
the diversity of knowledge and perspectives ihat members of different groups
bring to the organization has sha ped its strategy, its work, its management and
operating systems, -and its core values and norms for success. Furthermore, in
multicuttural, inclusive organizations, members of all groups are treated fairly,
feel included and actually are included, have equal opportunities, and are repre-
sented at all organizational levels and functions, The ultimate goal in work-
ing with diversity is to weave it into the fabric of the organization. Working
with diversity connects directly to the work of the organization and the people
within it, It implies that diversity is the work and responsibility of everyone, not
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just managevs and leaders. It suggests that diversity is an asset to be used and
developed, rather than a problem to be managed. Finally, it projects a sense of
dynamism and continuity.

- Thus, it is important to understand diversity as more than fust a human re-
source strategy or an approach for managing the workforce. Instead, diversity
perineates all the work of an organization and requires a comprehensive effort
to change at the organizational level as well as inlernalization by members of
the organization. As Miller and Katz (2002) point out, if such an effort is to be
successtul it ultimalely requires maling diversity a new way of doing business,
as well as a way of life for the organization and its people. In our view this
entails a commitment to addressing and redressing historical inequities and power
imbalances (Foldy, 1999; Litvin, 2000} and discovering new ways of collaborating
across difference that, in a sense, “work” for everyone (see, for example, Ely and
Meyerson, 2000; Fletcher, 2002). This is what we call warking with diversity.

Levers oF CHANGE

Authors and practiticners vary widely in their specific recommendations and
approaches to diversity initiatives because, as Zane {1994) points out, they come
from very different disciplinary backgrounds: organizational behavior, organ-
ization development, and sociological and feminist disciplines, Considérable dif-
ferences exist in several areas, including the vision of a successful and diverse
organization, the degree and type of change required to accomplish diversity, the
levels of the systemn on which to focus {individual, group, arganizational, societal},
how to measure change and success, and the kind of change required - long or
short term, radical or evolutiorary. Yet, in spite of the many differences and the
range of recommended strategies and activities, organizational thecrists agree
that changes can be conceptualized as occurring at three levels of analysis.
Diversity initiatives must address these three different levels of organizational
change: structural change, cultural change, and behavioral change (Ragins, 1995).
Structural, cultural, and behavioral changes are synergistic: they interact and
build on each other. ach level of change becomes a key leverage peint for
infervening in a planned diversily initiative. For example, structural changes
such as equitable performance and advancement systems may remove “glass
ceiling barriers” to the participation of women, but if the culture of an organiza-

tion does not support the advancement of women and individual managers be- -

have in non-supportive ways, gender equity will not be achieved (Acker, 1990;
Kolb et al,, 1998; Merrill-Sands, 1998; Meyerson and Fletcher, 2000; Thomas and
Ely, 1996). Although the levels of change are interrelated in @ complex and mutu-
ally reinforcing manner, we identify below the scope and examples of specific
interventions thal are representative of each. One of the key challenges of a
diversity initiative is to have the right mix of synergistic interventions that will
maximize change,
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Structural change

Structural interventions focus on the formal systems that guide and control
the work of the organization. These interventions target policies, practices, and
structures that support or hinder the goals of diversity, such as recruitment prac-
tices, equal pay and benefits, policies on work-family balance, and the achieve-
ment of proportional heterogeneity in positions across rank, departiments, and
specializations.

Cox (1994) states that structural integration ~ the integration of ”111inority"”
group members in key positions, vertically and horizontally across the organiza-
tional hierarchy — is an important component of working with diversity effect-
ively. In addition to providing access to decision-making and organizaticonal
power, structural integration may help reduce stereotyping and prejudice, pro-
vide important role models for the incorporation of other groups, and diminish
the dynamics of tokenism that often reduce the effectiveness of employees from
non-dominant groups.?

Recruitment, advancement, and retention programs usually accompany struce
tural integration goals. These can include advising and mentoring, recruit-
ing from new pools of talent, and setting up career development programs.
and career paths. They can also include changes in current recruitment prac-
tices, such as requiring that all interview panels be diverse in their makeuyp,
changing the weight of the interview in the selection process, and reviewing jobs
and job descriptions to focus on requirements as opposed to style preferences.
Nevertheless, structural integration is not a sufficient component for achieving
equity and inclusion, and when mishandled through practices such as rigid quo--
tas and non-standard procedures, il may harm more than benefit a diversity
initiative. :

Other formal procedures that act as barriers o the inclusion, advancement,
and effectiveness of emplovees across lines of difference must also be changed.
For example, flexible work schedules, part-time scheduling, compressed wark
weeks, job sharing and job rotation, and flexible vacation and sick-leave policies
have been shown to bring about the inclusion of different groups by providing
more flexibility and helping attract and retain a diversity of employees such as
working mothers and fathers, employees with elder-care responsibilities, and
employees from non-dominant religions (see Lobel, 1999). This is not an exhaust-
ive list. Other examples of important policies that should be reviewed or imple-
mented are pay equity, benefits for domestic partners of gay and leshian workers, -
and employee support programs that address the special needs of employees
and enhance the quality of life in the workplace, such as counseling services and
health and exercise clinics, Miller and Katz (2002} wrge organizations to truly
create and sustain inclusion by developing “new baselines” in policies and prac-
tices that go much further than in the past to support people from a wide range
of groups.
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Cultural change

Cultural change concerns the basic assumptions, values, beliefs, and ideologies
that define an organization’s view of itself, its effectiveness, and its environment.
Organizational cultures, in large part, consist of the informal norms, or mental
models, that support or hinder diversity and that have differential impact on dif-
ferent groups in the organization. Senge et al. (1994) describe mental models as
deeply ingrained “images [and] assumptions . . . which we carry in oar minds of
ourselves, other people, institutions . . . Like a pane of glass, framing and subtly
distorting our vision, mental models determine what we see , . . [They] also shape
how we act . .. Because mental models are usually tacit, existing befow the level
of awareness, they are often untested and unexamined” (pp. 235-6). This is what
makes them particularly hard to transform,

Changing the culture of an organization in order to value diversity and differ-
enceé and to redress power imbalances is thus cne of the most difficult parts of a
diversity initiative. Cox suggests that the change goal is to develop a pluralistic
culture “characterized by tolerance for ambiguity, an acceptance of a wide range
of work styles and behaviors, and the encouragement of diversity in thought,
practice, and action” (Ragins, 1995: 92). As Reynolds (1987: 38) advises, the diffi-
culty with changing organizational culture is that

culture is not the official systemn of values promuigated by management but a whole
range of shared models of social action containing both real and ideal elements.
Each layer of the cultural onion is atfected by the social cortext and the channel of
communicalion: the observed behavior; the official document; the things said at
meetings; the things said when alone with one’s boss; the things said to one’s boss
when the boss's boss is present; the verbal expression of what the ideal situation
should be; and humorous rendering of all of the above.

