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Diversity, as it is unders tood in the workp lace today, implies 

differences in people based on their identifications with vari-

ous groups. But it is more. Diversity is a process of acknowl-

edging di f ferences through action. In organizations, this involves wel-

c o m i n g h e t e r o g e n e i t y by d e v e l o p i n g a var ie ty of ini t ia t ives at t h e 

m a n a g e m e n t and organizat ional levels as well as at the in terpersonal 

(individual and intergroup) levels. 

Why d o organizations bother? In o n e respect, they are galvanized 

by w h a t o rgan i za t i ona l e x p e r t Taylor Cox, Jr., of t h e Univers i ty of 

Michigan calls the "moral imperative." The moral impera t ive—doing it 

b e c a u s e it is r ight—has driven EEO and aff irmative-act ion initiatives. 

Now it also underlies the diversity agenda. 

But there are o ther compell ing, more pragmat ic reasons for wel-

coming diversity in organizations. Demograph ic changes have crea ted 

a m o r e d i v e r s e soc ie ty . In the w o r k f o r c e too , t h e s e sh i f t s and t h e 

impac t of the civil-rights and fo l low-on m o v e m e n t s h a v e g e n e r a t e d 

W H A T ARE THE MANAGEMENT-LEVEL ISSUES INVOLVED IN CORPORATE 

DIVERSITY INITIATIVES? A N EXPLORATION O F THE THEORY AND PRACTICE O F DIVERSITY 

CAN HELP US UNDERSTAND WHY IT IS AN IMPORTANT LEADERSHIP ISSUE. 
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changes . Further, we have shown 
how new economic forces are creat-
ing cond i t ions in which the most 
productive organizations, organiza-
tions with a competitive advantage, 
are those that welcome the diversity 
among their workers. 

Workers in an environment recep-
tive to diversity are empowered to 
use their full capacity. As a result, 
they, their work, and the organiza-
tion as a whole benefit. Welcoming 
diversity is directly connected to the 
bottom line. 

Further, the penalty for not wel-
coming diversity can be serious. II 
not managed properly, the advan-
tages of diversity unravel. 

More and more, people with dif-
fe r ing va lue sys tems and back-
grounds are interacting in dynamic 
team situations, in organizational net-
works , and with an increas ingly 
diverse customer base. As that inter-
ac t ion g rows , so d o e s d ivers i ty ' s 
potential for creating friction. Like a 
pebble tossed into a pond, such ten-
s ions can r eve rbe ra t e , caus ing 
r e d u c e d produc t iv i ty , i nc reased 
costs, and lower quality of products 
and services. The downside of diver-
sity is itself a p o w e r f u l nega t ive 
incentive that can spur organizations 
to adopt diversity initiatives. 

EEO and affirmative-action poli-
cies are important steps in opening 
the w o r k p l a c e to d ivers i ty . But 
alone, they do not create conditions 
that capitalize on the full potential of 
heterogeneity. EEO and affirmative-
act ion po l ic ies are l imited; the i r 
n a t u r e is basical ly pun i t i ve . To 
respond effectively to the dynamics 
of divers i ty at work , we n e e d 
a n o t h e r impe tus—a m o r e o p e n -
e n d e d a n d pos i t ive o n e . This 
approach, the action-oriented aspect 
of diversity, is known as valuing and 
managing diversity. 

Valuing divers i ty m e a n s b e i n g 
responsive to a wide range of people 
unl ike onesel f . That range covers 
any number of distinctions—includ-
ing race, gender , class, native lan-
guage, national origin, physical abil-
ity, age. sexual orientation, religion, 
professional exper ience , personal 
preferences, and work styles. 

Valuing diversity involves going 
beyond the Golden Rule of treating 
o t h e r s as you wish to be t rea ted 

yourself. It invokes a higher behav-
ior, o n e that is rece iver -cen te red 
rather than self-centered. Sometimes 
called the "platinum rule," valuing 
diversity involves treating others as 
they wish to be treated. 

The implications of this shift in 
perspective are profound. It requires 
setting aside one's own perspectives 
or personal filter to see others for 
who they are. It means recognizing 
that o ther peop le ' s s tandards and 
values are as valid as one's own. 

That may sound simple. But in a 
cul ture that has long been accus-
tomed to be ing re la t ively m o n o -

l i th ic—dominated by white , male 
values—the shift is often difficult and 
painful. Even well-intentioned orga-
nizations and individuals may not 
see the self-centered judgments they 
make about others, simply because 
they have been doing it for so long. 

Managing diversity expands the 
notion of valuing diversity by imple-
menting initiatives at all levels in an 
organization. The goal is to develop an 
environment that works for all employ-
ees. So says a leading spokesperson on 
diversity, R. Roosevelt Thomas, Jr. 

Or, as Cox suggests , it means 
managing in a way that maximizes 
the potential benefits of diversity and 
minimizes the potential disadvantages. 

Transforming cultures 

I
n most organizations, valuing 
and managing diversity requires 
nothing less than cultural trans-
formation. This is a prodigious 
task, for it requires peop le— 

especially those of the dominant cul-
ture—to let go of their assumptions 
about the universal Tightness of their 
own values and customary ways of 
doing things and to become recep-
tive to other cultures. 

Anthropologists have long recog-
nized that cul ture is not sudden ly 

created or easily changed. Defined 
as "a shared design for living," cul-
ture is based on the values and prac-
tices of a society; that is, a group of 
peop le w h o interact together over 
time. People imbibe culture through 
the early process of socialization in 
the family. This process carries over 
to the ways people perceive them-
selves and the world. We all develop 
a world view—a simplified model of 
the world that helps us make sense 
of all we see, hear, and do. 

Values are the standards we use 
to determine if something is right or 
wrong. They are often the unexam-

ined assumptions, never fully articu-
lated, that guide our actions. 

People naturally bring their cul-
tures to the workplace. The domi-
nant culture of most American orga-
nizations reflects the values of the 
American-born, white (Anglo) males 
who established them. Even organi-
zat ions es tab l i shed by w o m e n or 
people of color often display values 
of the dominant culture. 

As our w o r k f o r c e g rows m o r e 
diverse, tensions over cultural issues 
are rising. The values of nontradi-
t ional w o r k e r s o f t e n di f fer f rom 
those of the male- and Anglo-domi-
na ted o rgan i za t i ona l cu l tu res in 
which they work. 

These cul ture c lashes can be a 
significant drain on the energy of the 
people involved, especially minority 
workers, who are more likely to feel 
oppressed by the differences. Work 
relationships and output can suffer 
as peop le struggle through misun-
derstandings. Some strive to repress 
their own values and behaviors in 
order to fit into the organizational 
mold, and they may become angry 
and resentful in the process. Others 
express their anger openly or see-
saw between repression and anger. 
In either case, people, productivity, 
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and the organization suffer. 
T rans fo rming an o rgan iza t ion ' s 

culture into one that welcomes diver-
sity challenges the tendency of most 
p e o p l e to want to s u r r o u n d them-
selves with (hire and promote) oth-
ers like themselves. It calls for a real-
ization that p e o p l e f rom d i f fe ren t 
backgrounds may be just as compe-
tent—although in different ways—as 
those who look, talk, and behave the 
same way. 

It a lso m e a n s let t ing go of "'the 
way we do things here at organiza-
t ion X." Certainty and con t ro l a re 
often institutionalized by rigid rules 

grounds need to acquire and assimi-
late the necessary k n o w l e d g e and 
ways of acting that will permit them 
to enter power circles. 