Many attempts have been made to study and characterize organizational cul-
tures according to their major traits, such as a power culture, a role culiure, a
support culture, and an achievement culture {Harrisom and Stokes, 1992), Changes
are then prescribed accordingly, depending on the strengths and weaknesses of
the organizational culture identified. Education and training interventions may
also be made with the aim of changing the culture of an organization, but it is
important to understand that training interventions do rrof change organizational
culture. We believe the best way to change organizational culture is to identify
the informal practices and beliefs that make up that culture, to analyze their con-
sequences (especially in terms of their impact on different groups of employees),
and then to introduce small experiments designed to change everyday practices
(Kolb and Merrill-Sands, 1999; Merrill-Sands, Fletcher, and Acosta, 1999; Meyerson
and Fletcher, 2000; Rao, Stuart, and Kelleher, 1999, ’

Cultural audits are a good way of understanding and changing the assump-
tions and norms that predominate in an organization. The purpose of a diversity
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cultural audit is to identify key elements or characteristics of the organdzational
culture and how these influence the treatment and op portunities of merbers of
different groups. Cultural audits may include studying the socialization of new
members, analyzing responses to critical incidents in the organization’s history,
analyzing artifacts, symbols, rites and vituals, beliefs, values, stories, and even
physical layout, and jointly exploring their meaning and impact on organiza- -
tional climate and effectiveness {Chung, 1997)." '
Other interventions that support organizational culture change include sanc-
tioned affinity, support, or interest groups and alliances, which meet to share
problems and solutions, learn the organizational norms, and develo p supportive
relations and change strategies (see chapter 10 for a discussion of GLB affinity
groups); and ideological negotiations and forms of muldcultural conflict reselu-
tion that help resolve conflicts of interest by directly or indirectly addressing
value and ideological differences and settling disputes in democratic and particip-
atory ways (Chesler, 1994; Jackson and Heolvino, 1988). )

Behavioral change

Behavioral change interventions seel changes in behaviors, attitudes, and per-
ceptions within and between individuals, and within and between work groups,
that support or hinder the goals of diversity. Targeted behaviors can range from
the hostile to the thoughtless. Even without intending to do so, majority group
mernbers can negatively affect minority group members. Language use and humor,
for example, can denote stereatyping and negative intergroup attitudes. These
behaviors have been called micro-inequities becouse they support exclusion and
differential treatment towards some people in practices such as restricted infor-
mation and feedback from supervisors and co-workers, inequitable delegation of
tasks, and exclusion from informal social networks and peer support (Cole and
Singer, 1991; Raging, 1995). _

A comimon intervention to address individual and interpersonal behavior is
education and training {see panel 12.1). Although many arganizations and con-
sultants equate diversity with training programs, we wish to emphasize that
training is just one of the interventions that focus on changing individual behavior
and is limited to that level of change. For example, training by itself cannot
change crganizational culture, except indivectly when a critical mass of people go
through intense and successful training programs and become internal change
agents {see Ferdman and Brody, 1996). : .

Ellis and Sonnenfeld (1994) identify some of the advantages of diversity train-
ing, such as raising awareness about indirect discrimination and conferred pri-
vilege, providing voice to those who have been historically underrepresented,
substituting knowledge and facts for myths and stereotypes about co-workers,
and sending a message that diversity is an imporiant initiative throughout the
organization. On the other hand, ill-designed and inappropriately conducted
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121 Training: A rich and focused intervention

There are many options for implementing training and education pro-

grams to support a diversily initiative (Ferdman and Brody, 1996), Some -

authors and consultants define education as a general approach to develop-
ing knowledge, attitucles, and skills in diversity. They differentiate education
from training interventions. Others define competency-based training as
knowledge-based and behavioral in nature, especially targeted to develop
“proven” skills that support diversity. To help decide which type of edu-
cation and training program to implement, elements such as the overall
purpose, the audience, the content, and delivery style desired shoukd be
considered.,

-Purposes of training programs

« Awareness training: To increase knowledge, ability to empathize, and un-
derstanding of the differential impact of the corporate cultare by sharing
stories and hearing about others” experiences and challenges. Deals with
emotional and rational content of human interactions, exploring how
peopie feel and act in the face of differences.

¢ Skili building: To increase skills in behaving and acting in ways that
promoete diversity, such as cross-cultural comumunication and conflict
resoiution.

* Orientation and information dissemination: To increase knowledge by dis-
seminating Information about new policies that impact diversity -
such as sexual harassment - or communicating the status of a diversity
initiative.

= Dialogite groups: To increase the opportunity for candid conversations
between individuals and groups in a relatively unstructured format on
an ongoing basis.

Types of content

+ Cross-cultural training, bias reduction, managing diversity, and general
policy orientation programs are just a few of the types of content areas
that differentiate training programs,

Target audience

* Programs may be developed for ditferent target populations, such as

mid-level managers, first-line supervisors, technical staff, working teams,
general population and internal change agents,
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* Other choices must be made between training that is off-the-shelf or
customized, internally delivered or delivered by external consultants,
offsite or on-the-job, short or long duration, stretched over a period of
time ov one-time, phased inte a sequence of programs, and volunta[y or
mandatory,

Discussion questions

1 In what kinds of training have you participated? What made these train-
ing experiences successful {or unsuccessful)? What lessoris can you draw
for diversity lraining?

2 In what ways might diversity training be similar to other types of train-
ing in organizations? How is it different? What implications do these
similaritics and differences have for the design and delivery of dwers;ty
training?

3 Discuss the pros and cons of participating in diversity training with the
same people as are in your workgroup (as opposed o participating with
people with whom you do not werk every day).

4 What are some of the topics and issues that you believe could or should
be addressed in diversity training? Why?

training may do considerable Harim to diversity efforts, For example, it can create
additional stereotypes if the content is too simplistic, or it can alienate dominant
groups if the process of training is believed to favor some groups at the expense
of others. Training interventions can also backfire if they are delivered as one-
shot eventls wzthou Lappropriaie follow-up or reinforcement (Grace, 1994).

Other important interventions to change behaviors for increased diversity and
inclusion are coaching and multiculiural team-building. Coaching provides one-
on-cne suppert to managers, especially at senior levels, to help them identily
areas that need development and to encourage them to take action. Multicultural
team-building enhances the effectiveness of working teams by developing skills
in managing cultural and other social differences that may impact tasks, the roles
members play, their relationships, and the methods and procedures used to ac-
complish their work. One important note of caution is that behavioral change
interventions can rely too much on “fixing the people” or “equipping the minor-
ities” while ignoring the systemic structural and cultural factors that influence
individual and group behavior (IKolb et al., 1998; Smith, Simmons, and Thames,
1989).