In e s s e n c e , m a n a g i n g diversi ty 
obliges people and organizations to 
examine and modify their responses 
in order to accommodate each other. 

Organizational obstacles 
ultural d i f fe rences are at 

M the core of the obstacles 
to o p p o r t u n i t y in the 

m j workplace . They may be 
expressed as interpersonal 

c u l t u r e c l a shes , as we h a v e s een 

and by t he t e n d e n c y to rely on 
"proven," usually top-down, control 
methods for doing things. From this 
perspective, creative problem-solving 
and tolerance in al lowing different 
values to guide decision-making may 
seem too risky. The need to be cer-
tain that error does not occur can be 
seen to offset the advantages of mul-
tiple perspectives. 

Managing diversity implies a mea-
sure of uncertainty. Far from relying 
on fixed rules, it requires a relativis-
tic approach. This orientation begins 
with an attempt to understand vary-
ing beliefs and behaviors; it works to 
adapt organizational culture accord-
ingly- In contrast, the traditional ori-
entation assumes that people fit the 
culture, an assumption that was truer 
of the workforce in the past than it is 
today. 

There are no step-by-step rules for 
cultural transformation. Each organi-
zation n e e d s to examine the issue 
within its own context. Nevertheless, 
it s e e m s c lear that two p r o c e s s e s 
need to occur: 
I There needs to be flexibility and 
o p e n - m i n d e d n e s s in the views of 
upper management regarding the char-
acteristics of a good manager or leader. 
I Employees f rom different back-

a b o v e . Or they may be t rans la ted 
into the variety of organizational for-
mal and informal r o a d b l o c k s that 
nontraditional workers encounter on 
the job. 

Some of those practices may work 
well for the dominant culture—or at 
least dominant members of the dom-
inant culture. But they present prob-
lems w h en nontradi t ional workers 
are brought into the fold. In those 
cases, they are often applied in dis-
criminatory ways, reflecting a ten-
dency to circle the wagons around 
o n e ' s "own kind" in the face of a 
perceived threat from outsiders. 

Of course , discrimination in the 
w o r k p l a c e has b e e n o u t l a w e d for 
years. But subtle—and some unsub-
tle—forms remain. Indeed, prejudice 
(biased attitudes) and discrimination 
(biased behaviors) are major obsta-
cles to the advancement of w o m e n 
and people of color. 

Research by Ann M. Morrison and 
o t h e r s s u p p o r t s that o b s e r v a t i o n . 
Surveying managers from 16 corpo-
rations. Morrison and her colleagues 
define prejudice as "equating a dif-
ference with a deficiency," and they 
call it the biggest barrier for nontra-
ditional managers. "Negative stereo-
t y p e s a b o u t b l a c k s , w o m e n , and 

members of other groups shape that 
pe rcep t ion . Pre judice , in its many 
subtle forms, cont inues to pervade 
d e c i s i o n s m a d e in o r g a n i z a t i o n s , 
even in the 1990s." 

Because prejudice and discrimina-
tion are of ten subtle, impediments 
may b e left u n a d d r e s s e d . P e o p l e 
may even believe they are fair and 
just; in today 's climate, express ing 
any other belief—or even admitting 
it to onese l f—is unacceptable . But 
until they are wil l ing to accept in 
o ther peop le values and behaviors 
that are dissimilar f rom their o w n , 
they will con t inue to carry a judg-
mental perspective that can. in spite 
of themselves, be prejudicial. 

Here is where learning, communi-
cation. and d ia logues can be most 
e f f e c t i v e in c h a n g i n g o ld men ta l 
models . Whether in training work-
s h o p s or in d ia logue g roups sanc-
tioned by an organization, increasing 
u n d e r s t a n d i n g and c h a n g i n g atti-
tudes can make a difference. When 
unders tand ing is e x p a n d e d , preju-
dice can be killed and w o r k p l a c e 
relationships enhanced. 

Other major organizational barri-
ers to developing diversity, as docu-
mented in Morr ison 's research (in 
order of importance): 
» poor career planning, resulting in 
the failure to give to many nontradi-
t iona l e m p l o y e e s t he b r e a d t h of 
experience and credentials required 
to compe te for senior-management 
posts 
I a lonely, unsupportive, and even 
hos t i l e w o r k i n g e n v i r o n m e n t fo r 
many nontraditional managers, espe-
cially in upper management 
I a lack of c o r p o r a t e "savvy" or 
political skills on the part of nontra-
d i t iona l m a n a g e r s , w h i c h m a k e s 
them seem awkward and feel vulner-
able 
I t he fact that m a n y p e o p l e a re 
more comfortable dealing with other 
people similar to themselves 
I difficulty in balancing career and 
family needs, especially for women. 

Obstacles to oppor tuni ty can be 
viewed from another analytical per-
s p e c t i v e — n a m e l y in t e rms of t he 
level at which they occur. 

According to Cox, barriers occur 
at three levels—the individual, the 
group, and the organizational. These 
interact with each other to create a 
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climate that thwarts diversity efforts. 
Cox's interactional model demon-

strates the impact of diversity issues 
on individual career outcomes and 
o rgan iza t iona l e f f e c t i v e n e s s . His 
model suggests that individual-level 
factors (personal identity, prejudice, 
stereotyping, and personality type) 
along with intergroup factors (cul-
tural differences, ethnocentrism. and 
in tergroup conflict) and organiza-
tional factors (organizational culture 
and acculturation processes, struc-
tural integration, informal integration, 
ins t i tu t ional bias, and human re-
source systems) all define the diver-
sity climate of an organization. 

Building diversity 

Building diversity in orga-
nizat ions is not s imple. 
Organ i za t i ona l l e a d e r s 
are mov ing th rough an 
uncharted territory. Not 

only are they dealing with issues that 
are new in terms of content, but they 
also need to deve lop new ways of 
th inking about and implement ing 
them. That is the bigger challenge. 

Enumerat ing d imens ions of the 
diversity chal lenges that organiza-
tions face, management consultants 
Jamieson and O'Mara observe that 
managers need to "unlearn practices 
rooted in an old mindset, change the 
way o r g a n i z a t i o n s o p e r a t e , shif t 
organizational culture, revamp poli-
cies, c r ea t e new s t ruc tu res , and 
redesign human resource systems." 
And that is no small task! 

Not surprisingly, it is a multiphase 
p r o c e s s . In h e r b o o k The New 
Leaders, Morrison outlines five major 
s t e p s (and severa l g u i d e l i n e s ) 
involved in the process of putt ing 
diversity into action. 

According to Morrison, the first 
step is to identify the diversity prob-
lems in an o rgan iza t ion . Because 
diversity issues are not static, this is a 
c o n t i n u o u s p roces s , r equ i r ing an 
ongoing effort to re-identify or redis-
cover problem areas. 

A second s tep is s t r eng then ing 
management commitment . Next is 
selecting solutions that fit the organi-
zation's needs and culture, and mak-
ing up a balanced diversity strategy. 

The final s t eps are d e m a n d i n g 
results by establishing meaningful 
numerical goals, revisiting goals to 

ensu re their con t inued re levance , 
and maintaining momentum. 

Lawrence M. Baytos offers a dif-
f e ren t pe r spec t ive . In his art icle, 
"Launching Success fu l Diversi ty 
Initiatives," (HK Magazine, March 
1992) he identifies six steps that are 
needed to initiate successful diversity-
activities. 

Baytos's first step is to establish a 
clear business rationale for the initia-
tives. Impor tan t for any h u m a n 
resources program, this is especially 
critical with respect to diversity initia-
tives, because the culture change that 
they involve is likely to face organi-

zational and personal resistance. 
Other goals include seeking em-

ployee input; converting employee 
input into action steps; setting the 
timing, focus, and breadth of train-
ing; and p r e p a r i n g to sus ta in the 
momentum from the initiatives. 

Obv ious ly , bu i ld ing divers i ty 
r equ i re s ca r e fu l a t t en t ion and a 
methodical approach. Two elements 
are par t icu lar ly impor t an t to the 
building process: 
I leadership commitment 
l diversity strategies. 

Let's look at each element in turn. 

Bringing leaders on board 

Before diversity can be val-
ued and proper ly man-
aged in any organization, 
the organization's leader-
ship must be committed 

to it. At present, we expend enor-
mous resources on interventions for 
m a n a g i n g divers i ty . But in many 
o r g a n i z a t i o n s , t h o s e e f fo r t s a re 
doomed, because the leaders are not 
on board. 

The terms "managers" and "lead-
ers" can create confus ion . We use 
the terms interchangeably in this arti-
cle, but there can be important dif-
ferences. For some insights into the 

distinctions between them and the 
roles they play in diversity efforts, 
see "Managers and Leaders: What's 
the Difference?" on page 27. 

So how d o you mee t the chal -
lenge of obtaining the commitment 
of your organizat ion 's leaders—or 
managers—to diversity? 

Diversi ty spec ia l i s t Kay Iwata 
describes three critical lessons she 
l ea rned f rom he r e x p e r i e n c e in 
implementing and managing diver-
sity change processes. 

First, s h e adv ises , d i s t ingu i sh 
between buy-in and leadership com-
mitment. 

Buy-in is expressed by managers 
w h o are carrying out directives to 
implement diversity, without commit-
ting to making it actually happen . 
They may e s p o u s e the rhetoric of 
diversity ( for instance, by writing 
articles in the company newsletter). 
They may even appoint task forces 
or steering committees to study the 
problem. But they allocate few if any 
resources (money or staff) to it. And 
they tend to expec t o the rs to get 
things done. 

C o m m i t m e n t , in cont ras t , is 
action-oriented. Leaders get person-
ally involved in making things hap-
pen. A leader may personally chair 
an execut ive-ac t ion commit tee to 
facilitate a culture-change process. 
Leaders lead by example, and they 
hold others accountable. 

Iwata's second lesson is to avoid 
proceeding without leadership com-
mitment. Too often organizations roll 
out educat ion and awareness pro-
grams with little, if any, leadership 
commitment ( though there may be 
buy-in). Expectations rise. But frus-
t ra t ion , skep t i c i sm, and dis t rust 
increase as employees see no follow-
through and observe management 
behavior that is contrary to the prin-
ciples of managing diversity. 

W E E X P E N D E N O R M O U S R E S O U R C E S O N 

I N T E R V E N T I O N S F O R M A N A G I N G D I V E R S I T Y . 

M A N Y O F T H O S E E F F O R T S A R E D O O M E D 
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Third , Iwata w a r n s p e o p l e en -
gaged in diversity work that, when 
leadership commitment is lacking, it 
is impor t an t to s top and des ign a 
s t r a t egy to get it. C o m m i t m e n t 
r equ i r e s t ime to deve lop . Leaders 
need to understand exactly what the 
managing-diversity process involves 
in order to make personal commit-
ments to support actions necessary 
for success. 

Iwata admits that her strategy for 
gaining leadersh ip commi tmen t is 
not s t e e p e d in r e sea rch . And s h e 
acknowledges that it does not have a 
long, successful track record. It is a 
s trategy born of f rus t ra t ion over a 
lack of progress with current manag-
ing diversity interventions. A few of 
her clients have agreed to stop play-
ing at "the game." Instead, they have 
agreed to backtrack and to do the 
critical leadership-development work 
required to get the commitment nec-
essary for success. 

The key ing red ien t s a re s imple 
but powerful: honesty, patience, and 
accountability. To implement them, 
Iwata has designed two tactics: 
I the creation of an executive-action 
council 
> one-on-one coaching for key deci-
sion makers. 

The execu t ive-ac t ion counci l is 
made up of of key decision makers, 
w o m e n , and p e o p l e of color . The 
group's overall task is to champion a 
m a n a g i n g - d i v e r s i t y s t ra tegy . T h e 
word "action" is important, because 
these people are to lead by example. 

The second tactic is one -on-one 
coaching for key decision makers. It 
is a critical element in the eventual 
construction of personal leadership-
development plans, which individual 
leaders are to design and execute . 
T h e c o n c e r n is wi th c o m m i t m e n t 
rather than rhetoric—with "walking 
the ta lk" r a t h e r than " ta lk ing the 
talk." 

Creative Associates International, a 
Washington-based international de-
ve lopment firm, a l ready walks the 
talk. Established by minority women. 
CAIT has had from its inception an 
organizational culture that explicitly 
celebrates individual differences. 

Because transformation of culture, 
practices, and policies to we lcome 
diversity is not an issue at CAII, the 
f o c u s is on r e s p o n s i b i l i t y o v e r 

accountability. Flexibility is a watch-
word. and the firm recognizes multi-
ple individual styles. As Pres ident 
Char i to K r u v a n t said in a r e c e n t 
interview, CAII believes that success-
ful organizations of the future will be 
shaped by cultures like its own. 

Most other organizations need to 
work at t ransformat ion . For them, 
accountability is a key component in 

e n s u r i n g the c o m m i t m e n t of l ine 
managers. Some have their line man-
agers devise their own diversity aims 
and specific ways to achieve them. 
Others adopt organization-wide tools 
des igned to ensure accountabil i ty. 
For example, they link performance-
appraisal ratings or annual bonuses 
to the achievement of hiring goals 
and other diversity goals. 

Managers and Leaders: What's the Difference? 
The terms "managers" and "leaders" sometimes create confusion. We use 
the terms interchangeably within these pages, but there are differences 
between them. 

Managers are those charged with the control of tasks and the direction 
of people to carry out tasks. Within their frames of responsibility, man-
agers always have discretionary power—a range of actions they may 
take, but do not have to take. 

It is in the realm of discretionary power that leaders are born. Leaders 
are people in an organization who have the power of position and who 
use their discretionary power to carry out a vision that moves the organi-
zation to meet its goals. 

Because the responsibility for managing diversity falls heavily on man-
agers, it is important to understand how the distinction between manag-
ing and leading operates with respect to diversity issues. 

Leaders are managers who model what is expected so that others can 
follow. They treat people with respect, value die contributions of each 
person, and support and develop their people to be successful and to 
make temporary sacrifices for long-term gains. In a diverse workplace, 
leaders have no fixed recipes for accomplishing those gains. 

Managers (in the specialized sense) avoid the leadership role. They 
become anxious when they face questions that have no easy answers. 
They often squelch innovative ideas through their tendency to fall back 
on traditional practices. 

'We've never done it that way before," they object. "What if everyone 
wanted to do that?" 