Hffective diversity efforts require a multi-level approach that includes struc-
tural, cultural, and behavioral change and a variety of specific interventions that
reinforce and augment each other. Morrison (1996) summarized the ten most
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important diversity interventions identified in her benchmarking research with
corporations in- the United States, We list them here in the order of importance
assigned by her team, based on their survey and interview information:

* personal involvement of the top management and organizational leaders;”

¢ recruitment of diverse staff in managerial and non-managerial positions;

+ internal advecacy and change agent groups; _

* emphasis on collection and utilization of statistics and diversity organizational
profiles;

+ inclusion of diversity in performance appraisal and advancement decisions;

* inclusion of diversity in leadership development and succession planning;

¢ diversity training programs; _

» support networks and internal affiliation groups;

o work-family policies;

» career development and advancement,

AprroacHes To CHANGE

This section describes two major approaches to organizational change: the crgan-
ization development approach and the collaborative inguiry approach. Although
similar, the two approaches differ in certain particulars,

Organization development approach

The organization development {OD)} approach to diversity is an integrated,
planned, system-wide, and long-term process of change. Holvine's MCOD model
(see above) is an example of an OD approach to diversity (Chesler, 1994; fackson
and Helvine, 1988; Katz and Miller, 1988; Miller and Katz, 1995), OD approaches
are characteristically managed from the top, cascade down the organization to
other organizational levels, and make use of external consultants as experts who
support the organization throughout the process of change.

The QD approach requires an initial assessment of where the organization is in
relation to diversity and its vision of where it wants to be in the future. Froman
analysis of the gap between where the organization is and where it wants to be,
specific interventions are then designed to accomplish the identified change goals,
Holvine's MCOD medel (see table 12.1) provides a useful way for an organization
to frame an initial diagnosis and vision of diversity.

Processes and sequence of change

Although many organizations come up with their own blueprints for develop-
ing and implementing a diversity initiative, the following five-step process is
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representative of common practices in the OD approach {Arredonde, 1996; Cox,
2001; Cross, 2000; Jackson and Hardiman, 1994; Kalz and Mdiu 1988; Loden,
1996: Miller, 1998; Miller and Katz, 2002; Thomas, 1992):

Preparing for the initiative.

Assessing needs related to diversily. .
Developing a vision, goals, and a strategic plan.
Implementing the interventions selected.
Menitoring and evaluating progress and results,

57 o= G b o=

It is important to note that even though these steps appear to be linear, this is
actually a cyclical process in which the last step informs prior work., Because
diversify is so complex it is recommended.— especially in its initial stages — that
the plan remain open and flexible until data gathering, learning, and needs as-
sessment have taken place to better inform the initial decisions. For example, the
concept of diversity is usually unclear in the beginning. During data collection a
great deal of learning takes place about the barriers to diversity and inclusion,
the specific meaning of these concepts in the context of the organization, and the
vision of inclusion and diversity that will galvanize members to work towards
and embrace the change effort. :

Preparing for an initiative (step 1) involves creating the foundation for the
change process, including securing leadership support and involvement and de-
velopm9 an initial plan of action. The most important elements at this stage are
to communicate the intent of the initiative, allocate resources, assign responsibil-
ities, and frame the initial tasks, as well as to ensare that the initiative responds
to strategic organizational imperatives for diversity (see, for example, Robinson
and Dechant, 1997; Wheeler, 1995). Miller and Katz (2002) highlight the importance
of beginning to create a belief in the organization that new ways of working
together inclusively &re actually possible, and of 1d<‘nl1fym puoints of leverage so
that actions taken have maximal payoff.

Onee the intent of a diversity initiative has been identified, data need to be.
gathered in order to assess needs related to diversity (step 2). Cultural audits
{e.g Cox, 2001; Potts, 1996), employee surveys, and focus groups are typical
ways in which consullants help organizations gather information about which
aspects of diversity should be explored, given the strategic imperative. The con-
sultant analyzes the data and makes recommendations, which are then fed back
to key members of the organizatios fur action {see, for example, Cox, 2001; Potis,
2000). The purpose of the analysis and feedback process is to connect interrelated
themes into a meaningful picture that suggests important areas of need and g goals
for change. Strengths as well as limitations should be identified and ‘categorized
under some broad areas of change.

The MCOD model helps define the diversity change goal by providing a
framework to interpret the data into a picture of the current level of multi-
cultural development. Usually the change goal becomes the means to move the
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organization to the next stage of development. In doing an assessment, one
needs te look at all of the important dimensions of an organization and all the
social groups that may need to be included to determine the level of current
multiculturalism. For example, it is important to consider how the mission,
culture, language, infermal systems, policies, structures, leadership, and reward
systems support {or do not suppert) an inclusive and diverse organization for
women; for members of racial, ethnic, lariguage, or religious minorities; for gays,
lesbians, bisexuals, and transgendered pecple; for people with disabilities; for
members of poor and working sociceconomic classes; and for members of other
subordinated social groups (Davidson and Ferdman, 2002). Because it is not
usually possible to identify all issues or all identity groups at the early stages of
an initiative, it is vitally important to design the change effort so as to be able to
respond to new demands and to expand the agenda for change. As the critical
mags of internal and external change agents increases, gradually incorporating
the needs and perspectives of new stakeholders may help to reduce the resist-
ance of those who feel that they may not benefit from the change effort. In any
case, attending to this resistance and finding ways to be inclusive of members
of dominant groups who are willing to participate as champions of the initiative
are often key aspects of successful change efforts (see, for example, Cross, 2000;
Nash, 2000). '

Developing a strategic plan is the third step. An organizational change sirategy
is a comprehensive plan based on a thorough analysis of organizatiopal needs
and goals. It is designed to bring about specific changes and ensure that appro-
priate steps are taken to maintain those changes. It includes definitions of end
objectives, outlines of specific actions designed to produce the desired oulcomes,

time frames, and a monitoring and evaluation system. A strategy must specify '

the priority goals, primary interventions, and sequence of activities, resources,
and responsibilities. It also needs to take inte consideration the power dynamics
and the culture of the organization, as well as the processes involved in imple-
menting organizational innovations (Loden, 1996),

A well-developed strategic plan guides a diversity initiative by (a) informing
the organization about the importance and flow of the change effort; (b) defining
goals for management and targets of change; (¢) providing a structure, clarity,
and accountability for the initiative; and {d) linking the change effort to the
competitive advantage and gains that will be derived fram the initiative.
Arredondo (1996: 96) states that the strategic plan is “the document that can
reflect the goals and actions that will respond to concerns and recommendations
that emerge from needs assessments and other relevant sources.”

Part of the sirategic plan (though this may also be an additional phase in the
process) must include a vision and a definition of diversity and inclusion that are
specific to the organization, The important task at this point is to explore, come
to texms with, and provide a definition of diversity for the organization that is
inclusive and that guides and connects to the core vision and mission of the
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organization. Many times, the vision and definition of diversity and inclusion are
generated loo early in the process and are vague oi incomplete, and can then
become easy targets of criticism. We recommend that organizations do not at-
tempt to develop a final diversity vision before assessing needs and collecting
information and examples through educational and benchmarking activities,
Paradoxically, some type of vision is also necessary at the earliest stages, to begin
and help pull the process of change in the first place. The problem comes when
that vision is not modified or enhanced on the basis of the needs assessment and
the strategic planning process. A good example of an aspirations stateiment that
incorporates diversity is the one developed by Levi Sirauss, a retail company, for
its leadership:

[The leadership of Levi Strauss] values a diverse workforee (age, sex, ethuic group,
ete.) at all levels of the organization, diversity in experience, and diversity in
perspectives. We have comumitted to taking full advantage of the rich backgroimds
and abilities of all our people and 1o promoting a greater diversity in posilions of
influence. Differing points of view will be sought; diversity will be valued and
honestly rewarded, not suppressed. (Howard, 1990: 135, quoted in Kossek and
Lobel, 1996: 1)