As diversity expert Roosevelt Thomas observes, managers can be 
either powerful change agents (in their role as leaders) or the greatest 
barriers to diversity in their organizations. 

They can be change agents, in that they are carriers of the culture as 
wrell as models for the qualities and values necessary to get ahead in the 
culture. They also are expected to lead and anticipate the future. 

On the other hand, many organizations select managers for their abil-
ity to supervise tasks and projects, not for their ability to manage people. 
These directive managers (or "doer managers," as Thomas calls them) 
tend to be a barrier to diversity. They cany the culture of the status quo 
and exert leadership in a narrowly prescribed manner. 

Three factors contribute to the tendency to act as barriers: 
• Directive managers are likely to discourage acceptance of multiple 
perspectives and diverse work styles. Listening and evaluating varying 
points of view takes time and effort that may not seem value-added; it's 
difficult to determine at the outset how diversity helps you deliver ser-
vices or satisfy customers. 
I Directive managers are by definition more interested in tasks than in 
people. They are rewarded for getting the job done, not for dealing with 
people. As a result, they may view people management as a roadblock 
that gets in the way of their real jobs. 
i Directive managers may see employees as tools to control for getting 
work done—not as resources to develop for achieving business objectives. 

Training & Development. October 1994 27 



Another well-known principle for 
securing commitment is management 
participation in the planning process. 
This provides a sense of ownership, 
which sparks commitment to diver-
sity goals. In the planning process, 
c o a c h i n g m a n a g e r s is o f t en an 
important strategy to help them plan 
areas of concen t r a t ion . Managers 
keep their own m o m e n t u m u p by 
identifying areas of the greatest con-
cern or with the greatest impact in 
the organization, and by focusing on 
those areas . Positive results are a 
p o w e r f u l cata lyst for c o n t i n u o u s 
improvement. 

So w h e t h e r a m a n a g e r is he ld 
a c c o u n t a b l e for p r o c e s s e s put in 
place (is being pushed into diversity 
activities), or a leader is pursuing a 
vis ion (is pul l ing o t h e r s toward 
diversity goals), the effect may be 
the same: valuing people and rela-
tionships in organizations. 

Progress is often uneven at best, 
and resistance can be formidable. So 
many leaders engaged in diversity 
work find personal discouragement 
to be a familiar companion. 

Barbara Walker, the first diversity-
manage r and p ionee r of diversi ty 
work at Digital, says that she stays 
charged by keeping connected with 
people she regards as allies. She calls 
these allies "the col leagues in the 
organization who share the vision, 
give me straightforward and honest 
feedback, help me build strategies, 
help me do my own personal devel-
o p m e n t . sign up to help lead the 
work, and celebrate with me our lit-
tle accomplishments." 

Diversity initiatives—one 
swallow or a summer? 

Organizations are under-
taking a b road range 
of diversity initiatives. 
Any activity may pro-
vide a starting point for 

organizations to begin moving closer 
to welcoming multiple perspectives 
and tapping the talents of their peo-
ple. But no single activity, used in 
isolation, is likely to constitute an 
a d e q u a t e s t ra tegy for m a n a g i n g 
divers i ty : O n e s w a l l o w d o e s not 
make a summer, nor does one fine 
day. (Though one swallow may be 
better than none!) 

In contrast, a careful selection of 

initiatives—adapted to organizational 
needs , tied to bus iness aims, and 
u s e d s t ra tegica l ly in an o n g o i n g 
manner—becomes mutually reinforc-
ing. Then, diversity goals are likely 
to be met. 

Diversity strategies need not be 
complex to be successful . Simple, 
informal activities may form an effec-
tive strategy, depending on the orga-
nization. 

Even when the activities are sim-
ple, achieving an effective strategy is 
not. In any organization, the people 
w h o are interested in valuing and 
managing diversity are themselves 

diverse. They are likely to have vary-
ing in teres ts and motives as they 
des ign a strategy. All are seek ing 
responses that value diversity, but all 
may be basing their decisions on dif-
ferent assumptions. 

Some diversity activities are initi-
ated not in support of the goals of 
valuing and managing diversity, but 
as part of an effort to comply with 
affirmative-action requirements. For 
example, a diversity statement by top 
management may be a response to a 
m a n d a t e to devise and d i s t r ibu te 
throughout the organization a written 
equal-employment-opportunity state-
ment. 

Training programs for diversity 
may also be v iewed as part of an 
o r g a n i z a t i o n ' s a f f i rma t ive -ac t ion 
efforts. The Hudson Institute study, 
Opportunity 2000, surveys a range of 
diversity initiatives. It casts training 
programs in the framework of "cre-
ative affirmative-action goals." 

To be effective, a diversity strat-
egy—tha t is, a s t ra tegy a imed at 
valuing and managing diversity, not 
merely at meeting affirmative-action 
requirements—should not be fixed. 
The mix of activities will probably 
need to change over time, as organi-
zational requirements change. This 

means that the activities and organi-
zational needs must be monitored 
and remonitored to ensure a good 
match on a sustained basis. 

The Conference Board developed 
an inventory of diversity initiatives, 
grouped in several topic areas, based 
on its survey of leading corporations 
in 1992. We'll look at them on a cat-
egory-bv-category basis. But keep in 
mind that some activities within and 
across topic areas overlap and could 
readily fit into several areas. The 
topic areas: 
I communications activities 
i education and training classes 

I employee-involvement initiatives 
I career deve lopment and career-
planning activities 
I pe r fo rmance and accountabili ty 
initiatives 
l culture-change initiatives. 

Some examples of the possible 
kinds of communicat ions activities 
for diversity include senior-manage-
ment communications on diversity, 
diversity vision and mission state-
ments, a diversity policy published in 
the employee handbook and dissem-
inated elsewhere as well, and articles 
in organizational newsletters. 

Diversity communica t ions are a 
beginning. But effectively valuing and 
manag ing diversi ty is an act ion 
agenda . Rhetoric alone, no matter 
how well- intentioned, may be less 
than a nod in the right d i rec t ion. 
Communications indicate a concern 
for diversity on the part of manage-
ment. But unless management backs 
them with actions, communications 
can create unfulfil led expectat ions 
that generate frustration and backlash. 

Another area of activities is educa-
tion and t ra in ing c lasses . T h e s e 
include skills and awareness training 
for m a n a g e m e n t and e m p l o y e e s , 
sexual-harassment training, orienta-
tion for the board of trustees, and 
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mainstreaming diversity training into 
other training programs. 

Widespread training programs are 
a good way to raise awareness and 
impart diversi ty-management skills. 
But o r g a n i z a t i o n s c a n n o t sus t a in 
long-term improvement unless they 
also change their policies and prac-
tices to support diversity. 

Dive r s i ty - re la t ed e m p l o y e e - i n -
volvement initiatives are another key 
category. They include task forces, 
focus g r o u p s , ne twork ing g roups , 
diversity councils, and corporate and 
business-unit advisory committees. 

Career deve lopment and career-

behaviors that reinforce diversity. 
A final area of diversity activities 

is that of culture-change initiatives. 
As we have seen, managing diver-

sity requires cultural transformation in 
organiza t ions that have tradit ional 
Anglo cul tures . Tools for ef fect ing 
such change include internal diagnos-
tic studies, benchmarking programs 
against other companies , corporate 
diversity strategies, total-quality strate-
gies that integrate diversity principles, 
an emphasis on line ownership, and 
pol ic ies and bene f i t s that suppo r t 
diverse needs. 

The growing momentum created 

planning activities related to diversity 
are important if diversity is to be val-
ued and properly managed within an 
organizat ion. Poor career-planning 
oppor tuni t ies are among the major 
obstacles that prevent minority and 
w o m e n e m p l o y e e s f r o m g e t t i n g 
ahead in many organizations. 

Such activities include mentoring 
programs, including multitrack men-
toring; career pathing; developmen-
tal p r o g r a m s fo r n o n t r a d i t i o n a l 
e m p l o y e e s ; educa t i ona l p r o g r a m s 
rang ing f rom execu t ive MBA pro-
grams to remedia l educa t ion ; and 
English-as-a-second-language classes. 

Pe r fo rmance and accountabi l i ty 
initiatives are especially important . 
Specific tools establishing account-
ability and rewards for performance 
p r o v i d e m a n a g e r s wi th c o n c r e t e 
incent ives to implement p rograms 
and maintain m o m e n t u m . Without 
such incentives, many diversity goals 
are likely to remain unmet. 

Among performance and account-
abi l i ty in i t i a t ives a re d e v e l o p i n g 
quantitative and qualitative diversity-
performance measures, linking diver-
sity performance to other corporate 
objectives, evaluating managers' and 
e m p l o y e e s ' p e r f o r m a n c e aga ins t 
diversity measures , and reward ing 

by the use of diversity initiatives in 
other topic areas also contributes to 
cult u ra 1 tra nsforma tion. 

Revising policies and benefits so 
that they suppo r t d iverse needs is 
crucial. The range of possibilities is 
broad. Opportunity 2000 examines 
many of the areas of change in terms 
of what specif ic o rgan iza t ions are 
doing to implement them. 

Among the possibilities is chang-
ing recruit ing pol ic ies to focus on 
recruiting women , people of color, 
older workers, and people with dis-
abilities. Recruitment policies can be 
b r o a d e n e d to i n c l u d e r e c r u i t i n g 
women into traditionally male occu-
pations and recruiting returning and 
second-career women . Other areas 
in which policies and benefi ts may 
be changed to support diversity: 
I flexible work schedules, part-time 
scheduling, and flexible vacation and 
sick-leave policies 
I child and elder care 
I pay equity for all workers 
I benef i t s for par tners of gay and 
lesbian workers 
l e m p l o y m e n t o p p o r t u n i t i e s for 
older workers that are more attractive 
to them than retirement would be. 

Accommodations for people with 
physical and mental disabilities are 

no longer opt ional . They are man-
dated by law. 

From that menu of activities, orga-
nizat ions are a d o p t i n g those most 
suited to their needs. They are also 
developing additional ones. The pro-
cess involves trial and error, as man-
agers work to identify components 
of an appropr ia te diversity strategy 
and to implement them. 

Many organiza t ions a re seek ing 
help in developing diversity strate-
gies. Others are moving ahead full-
throttle. Among the many organiza-
tions that have deve loped diversity 
s t r a t e g i e s a re Motoro la , H u g h e s 
Aircraft, and Northern States Power 
Company. 

At NSPC ( w h i c h is l oca t ed in 
Minnesota—not exactly the demo-
graphic mix of Los Angeles or New 
York), the diversity issue is cal led 
"Capitalizing on Diversity." The com-
pany has six stated goals, with multi-
ple action strategies for each goal. 

NSPC's d ivers i ty goa l s i n c l u d e 
communicating shared values, creat-
ing a culture that supports diversity, 
l inking diversity to every business 
s t r a t egy , i n v e s t i n g in t ra in ing s o 
diversity flourishes, delivering diver-
s i ty-focused communi ty programs, 
and linking diversity to rewards. 

Ful l - f ledged diversity p rograms 
like the one at NSPC are often desir-
ab le and effect ive. But even small 
b u s i n e s s e s can a d o p t s t r a t eg ie s . 
Stacia Cooper of Cambridge Savings 
Bank suggests several simple initia-
tives that organizations and individu-
als can use to c rea te an inclusive 
environment, regardless of the level 
of formal programming. 

C a m b r i d g e ' s p r o g r a m , ca l led 
Managing for Inclusion, is divided 
into three parts: managing assump-
tions, managing language, and man-
aging policy. Individual employees at 
any company can undertake the first 
t w o a r ea s . An o r g a n i z a t i o n c a n 
implement all three, in any sequence 
its culture will tolerate. 

Training for diversity 

As we have seen, organi-
zations are using a broad 
r a n g e of in i t ia t ives in 
their efforts to value and 
manage diversity. One of 

the most widely used activit ies is 
diversity training. 
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Awareness-Based Diversity-Training Model 

M O R E EFFECTIVE 

MULTICULTURAL INTERACTION 

• IMPROVED EMPLOYEE MORALE 

•GREATER PRODUCTIVITY 

• INCREASED CREATIVITY 

IMPROVED 

ORGANIZATIONAL COMPETITIVE 

POSITION 

INCREASE KNOWLEDGE, 

AWARENESS, AND SENSITIVITY 

FOSTER APPROPRIATE ATTITUDES 

AND ASSUMPTIONS 
ELIMINATE STEREOTYPING 

INFORMATIONAL DIVERSITY-

TRAINLNG PROGRAMS 

W o r k s h o p s a r e a g o o d way to 
enable organizations to begin raising 
a w a r e n e s s a b o u t diversi ty issues . 
Through in-house trainers as well as 
outside diversity experts contracted 
to present workshops and seminars, 
managers and employees are becom-
ing more sensitive to diversity in the 
workplace and are learning skills to 
deal with it. 

Indeed, many people have g o n e 
through several different diversity-
training sessions. 

T w o pr imary d ivers i ty - t ra in ing 
approaches are being used by vari-
ous organizations: awareness-based 
training and skill-based training. The 
two approaches are interrelated and 
can reinforce each other, but there 
are differences: 
> Awareness training aims at height-
ening awareness of diversity issues 
and revealing workers ' unexamined 
a s s u m p t i o n s and t e n d e n c i e s to 
stereotype. 
I Skill-based training represents a 
progression in intent. It goes beyond 
consciousness-raising, to an effort at 
providing workers with a set of skills 
to enab l e them to deal effect ively 
with workp l ace divers i ty—be it in 
the role of manage r or the role of 
employee. 

Awareness-based diversity training. 
When people from diverse cultures 
in t e rac t , they t end to r e s p o n d 
according to their cultural condition-
ing about acceptable behavior. Such 
responses are reflexive and are usu-
ally based on the assumption of the 
universality of one's own belief sys-
tem. 

Culturally based "thought process-
ing" c a u s e s p e o p l e to j udge the 
behav io r of t h o s e w h o are ac t ing 
from different cultural contexts. Of 
course, they make those judgments 
based on their own standards. 

People may experience discomfort 
and even anxiety in interactions with 
people who are operating from dif-
fe ren t con tex t s . To al leviate their 
own discomfort, they may uninten-
tionally oversimplify (stereotype) and 
even d e h u m a n i z e the i r images of 
o t h e r p e o p l e . They d i rec t the i r 
b e h a v i o r at images , not at ac tua l 
people. The result of such responses 
is m i s u n d e r s t a n d i n g s , which in a 
w o r k p l a c e s e t t i ng can s e r i o u s l y 
u n d e r m i n e p e r f o r m a n c e , impa i r 
employee and customer relations, or 
create safety risks. 