Roosevelt Thomas (Thomas and Weodruff, 1999) suggests that strategic plans’
in diversity-inature organizations have the following characteristics; (a) they de-
rive from compelling and strategic motives; (b) they identify the diversity-related
issues that must be addressed in response to an organizational assessment; and
{c) they delineate a clear sequence in which the tasks must be implemented. Dass
and Parker (1999) distinguish among episodic, freestanding, and systemic ap- -
proaches to diversity initiatives, with the latter being more likely- when the pres-
sures for diversity are high and the priority for working with diversity is seen as
having strategic importance. Organizations adopting systemic approaches inte-
grate the varicus components of their diversity initiatives with each ather and
into a larger strategic framework. o

As with any other organizational action plan, the key questions in the imple-
mentation step (step 4) are: Who? Whal? When? For whom and with whom?
and Where? A variety of options are available to address these questions. For
example, in answer to the “Who?” question, leadership and accountability for the
intervention can be provided by a task foree, committee, or council; departments,
business units, or oceupational groups; the office of the designated diversity
leader and statf, such as a Gender Unit; the most senior levels in the organiza-
tion, such as the chief executive; or other key stakeholders, such as thé board of
directors and unions. '

The types of interventions, activities, and programs to be selected, the timelines
and sequence of events, who will participate, what their roles will be, in which
locations, and at what hierarchical levels and functional units these Various
components will take place, are the essence of the implementation plan. Many
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decisions must be made and a multicultural development model such as Holvino's
can help guide these decisions.

Regardless of the specifics, the key enablers of a strategic plan are communica-
tion, credibility, and accountability (Arredondo, 1996). Without appropriate com-
murication throughout the organization to all employees and at all levels, without
a plan of action that makes sense and sets clear priorities, and without clarity
about responsibilities, accountability, and measures of success, the best interven-
tien plan will fail. Thus, a key aspect of implementing a strategic plan is defining
comumunication and rollout strategics, assigning responsibilities to credible mem-
bers of the organization, and identilying clear targets of change and measures of
success for different organizational members and divisions. Clearly, the involve-
ment of those atfected in the planning process will be crucial to the success of the
plan. In addition, we want to emphasize the importance of visible leadership
from the top, engagement of middle managers responsible for operations, and
involvement of “everyday” leaders — “seed carriers” - who will lead the effort

through everyday activities and work practices (Meyerson and Scully, 1999; Senge, -

1990).

Moenitoring and evaluating the diversity plan (step 5) is an important compon-
ent of a diversity initiative. By monitoring, we mean making sure that what was
planned is being accomplished, 'By evaluating, we mean determining the impact
and resulls of the planned inferventions. Evaluation is ene of the most neglected
aspects in diversity initiatives and also requires careful planning regarding the
scope of the evaluation, the information that will be sought from the evaluation
pro(ies.s, how and for whom information will be gathered, the use of the data,
and to whom and how it will be fed back (Comer and Soliman, 1996; Digh, 1998;
Martinean and Preskdll, 2002; McEnrue, 1993; Stephenson and Krebs, 1993). When
goals and expected cutcomes have been made clear during the initial planning
process and data have been collected that can serve as a baseline o assess change
over time, the evaluation process is easier to implement, because it provides its
own measurements of comparison for before and after the interventions,

Monitoring the representation, advancement, and retention of members of
previously underrepresented groups is the most common method of assessing
diversity efforts, but this approach to monitoring is more appropriate for organ-
izations in the positive action stage of the MCCTD model. In comprehensive long-
term initiatives, other areas to evaluate — addressing outcomes of the interven-
tion as well as effective implementation of the interventions - should include {a)
changes in individual attitudes and behavior; (b) the impact of specific interven-
tlons to promote change in organizational culture; (c) the integration of particular
diversity strategies in the daily business systems and structures; (d) changes in
costs and in profitability; and (e) the level of satisfaction of members of different
groups in the organization (see panel 12.2). Specific evaluation methods that can
be used include program evaluations, such as evaluation of training or career
development programs; organizational surveys to assess workplace climate;
benchmarking with other organizations for comparisen purposes; surveys of
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122 Evaluating diversity through employee surveys, nol numbers of employees

Comer and Soliman (1996) state that very few organizations that have in-
vested in diversity efforts monitor and assess whether they are actually
achieving their objectives and promoting multiculturalism. They suggest
several indicators that move beyond monitoring numerical representation
and promotions of diverse groups. These indicators can be grouped into
two areas: (1) employee assessient of a posilive working climate and (2)
assessment of increased organizational performance. New questions to be
explored are:

* Do all employees consider systems of performance appraisals, rewards,
and promotions to be fair and unbiased?

Do all employees have access to important information that enables them
to de their jobs and corntribute?
-Do all employees have the ability to influence decision-making?

Do all employees perceive that they have opportunities to acquire and
develop new skills and advance their careers?

Do all employees perceive that they have opportunities for formal and
informal mentoring and coaching?

Have absenteeism and tumover costs declined among all employees?
Has patronage of diverse customers or clients flourished?
* Has creativity and innovation blossomed?
* Ias organizational responsiveness and flexibility increased?

»

-

Often, appropriate items can be incorporated into an. organization’s regu-
lar employee survey. It is important to collect data for different groups of
employees 50 as to determine the impact of changes on a range of employ-
ces, especially those who are different from the majorily. in'this way, well-
constructed surveys that take diversity into account can play an important
role’in monitoring and evaluating an ongoing diversity iniliative. Falletta and
Combs (2002) point out that when surveys are used as pact of an organiza-
tion development effort, they should be grounded in systems theory, model
driven, action research oriented, and viewed as a tool for change planning.

Discussion questions

1 What impact do you think including questions about diversity and incu-
sion on regular employee surveys might have on an organization and ils
members? Why? '

2 What criteria or indicators could be used in your school or work environ-
ment {0 assess diversity and inclusion? How are these tied to particular
goals or objectives with regard to changes in the organization?
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external recognilion and reputation awards such as “best employer” or “com-
muzity service”; and analysis of indicators of overail performance such as profits,
market share, and new markets, and of executive performance such as leadership
and business unit or departmental performance. _

[t is important to note that evaluation is crucial if organizational learning on
diversity is to occur. Moreover, not paying attention to this step in the process of
developing a diversity initiative can undo important progress made and sends a
message that diversity is not as serious as other organizational goals.

Strengths dand limitations of the organization development approach

The OD approach to diversity has some ke.y strengths. It provides a clear focus

to the change effort. It is similar to other planning processes commonly used
in organizations and thus move familiar. It is management driven, and it involves
a logical and deliberate pace of change that promotes a certain amount of
organizational security amidst a process that can be experienced as potentially
threatening. . :

However, success in implementing OD approaches to diversity also requires
considering how their application differs from more traditional OD change efforts
(Chesler, 1994; Chesler and Delgado, 1987; Jackson and Hardiman, 1994; Prasad
et al, 1997). For example, Chesler points out that MCOD, because of its equity
goal, needs to pay more attention to the rele of contlict, intergroup dynamics,
coalition and alliance building, and power and resistance issues within the con-
text of change than do other OD interventions. :

Some of the fititations to the O approach to diversity are that unforeseen
organizational changes such as top leadership shifts, restructuring, or a bad eco-
nomic year, can derail the initiative. If the organizalion is not able to adapt, learn
from the implementation process, and revise the initial plans, the effort will be
ditficult to sustain. It is also important net to rely too heavily on educational
programs, policy changes, and accountability measures - afl of which are corn-
mon interventions in the OD approach - as a way of changing the organizational
culture. Moreover, the effort should not be viewed as simply a human rescurce
initiative, because this removes the managers and other staff from their EeSDOnS-
ibility fo provide leadership. Indeed, Dass and Parker (1899) point out that a
distinguishing feature of systemic diversity initiatives is that responsibility for
them typicaily lies with line managers. '

Panel 12.3 provides an example of an OD approach to diversity (see also White,
1986). OD approaches to diversity are particularly suitable for organizations oper-
ating in stable environments, in hierarchical organizations where there is strong
leadership championing the diversity change agenda, and when there is a critical
mass of people who desive change. Collaborative approaches to change, to which
‘we turn in the next section, offer an alternative that may work best under a
different set of organizational conditions (Bunker and Alban, 1997; Chesler, 1994;
Holvino, 1993), '
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123 An example of an organization development approach to diversity:
: MOBA nmanufacturing

The initiative started with a request from the CEO of MOBA manufactur-
ng, a multinational corporation, via his human resource manager, to en-
gage in “diversity management.” After initial conversations with merbers
of the top management team, the plan of action sumunarized here was
implemented during the first three years.

Activities for the first year focused on developing an initial sirategy with
the top management team that included: (1) defining the overall global
business context and determining the organizational mmperative for divers-
ity; (2) informing the workforce of the initiative and the intention to begin
to collect information; (3) forming and developing a diversity advisory group
composed of representatives of diverse groups in the organization across
levels and functions; and (4} identifying and educating the internal liaison
for the initiative in the office of a Manager for Inclusion and Organizational
Change.

The set of activities implemented at the end of the first year and during
the second year were: (9) refining, developing, and disseminating the “busi-
ness imperative” for diversity, which identified workforce skills needed for
the future, requirements for a successful organizational culture, and leader-
ship competencies required for the future; (6) implementing education and
awareness sessions with the top management teamn and the advisory group;
(7) selecting three country sites, plus headquarters, for initial data collection
through employee surveys and focus groups; and (8) reviewing recruitment,
placement, advancement policies, and other human resource practices.

The third set of activities implemented during the second and third year
were: (9) analysis of the survey and focus group results and preparation of
a report with recornmendations by an external diversity consulting firmy;
(10) cliscussion of key dala and recommendations from the report in joint
session with the top management team, the advisory group, and selected
interviewees from representative groups in the organizatior; and (11) agree-
ment on a plan of action to respond to ihe recommendations. These in-
cluded: (a) in-depth diversity education sessions for managers and advocates;
(b) changes in recruitment practices, development of new career develop-
ment paths, and implementation of a 360-degree feedback system; and {c)
an intervention involving large numbers of staff in-country to address is-
sues of workplace culture and climate.

Responsibility for implementation of the selected diversity initiatives was
assigned to the department heads and other working unit heads. The divers-
ity advisory group, the Office of Inclusion and Organization Change, and
the consuitants acted as resources. The top management team continued o
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recejve reports and monitor the implementation and resuits during the first
three years.

Discussion questions

1 What suggestions do you have for how MOBA. manufacturing might go
about assessing the effectiveness of its diversity initiatives?

2 What components would you recommend including in a diversity initi-
ative in your organization? Why?

Colfaborative inquiry approaches to diversity

Collaborative inguiry approaches are usually more fluid than traditional OD
approaches to diversity. We explore three examples of collaborative inguiry ap-
proaches: action research, appreciative inquiry, and future search conferences.
Although some authors (e.g., Waclawski and Church, 2002) see these as also
falling under the rubric of OD, we distinguish them to emphasize the somewhat
different crientation adopted by those using these methods with regard to the
degree and type of collaboration with the organization and its members, the
flexibility of the change process and the roles of internal v. external change agents,
and the orientation to change. Specifically, external consultants who practice
collaborative inquiry approaches emphasize a high degree of partnership with
the client organization and its members, with concomitant involvement of the
latter in all phases of planning and implementation of the diversity initiative.
In so doing, practitioners of collaborative inguiry seek to approach new situ-
atfons without many preconceived models, and are prepared to generate new
frameworks and new strategies as needed. Finally, those adopting collaborative
Inquiry approaches, in contrast to those focusing on the more traditional OD
methods described earlier, are more likely to ses change as constant. {For more
details on collzborative inquiry, see Rapoport et al., 2002.)

Action research is a collaborative inquiry approach to organizational change
that focuses on joint learning between internal and external change agents (Green-
wood and Levin, 1998; Rapoport, 1970; Whyte, Greenwood, and Lazes, 1991).
Rapoport (1970: 4993 provides the tollowing definition: “ Action research aims to
contribute to the practical concerns of people in an immediate problematic situ-
ation and te the geals of social science by joint collaboration within a mutually
acceptable ethical framework.”

Action research usually proceeds with the following seven phases (Greenwood
and Levin, 1998; Merrill-Bands, Fletcher, and Acosta, 1999; Merrill-Sands, Fletcher,
Acosta, Andrews, and Harvey, 1999, Whyte, Greenwood, and Lazes, 1991):;
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1 Entry and set-up: the inquiry and change goals are agreed upon and internal
and external research collaborators develop an initial design and “contract” to
collect information. '

2

Data collection and inguiry: information is collected threugh interviews, focus

groups, stirveys, and other mechanisms.

Analysis: the data are assembied, summarized, and organized according to

identifiable patterns,

& Feedback and action planning: the analysis of the data is shared with mernbers of
the organization to develop a joint interpretation, identify change goals, and
develop action plans,

5 Dmplementation and experimentabion: actions agreed upon are implemented and
organizational experiments to support the change goals are conducted.

6 Monitoring and eonination: data are collected to assess the impact of the change
initiatives and experiments.

7 Learning, adoptation, and further experimentation: the process is repeated, as

needed, Eventually, it becomes a normal part of the organization’s processes.

o)

“This process of data cellection, analysis, and experimentation initiates ancther
cycle of action research, engaging the organization in a continuous and iterative
process of inquiry and change. Central to the process of action research is the
idea that learning derives from introducing changes or experiments into the
system and observing their effects. This may then lead Lo further adaptations
or new interventions. Although less is published on action research and collabor-
ative inquiry approaches to diversity initiatives than on the O methods de-
scribed earlier, Cumiming and Holvino (1997) provide a conerete example from
the practice of collaborative action research with a multicultural board develop-
ment intervention {see panel 12.4}.