A w a r e n e s s - b a s e d t r a in ing is 
d e s i g n e d to i n c r e a s e e m p l o y e e 
knowledge, awareness, and sensitiv-

ity to diversity issues. It is the start-
ing po in t for the d e v e l o p m e n t of 
diversity programs. The immediate 
objectives: 
I to p r o v i d e i n f o r m a t i o n a b o u t 
diversity 
I to heighten awareness and sensi-
tivity t h r o u g h u n c o v e r i n g h idden 
assumptions and biases 
I to assess attitudes and values 
l to correct myths and stereotypes 
» to fos t e r ind iv idua l a n d g r o u p 
sharing. 

Figure 1, above, depicts an aware-
ness-based training model. 

A w a r e n e s s - b a s e d t ra in ing pro-
motes effective intercultural commu-
nica t ion . In d o i n g so, it works to 
a c h i e v e its l o n g e r - r a n g e goa l s of 
improving morale, productivity, and 
creativity, thereby contributing to the 
organization's competitive position. 

Awareness-based training focuses 
mainly on the cognitive features of 
diversity training. It provides infor-
mation about diversity, ranging from 
anecdotes to statistical presentations 
that illustrate the business necessity 
for diversity training. 

P r o g r a m s d i f f e r in e m p h a s e s . 
Some focus on heightening aware-
ness by providing substantive infor-
mation about the cultures of the vari-
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FIGURE 2 
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Skill-Based Diversity-Training Model 
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ous identity groups in the U.S. work-
place. 

Others are process-oriented, aim-
ing at u n c o v e r i n g p a r t i c i p a n t s ' 
u n c o n s c i o u s cul tural a s s u m p t i o n s 
and biases. A standard feature of this 
type of training is experiential exer-
cises aimed at he lping part icipants 
get more in touch with themselves 
and their fee l ings abou t diversi ty. 
Exercises encourage trainees to view 
others as individuals rather than as 
representatives of a group, and thus 
to avoid stereotyping. 

I m p o r t a n t as t h o s e goa l s a re , 
awareness-based training is not with-
out its de t rac to r s . Beverly G e b e r , 
associate editor of Training, notes 
s o m e of the cr i t ic isms in her July 
1990 article, "Managing Diversity." 
For behaviorists, she says, awareness 
training is "far too squishy, psycho-
logical, and immeasurable." 

Further, awareness-based training 
is open to criticism for its limitations. 
It seeks to heighten awareness, but it 
does not provide skills to enable par-
ticipants to act more effectively. 

G e b e r says s o m e o rgan i za t i ons 
assume "managers will emerge from 
those [awareness training! sessions 
thunderstruck—amazed by the reve-
lat ion that they migh t b e m a k i n g 

unconscious, erroneous assumptions 
about people" and hop ing that the 
revelation will be a first step toward 
c h a n g i n g a t t i tudes . But many are 
finding that—without skills training 
in how to deal with cultural differ-
ences—people may be at a loss as to 
what to do with their new under -
standing. 
Skill-based diversity training. While 
awareness-based training is primarily 
cognitive, skill-based training is pri-
mari ly b e h a v i o r a l . The two ap -
p r o a c h e s a re c losely in te r re la ted , 
b e c a u s e t he la t te r is b a s e d on 
increased self-awareness of diversity-
related issues. 

Skill based training provides tools 
to promote effective interaction in a 
he te rogeneous work setting. It has 
three important objectives: 
I building new diversity-interaction 
skills 
ft reinforcing existing skills 
ft inventorying skill-building method-
ologies. 

As with awareness training, skill-
based training has long-range, orga-
nization-wide goals. These include 
improving morale, productivity, and 
creativity through effective intercul-
tural c o m m u n i c a t i o n — a n d c o n s e -
quently helping to increase an orga-

nization's compet i t ive edge. These 
re la t ionships are illustrated in o u r 
skill-based training model, shown in 
figure 2. 

Skil l -based t ra ining is still rela-
tively new, and authorities differ as 
to the specific skill mix required for 
effective management of diversity. In 
"Skills for Managing Mult icultural 
Teams," (Cultural Diversity at Work. 
volume 4, 1992), diversity consultant 
Beverly A. Battaglia cites four diver-
sity skills that are critical for creating 
a collaborative environment: 
ft cross-cultural understanding 
ft intercultural communication 
ft facilitation skills 
ft flexibility or adaptability. 

Cross-cultural unders tanding en-
c o m p a s s e s k n o w l e d g e abou t h o w 
and why cul tural ly d i f fe ren t team 
members act the way they do. and 
respect for differing cultural operat-
ing styles. 

Intercultural communication is the 
ability to eliminate communicat ion 
barriers such as insufficient exchange 
of information, semantic difficulties, 
receivers w h o hear only what they 
want to hear, different perceptions 
among senders and receivers, non-
verbal cues that are ignored or mis-
interpreted, and a lack of language 

Training & Development. October 1994 31 



fluency. Effectiveness at intercultural 
communication is a skill that requires 
pa t ience , awareness , and constant 
checking of the interaction process 
to detect barriers. 

Faci l i ta t ion skills deal with the 
ability to media te d i f f e r ences and 
help others negotiate misunderstand-
ings. The growing use of teamwork 
and the accompanying he igh tened 
potential for conflict and misunder-
s t a n d i n g m a k e s fac i l i ta t ion ski l ls 
increasingly important. 

Flexibility, or adaptability, is the 
ability to modi fy expec ta t ions , re-
adjust operating norms, try new ap-
proaches, and be patient. Employees 
need to learn to adapt to their work 
environment while maintaining their 
individuality. 

A sk i l l -based d ivers i ty - t ra in ing 
program involves a specific range of 
ski l ls . In "The New W o r k f o r c e , " 

( Healthcare Forum Journal. January/ 
February 1992), James B. Williams 
lists such skills areas: 
ft self-awareness—the ability to rec-
ognize the assumptions one has har-
bored about those w h o are "differ-
ent" 
ft c lear h e a d e d n e s s — a re fusa l to 
rely on s te reo types , instead using 
valid individual character and skills 
a s s e s s m e n t s w h e n a l l oca t i ng job 
a s s i g n m e n t s and p r o m o t i o n s or 
when rendering other key decisions 
ft o p e n n e s s — a read iness to share 
k n o w l e d g e of the "rules of the 
game" with "outsiders," and to pro-
vide t h e m with access to m e n t o r s 
who can help them penetrate invisi-
b le b a r r i e r s and m o v e u p in the 
organization 
ft candor—the ability to engage in 
constructive dia logue about differ-
ences, whether they are individual. 

e thnic , cul tural , o r organiza t iona l 
o n e s (a cha l l eng ing task, because 
many o rgan iza t iona l po l ic ies a n d 
practices are des igned to minimize 
differences, though peop le should 
not be treated as identical) 
ft adaptabi l i ty—the wil l ingness to 
change old rules that discourage or 
thwart the full realization of the ben-
efits of diversity to the organization 
ft egali tarianism—the commitment 
to e n c o u r a g e e m p l o y e e s to g row 
professionally and to participate fully 
in the success of the organization. 

Regardless of the specific skill mix, 
many believe that diversity training 
needs to m o v e b e y o n d conscious-
ness-raising to provide workers with 
the tools to build more effective inter-
action among diverse individuals. 
More on diversity training. The bene-
fits of diversity training have been 
amply and repeatedly demonstrated. 