Because collaborative approaches to change are more fluid and are planned in
distinet cycles of inquiry, avalysis, and implementation, Holvino {2000) suggests
that an action research approach to diversity may be more appropriate than long-

“term and more traditional OD approaches, This may be especially so for social

change organizations where more stakeholders expect to participate in key or-
ganizational decisions, where human and financial resources are scarce, and where
changes in the external environment - such as donors’ priorities or national
politics — are unpredictable or frequent. ‘

Large group collaborative interventions for organizational change, such as fu-
ture search conferences (Weisbord, 1992; Weisbord and Janoff, 2000) and appre-
clative inquiry methodology (Bunker, 1990; Cooperrider, 1990; Cooperrider and
Srivasta, 1087 Elliott, 1999: Fitzgerald, Murrell, and Newman, 2002; Fammond,
1996), could also prove to be very powerful in diversity efforts. A unique charac-
teristic of large group interventions is that they simultaneously involve internal
and external stakeholders in the change effort and bring the whole system into
the room to work together, energizing and fmvolving many organizational mem-
bers in the process of change.!
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124 BEC: An example of collaborative inguiry
with a secial change organization

BEC is a small organization whose mission is to advocate on a variety of
social issues that affect a very diverse conumunity with a high population of
immigrants in the heart of a major US city. A muiticultural board made up
of representatives of the key groups in the community and an executive
directar, a White bilingual man, manage the affairs of the organization with
a skeleton stalf of part-timers and community volunteers. '
The consultants were enlisted to assist the board of directors in becoming
more sensitive and effective at managing the cultural, language, and class
differences among its members. The monthly board meetings were conducted
in English and simultaneously translated into three other languages: Portu-

guese, Spanish, and Khmer. The board was having trouble working effect-

ively, yet recognized the importance of learning from, and finding better
ways of working with, their very rich and representative social differences.

A coliaborative inquiry approach was agreed upon, A videotape was made
at a regular board meeting. After the meeting, board members attending
the meeting were asked lo identify at least one problematic moment they
had observed in the meeting and to assess the effectiveness of the meeting
using a short evaluation form. A problematic moment is 2 moment when
the group has the opportunity to creatively struggle with its differences and
solve a particular problem.

An edited 15-minute version of the videotape was produced containing
four problematic morents, which were identified in the course of the two-
hour meeting. The tape was shown to the board during a one-day retreat.
Analysis of each moment helped the members assess strengths and areas
for improvement in the way the board managed itself and its differences.
Based on the assessment and discussions, the group drew up action plans
designed to improve the board’s work and multicultural relations. As a
result of the analysis of the problematic moments, the following sustainable
improvements were brought to the operation of BEC's board:

¢ Responsibilities and roles were clarified and an internal board structure
was set up consisting of a community outreach committee, a program/
staff comumittee, and a financial/ fundraising comimittee.

* A glossary of multicultural terms used frequently by board members

was produced. Interpreters now sit behind, not next to, people receiving
interpretation. A way for non-English speaking members to have more
input into the agenda was formalized.

* The board members worked on improving their meeting skiils and de-
veloped multicultural norms for their meetings. The board now meets
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every month to discuss 5-6 issues instead of every twe months with
10-12 issues. '

* Experienced board members began mentoring new board members on
key issues affecting the community. :

Discussion qiestions

1 What similarities and differences do you see in the approaches taken at
BEC and that taken at MOBA manufacturing (panel-12.3)? How might
one reasonably combine the two approaches?

-2 What can your organization and its members do to work more effect-
tvely with and learn from your differences?

3 Based on your reading so far, what aspects of the work groups that you
belong to might benefit from a collaborative inquiry such as that described
here? Why?

By James Cumming and Evangelina Holvino, © Copyright 1997, Chaos Manage-
ment, Ltd. Used with permission. '

A future search conference is a three-day large group event that helps the
various stakeholders of ‘an organization create a shared vision of the Future
and generate action steps for accomplishing it. Typically, 60-70 participants —
representative of the whole system — gather in one room and engage in a highly
structured set of activities to explore their past and common history, identify the
conditions that are impacting them in the present, and develop scenarios for the
desired future. The meeting enables all stakeholders to discover shared inten-
tions and common ground on such issues as how multicultural they want their
organization to be. It encourages partictpants to take responsibility for their own
action plans and to make their visions happen.

Apprediative inquiry (Al) has also led to seme notable successes in organiza-
tions seeking to better capitalize on staff diversity (see panel 12.5). The appraciat-
ive inquiry process consists of a four-part cycle: discovery, dreaming, design,
and delivery (Elliott, 199%; Hammond 1996, Hammeond and Royal, 1998). What
distinguishes this from other approaches is its assumption that in EVery organ-
ization, and for every member thereof, something is going right, and that there
have been at least occasional high points of performance and achievement. Rather
than diagnose problems and shortcomings in the discovery phase, appreciative
inquiry sets out to document the organization’s best moments and the condi-
tions and individual contributions that made them possible. Here the process
resembies an internal benchimarking of best practices, identified and narrated by
the people who experienced them. As the organization amasses stories, it can
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12.5  From sexval harassment o best cross-gender relafions:
An apprecintive inguiry case

A large manufacturing organization located in Mexico wanted to make a
dramatic cut in the incidence of sexual harassment. In conversations with
the appreciative inquiry consultants, the purpose of the intervention was
redefined as “develop a model of high-quality cross-gender relationshi psin
the workplace for the new-century organization.”

A small pilot project started with pairs of women and men who worked
together nominating themselves to share their stories of creating and sus-
taining high-quality cross-gender workplace relationships. Hundreds of pairs
nominated themselves and a hundred people were trained in appreciative
inquiry interviewing. During the next several weeks, 300 interviews were
completed, using volunteer interviewees to interview new pairs. The stories
collected and documented provided examples of achievement, building trust,
joint leadership, practices for effective conflict management, ways of deal-
ing with sex stereotypes, stages of development in cross-gender relations,
and methods of career advancement. -

A large group forum was held after the stories had been collected and
disseminated, with the interview stories providing the fuel to develop pro-
posals for the future. Some thirty practical proposals were created, such as
“Bvery task or committee, whenever possible, is co-chaired by a cross-
gender pair.” Changes in systems and structures were made to implement
the propositions. One of the most dramalic examples of the mpact of the
appreciative inquiry infervention was the change made in the composition
of the senior leadership group to include more women. In 1997 the organ-
ization was chosen as the best company in the country for women to work.

Discussicn girestions

1 Think of a situation in which you have participated in a high-qu ality and
productive cross-gender work relationship. What were its key features?
What allowed the partnership to succeed? What lessons can you draw
from that experience for future cross-gender collaborations?

2 Why do you think that this intervention had the results that it did?

J Based on your reading, experience, and observation, what do you think

~ can be done to improve the experience and results of cross-gender worlk
partnerships? What can/should organizations do in this regard? What
car/should you do?