Diversity in Theory: Changing Paradigms 
Part of the challenge of managing diversity lies in the 
fact that it is a new field of endeavor. Its meaning and 
parameters are still being defined, and there is only a 
relatively small, though growing, body of experience 
for organizational leaders to consult for precedents. 

In the last few years, many books have been pub-
lished that seek to define the issues and provide practi-
cal approaches. But the new paradigm is still evolving 
in its definitions and strategies. It can mean anything— 
from simply valuing differences in people, to die politi-
cally acceptable, multicultural integration of people. 

No matter how it is defined, diversity is one of the 
b u z z w o r d s (a long with qual i ty) for organiza t iona l 
issues that need to be addressed in the 1990s. 
Organizational change. Management consultants w h o 
have published on this topic—including Taylor Cox, 
Roosevelt Thomas, David Jamieson and Julie O'Mara, 
Marilyn Loden and J u d i t h B. Rosene r , Ann M. 
Morrison, and John Fernandez—emphasize the need 
for changing organizational culture rather than trying 
to change people to fit the culture. 

For the most part, they offer steps similar to those 
found in organizational change models: 
ft defining current reality 
ft creating a vision of the desired future state 
ft from the disparity between the real and the ideal, 
creating systems to bring an organization closer to its 
goal. 
A new c o r p o r a t e m indse t . In Managing Workforce 
2000. Jamieson and O'Mara define "portraits of diver-
sity" from six perspectives: age, gender, ethnicity, edu-
cation, disabilities, and values. These two professionals 
were among the first to provide practical management 
strategies for responding more flexibly to heterogene-
ity. They identify four strategies: matching people and 

jobs, managing and rewarding performance, informing 
and involving people, and supporting lifestyle and life 
needs. 

Designating their approach "flex-management," they 
assert that by changing an organization's policies and 
systems, you can also change organizational values. 
The new values are a new corporate mindset based on 
"individualizing, providing choices, seeing people as 
assets, valuing differences, encouraging greater self-
management, and creating flexibility." 
Capitalizing on differences. Another definitive work of 
the early 1990s was Workforce America! by Marilyn 
Loden and Judith Rosener. 

This book emphasizes creating organizations that 
"capitalize on differences" as a way to tap into the 
potential cont r ibut ions of individuals from diverse 
backgrounds. Managing diversity, on the other hand, is 
a way to recognize the need for respecting an individ-
ual's culture while valuing performance. 

Loden and R o s e n e r ' s b o o k , l ike J a m i e s o n and 
O'Mara's, is now a classic. Both sets of authors pro-
pose sensible management strategies with an apprecia-
tion for the mix of culture and values in organizations 
today. 
Multicultural management . An appealing response to 
supervising people from different cultures is to have 
managers study those cultures and adjust their man-
agement practices accordingly. This is what Sondra 
Thiederman r ecommends in Profiting in America's 
Multicultural Marketplace. 

The drawback to Thiederman's approach is that effec-
tive multicultural management would require studying 
each culture and then implementing appropriate adapta-
tions. But the mix of cultures is always increasing, and 
such adjustments can take a lot of time and money. So 
Thiederman's approach—whi le necessary for global 
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As trainers and organizat ions com-
pi le a record of e x p e r i e n c e , they 
gain new insights into what is effec-
tive and what is not. 

Na tura l ly , m i s t a k e s h a v e b e e n 
m a d e a l o n g the w a y . Some ear ly 
training efforts conveyed the impres-
sion that white males were oppres-
sors w h o s tood o u t s i d e of and in 
opposit ion to the diversity process. 
People are learning now that diver-
s i ty - t r a in ing p r o g r a m s a re m o r e 
effective when they are inclusive and 
when they focus primarily on inter-
acting in the present rather than on 
making accusations about injustices 
of the past. 

Diversity exper ts H.B. Karp and 
Nancy Sutton maintain that diversity-
training should be more pragmatic 
and less attitude-driven. They think 
the training needs to create an envi-
ronment in which all participants feel 

f r ee to e x p r e s s the i r a t t i tudes ; in 
which the trainer is sensitive to the 
v i e w s of t he t r a i n e e s ( i n c l u d i n g 
groups of white, male managers and 
employees); and in which the focus 
is on p resen t reali t ies ra ther than 
past injustices. 

This sh i f t m a k e s s e n s e f rom a 
practical s tandpoint , as well. White 
m e n a r e a m a j o r s e g m e n t of the 
workforce , and they are still over-
whe lming ly the p o w e r ho lde r s in 
most large organizat ions . Training 
p rograms that cast them as adver-
sar ies a l i ena te a large part of the 
workforce and can undercut efforts 
to obtain white men's commitment 
to diversity strategies, as leaders. 

Several additional considerations 
have become clear. First, training is 
unlikely to be effective when compa-
nies approach it as a one-time inter-
vention. Like other diversity activi-

ties, it needs to be used on a sus-
tained basis. In other words, compa-
nies shou ld p rov ide t ra ining p ro -
grams at appropriate intervals. 

Also, organizations need follow-
up activities, to evaluate training pro-
grams. This means more than just 
asking participants to provide written 
or verbal evaluations about the qual-
ity of t ra in ing . It m e a n s dev i s ing 
tools to monitor changes in behav-
iors that result from training. 

Taking the pulse 

Organizational responses 
to diversity are as var-
ied as t he o r g a n i z a -
t ions t h e m s e l v e s . In 
genera l , more peop le 

appreciate the importance of diver-
sity in i t ia t ives . At the s a m e t ime, 
many others continue to be skeptical 
about diversity 's benefi ts . In some 

operations—is unrealistic in most U.S. settings, in view 
of the many demands on today's managers. 
Three p a r a d i g m s . What w a s miss ing f r o m ear l i e r 
approaches to diversity was a clear focus on under-
standing and changing the organizational culture to 
support the strategies. 

Along c a m e Rooseve l t T h o m a s ' s c o n t r i b u t i o n , 
Beyond Race and Gender. In this b o o k , T h o m a s 
focuses on describing the substantial problems organi-
zations face in trying to change—as opposed to cre-
ate—a corporate culture to support diversity. Thomas 
provides a helpful chart that contrasts differences in 
goals, motives, benefits, and challenges among three 
paradigms that define approaches to difference on the 
job. The paradigms (in the order in which they were 
developed): 
I affirmative action 
I valuing differences 
I managing diversity. 

Thomas maintains that today's organizations tend to 
respond to the paradigms according to how they per-
ceive the issues, how willing they are to address them, 
and what resources they have available to commit to 
change. 

T h e ea r l i e s t p a r a d i g m w a s e q u a l - e m p l o y m e n t 
opportunity (EEO) and affirmative action. These pro-
grams make up a "right the wrongs" approach. They 
essentially deny differences by promoting assimilation 
into the dominant culture of a workplace. 

EEO and affirmative action recognize that specific 
groups in an organization have been systematically dis-
advantaged by the dominant culture. These programs 
focus on women and the four major racial and ethnic 
minority groups—African Americans, Hispanics, Asian 
Americans, and native Americans. Programs and efforts 
to reduce prejudice and overcome barriers center on 

creat ing u p w a r d mobil i ty wi thin o rgan iza t ions for 
members of those groups. 