This intervention was designed and facilitated by Marge Schiller and Marcia Wor-
thing; from Holman and Devane (1999: 250-1).
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create a new image of itself based on the qualities it has manifested in its moments
of excellence, : '

some of the resulting action sleps to put the “dream” — ag it is veferred o in Al
~ into operation may involve extending the conditions that enabled successful
practices, 5o that these become the norm rather than the exception. But the very
process of Al frequently leads to breakthroughs in an organization’s own sense
of what it is capable of achieving and in its members’ awareness of the richness
of resources that were previously latent. Several Al scholar-practitioners attribute
this to the deep dialogue of the interview process, which enables the members of
an organization to talk about their successes in their own terms (Bushe, in press;
EBlliott, 1999). Al proponents argue that this approach does not generate the
defensiveness thal typically comes with traditional organization developiment
diversily change interventions because, rather than asking people to change what
they have been doing wrong, it encourages them to do more of what they have
alreacty been doing right. :

- Srengths and fimitations of collaborative inquiry approaches to diversity

The action research and other collaborative inquiry approaches to diversity have
some key strengths. These approaches involve many stakeholders in the stages of
the change effort, thus generating energy and commitment throughout the whole
system. They develop internal capacity by increasing the knowledge and skills
of internal change agents. They promote organizational dialogues, which help to
identify and illuminate decp norms affecting equity and effectiveness and the
practices that teinforce them. Fusthermore, collaborative inquiry approaches
generate less resistance than top-down approaches because they tend to involve
those likely to be affected by the changes as integral participants in the process,
and they provide access Lo inyportant information ta pidly. Finally, such approaches
integrate the expertise of internal and external change agents,

The collaborative inquiry approaches also have some limitations. First, it may
be difficult to get leadership commitment and rescurces because specific out-
comes are not predictable or set at the beginning of the initiative. Second, the
participatory process may generate too many agenda items and create unrealistic
expectations about change throughout the organization. Third, the unbounded
nature of the process requires cngoing negotiation. Fourth, the external résearch-
ers’ lack of grounding in the culture of the organization and their lack of an
established long-term relationship with the organization and jts leaders may
hinder the continuing viability of the initiative.

TacTicat CONSIDERATIONS IN DHVERSITY INITIATIVES

For each of the levels of change and for either approach to change, there exists
a wide range of specific interventions or activities that can be applied. Many
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interventions, such as'mentoring, impact more than one level of change. In a
diversity initiative, the purpose of mertoring programs is to support the career
development of “targeted” groups by helping identify and develop specific indi-
viduals in the organization. The assumption is that reembers of non-dominant

groups do not have the same access to informal mentoring oppertunities that -

may accrue more easily to members of dominant groups. Catalyst (1999b), a non-
profit research organization focusing on gender issues in corporations, found
that the single greatest barrier to advancement as reported by women of color in
the United Stales was the lack of mentors. The importance ol mentoring for
individual advancement, effectiveness, and well-being is well established (see,
for example, Murrell, Crosby, and Ely, 1999; Ragins, 1999).

In addition, different interventions are more appropriate for different stages of
mulicultural OD. For example, in the exclusive stage, organizaiions benefit most
from legal interventions and having (o respond to external pressures for change.
[nn the passive club stage, organizations will benefit from revising and opening
up the recruitment process to increase the numbers of underrepresenied groups,
making a special effort to recruit “pioneers” who are willing to lead organiza-
tional change, and adopting policies to prevent socially based harassment.

In the compliance stage, mentoring, networks, and education programs help
create a climate for change and a critical mass of employees to support change.
In the positive action stage, an expanded vision of diversity, identifying and
developing internal change agents, working with pockets of readiness to initiate
culture change experiments, and instituting diversity accountability measures in
performance evaluations, have proven to be successful interventions.

In the redefining and multicultural stages, inclusive policies and structures such
as self-managed teams, win-win conflict skills training, organizational learning,
reviewing and renegotiating norms, and involvement of external stakeholders, are
interventions that suppaort a continuous change process for inclusion and diversity.

Although crganization-wide interventions such as training programs and sup-
port networks are an important part of a diversity change initiative, diversity
initiatives 1must also include interventions that address the needs and opportun-
ities of work within specific work units; for example, conducting a multiculiural
team-building intervention with a virtual project team. It is often in the smaller
work units that experiments can be designed and tested. Innovations can then be
dispersed throughout the organization (Merrill-Sands, Fletcher, and Acosta, 1999,
Meyerson and Fletcher, 2000).

Maximizing impact

Lo maximize the impact of a diversity change effort, it is Important to involve
and deploy both external and internal change agents in the selection and imple-
mentation of specific interventions, because their different perspectives, roles,
and skills can complement each other. Usually, the role of an external consultant
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is to provide expertise and support to the designated persons accountable for the
initiative. This person (or tearn of people) will recommend particular approaches
and help develop a strategy for the effort, including how to organize internal
resources, involve different constituencies, and design and implement specific
interventions. But an organization may also choose to implement a <iversity
initiative only with internal rescurces. In this case, a good way te organize human
resources is to have a divector of diversity, a diversily council, and an executive
group sharing responsibility and accountability for the initiative.

Unfortunately, it is often difficult for internal change agents to have the organ-
izational credibility, enough power and influenice, and the overall suppozt required
to create and manage a diversity initiative on their own. The strength of internal
change agents lies in their knowledge of the organizational culture and systems
and their ability to access resources and organize targeted interventions such as
recruitment, mentoring, statistical analysis of the workforce, and training. How-
ever, large organizational change efforts require the support of extemal change
agents who bring an outsider’s perspective and external credibility and experi-
ence. In our opinion, the combination of internal change agents, external con-
sultants, executive leadership, and other key stakeholders produces the best
results for developing and implementing a successful diversity initiative.

Common diversity “traps”

Various authois (e.g., Katz and Miller, 1988; Kirkham, 1992; Thomias and Wood-
ruff, 1999} have identified ~ from experience and from practice ~ common mis-
takes to avoid in trying fo bring about diversity change, especiaily in the context
of US-based organizations and their international affiliates, Based on their work
and our own, some of these “traps” are: :

* assuming that short-term training will be enough;

+ failing to relaie diversity to the erganizational mission and key products;

* wailing to collect all possible data and ignoring employee perceplions as data
for taking action;

. waiting for everyone important to be thoroughly behind the effort;

* not paying attention to the impact of resistant people in important positions; -

* isolating the effort in one department (such as human resources} or under one
persen;

¢ not differentiating between good intentions, usually contained in verbal ex-
pressions of suppert of diversity, and the impact of specific institutional ac-
tions that go against diversity;

* not building cealitions and support with different stakehelders who may fear
that the diversity effort will not include them;

* assuming that managing diversity is just “good common sense and people
skills”;
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¢ measuring success by the quantity and magnitude of diversity activities and
events, rather than the impact on work and people.

Helpful conditions

-For diversity initiatives to accomplish the goals of maximizing both inclusion
and performance, it is important to have a number of conditions in place. On
the basis of the literature (¢.g., Arredondo, 1996; Cox, 2001; Ferdman and Brody,
1996; Hayles and Russell, 1997; Kotter, 1995b; Loden, 1996; Merrill-Sands, 169%;
Miller and Katz, 2002) and our own experience we have identified 13 tactics that
promote successful diversily iniliatives:

1 Work from an inclusive definition of diversity that goes beyond race and
gender issues to include other dimensions of difference.

2 Develop a strategic vision and plan with dlear objectives, focus, and appropri-
ate financial and human resources to support it. Communicate the plan
wiclely. :

3 Align the initiative to the core work of the organization and its strategic
goals; connect it to a clear statement of needs that cenveys the urgency and
benefits the organization will derive from embracing change.

4 Engage many forces and people to create a broad sense of ownership, for
example by supporting the development of a cadre of internal change agents
and building alliances and coalitions among diverse internal constituencies
and networks to support change. Engage respected and credible people to
help guide and champion the change.

5 Have clear leadership and involvement of senior management in the change

process beyond verbal and symbolic support. Identify internal champions -

with defined responsibilities for implementing the initiative,

6 Pay attention to internal and external factors that may support or hinder the
iniiative, such as budget constraints, changes in the internal and external
politicai climate, and potential alliances with external pressure groups, such
as clients, donors, or partners. '

7 Build the change strategy from a solid analysis of diversily issues in the
organization. Develop the analysis {rom multiple perspectives throughout
the organization.

& Irovide freedom to pilot and experiment. Bncourage an environment of
learning from experience where tlawless implementation s not expected.

9 Convey the importance of engaging in-a dynamic and systemic process, not
a static program or a single “quick-fix” solution.

10 Encourage an open climate that allows for the expression of passion, com-
passion, and forgiveness throughout the change and learning process.

11 Assign accountability across all levels and types of emplovees, including
senior management. :
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12 Ensure the competence of consultants and other resources in designing
and facilitating relevant initiatives aligned to the organizational culture and
strategic imperatives.

13 Recognize, celebrate, and connect “small wins” so as to aggregate small
changes into a larger change process with more impact (Meyerson and
Fletcher, 2000; Weick, 1984).

Tips for international organizations

Based on our experience of initiating, designing, and implementing diversity
change efforts in international contexts, we add the following tips for working
with diversity across national boundaries and outside the United States:

1 Make special efforts to identity and utilize in-country resources to provide
demographic data, cultural and social science research, and other relevant
diversity information on an ongoing basis. National universities, local research
organizations and think-tanks, social action groups, and other profit and non-
profit organizations working on diversity are often overlooked, but are import-
“ant focal resources to be integrated inte a diversily initiative, especially at the
beginning of the change effort.

2 Partner local rescurces with external resources in order to develop the capac-
ity of country nationals to work on organizational diversity and to ensure that
external consultants understand and respond to the local context. Nurthire and
provide the opportunity for these partnerships to become role models of suc-
cessful cross-mentoring and multicuitural teamwork.

3 Pay attention and respond to the national social context and constraints, but
also accept respensibility for providing leadership in changing accepted
patterns of social behavior that are no longer suitable in a multicultural
and global environment. For example, low accountability to governiment agen-
cies with regard to anti-discrimination laws should not be taken as a reason
for “not taking action” by international organizations initiating diveusity
efforts.

Indicators of progress

To guide and instill momenturmn into the change effort, it is important to identify
success indicators and develop realistic, but not complacent, measures of progress.
This is essential for warking with diversity in a way that responds to the organ-
izational vision and to the social and cultural realities of the specific organiza-
tional context. Panel 12.6 provides an example of ndicators of diversity progress
that can be adapted to specific organizational and national realities.
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12.6  indicators of progress in effecHvely managing droersity

ation is working creatively with diversity when the following

Diversity strategies are integral to arganizational strategies and objectives.
Diversity is viewed as contributing to organizational effectiveness.
Diversity is recognized as a long-term organizational investment that
naturally involves complexity and constructive conflict,

Managers take ownership for the strategy by sctting visible goals and by
serving as positive role models.

People of diverse backgrounds work at all levels and departments of the
organization.

Diversity is an explicit goal in recruitment strategies.

There is equity in employment actions and systems.

Diversity is integral to the organization’s operating principles and values
and these are recognized as driving organizational behavior,

Driversity objectives are set and met, from the op to the bottom of the
organization.

Organizalional issues and personnel grievances ave resolved effectively,
with active and appropriate input/ participation from all levels,
Employee issues are raised and heard with respect and hon(,sly and are
resolved in an effective, timely manner.

Information flows unencumbered to those who need it to work
effectively.

Expertise is tapped in strategic decision-making no matter where it resides
in the organization.

Individuals hold themselves accountable for their actions.

Managers are trained, assessed, held accountable, and rewarded for man-
aging people of diverse backgrounds effectively.

Managers are rewarded for integrating diversity objectives and practices
within their work initiatives and programs.

The organization is viewed by its employees, clients, and other slake-
holders as an ethical player in its professional avea and in the community
where it is located.

The organization is viewed as a benchmark for best practices in divers-
ity, by employees and by the public.

The organization’s products and outputs reflect a broad and diverse
client base and partner network.

The organization continually assesses and learns about the dynamics of
diversity and their impact on the people and the work of organizations.
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Discussion questions

1 What do you think about the list of indicators of progress listed here?
Why? How applicable might these be to your orgenization? Why?
What additional (or alternative} indicators of effective diversity manage-
ment can you list?

How de the indicators in the panel and the ones you listed counect to
particular goals and objectives regarding diversity and inclusion?

4 What benefits do you believe would accrue to organizations that display

these characteristics?

P2

)

Revised and adapted from Laura Moorhead, Joppa Consulting, 1999.

CONCLUSION

As we hope this chapter has shown, the steps that organizalions and their
leaders must take to create and sustain diversity and inclusion ave demanding
and chailenging; to be effective, they require a substantial degree of planning,
resources, and commitment. The path to multiculturalism is not one on which
organizations should embark simply because other organizations are doing it or
because it seems trendv. Yet, for many if not most of today’s organizations,
future success and in many cases even survival, will depend on what they begin
to do now to make sure that they use their diversity as-a source of strength,
and that they seek inclusion and justice in their everyday ways of working. We
believe that, ultimately, this is a rewarding and highly worthwhile path thai
most organizations will find ample reason to take.

Motes

1 This model is similar o those developed by Adler (2002), Cox (1991), Jackson anc
Holvine (1988), Katz and Miller, (1988), and Kolb et al. (1998). Also, work by such
authors as Ferdman (1997), Palmer (1994), R. Thomas (1990), and Thomas and Ely
(1996} on paradigms of diversity such as affirmative actlon, fairness, valuing differ-
ences, and managing diversity, imply that different perspectives and vistons of divers
ity guide the process of organizational change.

2 Kanter (1977} explored four key dynamics of tokenism that occur when minority mem-
bers are a small proportion of a group or organization: increased vistbility, pressures
tor assimilate, emphasis on differences from the dominant group, and stereotyping. See
also Ely (1994).
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3 For example, Kossek and Zonia (1993) define diversity climate as the individual's
perceptions and attitudes regarding the tmportance of diversity in the organization
and the perceived qualifications of women and racicethnic minorities.

4 Stekeholders refer to actors or parties who have some involvement or interest in
the outcomes or business of an crganization. Weishord and Janeff (2000} identify
stakeholders important to consider in an organizational intervention as people with
information, people with anthority and resources to act, and people affected by what

happens.
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