From the normat ive pos i t ion of t he aff i rmative-
action and EEO approach, to acknowledge differences 
means to risk making judgments of right and wrong, 
superiority and inferiority, or normality and oddity. 

The second paradigm Thomas describes is valuing 
differences. This means respecting people for their dif-
ferences. Such an approach encourages us to be con-
scious of and responsive to a wide range of people 
w h o are d i f f e r en t f rom ou r se lve s . It p l ace s m o r e 
emphasis on interpersonal relations, and less on sys-
tems and culture. 

Thomas defines the third and newest paradigm in 
this way: "Managing diversity is a comprehensive man-
agerial process for developing an envi ronment that 
works for all employees." 

Managing diversity operates in an environment in 
which diversity is viewed "not as an us/ them kind of 
problem to be solved, but as a resource to be man-
aged . " T h o m a s d e s c r i b e s m a n a g i n g diversi ty as a 
p rocess that taps the potent ia l of all e m p l o y e e s — 
including white males. 

Thomas's view of managing diversity is not about 
helping people assimilate into already-existing organi-
zational cultures. He says that acceptance, tolerance, 
and an understanding of differences are not enough, 
by themselves, to create an empowered workforce. In 
addition to those elements, Thomas says, we need to 
manage that diversity. 

This approach maintains that supplementary efforts 
to change people do not get at the real need. The real 
need is to change the system by modifying the core 
culture. According to Thomas, such change requires 
time, in-depth analysis, effort, knowledge, and a clear 
understanding of the implications. 
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organizations, unsuccessful initiatives 
have soured opinion. In others, resis-
tance to diversity has prevented ini-
tiatives that suppor t diversity from 
being implemented in the first place. 
Growing acceptance. The ubiquity of 
diversity material in management lit-
erature and the popularity of diver-
sity seminars, workshops, and con-
ferences across the country indicate 
just h o w top ica l the i s sue has 
b e c o m e a m o n g h u m a n r e s o u r c e 
practitioners. What's more, a growing 
number of top-level corporate execu-
tives are recognizing its significance. 

In fall 1991, the American Society 
for Training and Development con-
d u c t e d a na t i ona l su rvey of HRD 
executives in Fortune 1000 compa-
nies. regarding diversity issues. Of 
the surveyed executives, 213 (48 per-
cent) responded. Respondents repre-
sented 10 industry groups, including 
manufac tu r ing , f inancia l services , 
e lec t ronics , retail, agr icul ture and 
food products , chemical and allied 
products, consumer products, energy 
p r o d u c t s , c o m m u n i c a t i o n s , and 
divers ified services. 

When asked to assess their com-
panies' levels of attention to diversity 
issues, 73 pe rcen t of r e s p o n d e n t s 
indicated that the issues were receiv-
ing attention, ranging from high pri-
ority (11 percent) to moderate atten-
tion (29 percent) and "just beginning 
to look" (33 percent.) This response, 
especially the sizable number initially 
focusing on diversity in a recession 
year, suggests that senior managers 
see a connect ion between the bot-
tom line and diversity. 

See figure 3 for a b reakdown of 
the responses. 

An abundance of o ther research 
s u p p o r t s the f i n d i n g s of ASTD's 
study. 

In a 1991 survey. Towers Perrin 
f o u n d a g r o w i n g c o n c e r n for t he 
diversity issues originally raised in 
the landmark Hudson Institute study, 
Workforce 2000. 

More than half (55 percent) of the 
corporate respondents to the Towers 
Perrin survey said that management 
support for programs aimed at man-
aging the changing workforce had 
increased over the past two years. 

Forty-one percent said the level of 
management support was the same 
as it h a d b e e n two yea r s ear l ie r . 
On ly 4 p e r c e n t sa id s u p p o r t had 
declined over the two-year period. 

A full 91 percent of the Towers 
Perrin respondents agreed that their 
senior managers believe that people 
are the "make-or -b reak co rpo ra t e 
resource of the 1990s." 

Moreover , 61 pe rcen t acknowl -
edged that workforce programs were 
implemented in large part because 
sen io r m a n a g e m e n t be l ieved that 
such programs would enhance the 
organization's competitive position. 
P h r a s e d a n o t h e r way . t he survey-
found that the most important factor 
contr ibut ing to increased manage-
ment support for workforce-related 
p rograms was greater senior-man-
agemen t a w a r e n e s s of the signifi-
cance of such programs. 

Other factors influencing decisions 
to suppo r t workforce- re la ted pro-
grams include the need to attract and 
retain a skilled workforce, the effects 
of workforce trends on the compa-
nies, similar actions being taken by 
e a c h o r g a n i z a t i o n ' s c o m p e t i t o r s , 
e m p l o y e e demands , retention and 
turnover problems, and government 
mandates or social pressure. 

See f i g u r e 4 on p a g e 35 for a 
comparison of those factors. 

Similarly, a survey by the Con-
ference Board found that top man-
a g e m e n t mos t c o m m o n l y v i ews 
diversity as a competi t ive oppor tu-
nity. According to a 1992 survey of 
131 leading organizations in human 
r e s o u r c e p rac t ices , 42 pe rcen t of 
e x e c u t i v e s s u r v e y e d a g r e e that 
"learning to capitalize on diversity 
will increase productivity and com-
petitiveness." 

Other views described diversity in 
the following ways: 
• part of good management (24 per-
cent) 
l a major challenge (22 percent) 
I an affirmative-action issue (8 per-
cent) 
ft an issue with no serious impact (4 
percent). 

The numbers show thai diversity 
initiatives have ga ined legitimacy, 
and that many executives see a con-
nection be tween diversity manage-
ment and the bottom line. What the 
numbers do not reflect is the level of 
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commitment to change. 
Some diversity activities are more 

widely used than others. A survey on 
the subject was conduc ted in 1993 
by the Society for Human Resource 
M a n a g e m e n t a n d t h e C o m m e r c e 
Clear ing House . The s tudy f o u n d 
that the most p reva len t divers i ty-
related activities among responding 
organizations were policies against 
sexual harassment (93 percent) and 
the provision of physical access for 
employees with disabilities (76 per-
cent)—two activities linked to legal 
concerns. 

Other common activities that sup-
por t d ive r s i ty a re f l ex ib l e w o r k 
s c h e d u l e s ( a lmos t 66 p e r c e n t ) , 
greater flexibility in days off for reli-
gious holidays (almost 5<S percent), 
and parental-leave policies (nearly 57 
percent). 

Divers i ty t r a in ing w a s not in-
cluded in the SHRM/CCH ranking of 
po l i c i e s a n d p r o g r a m s . But it is 
widely used as an element in many 
diversity strategies. Almost two-thirds 
of the 406 companies participating in 
a Harris survey in 1991 indicated that 

they conduc t diversity training for 
managers. And almost 40 percent con-
duct such training for all employees. 

What's more, most organizations 
in the Harris survey indicated that 
they have future plans to train man-
agers (80 p e r c e n t ) or their en t i re 
workforces (65 percent). 

The s a m e survey f o u n d that 50 
percent of organizations used a com-
municat ions s ta tement from senior 
m a n a g e m e n t a b o u t d ivers i ty ; an 
additional 16 percent intend to do so 
in the future. Twenty-eight percent 
have mentoring programs for women 
and minorities; many more intend to 
put such programs in place. Those 
who use diversity task forces totaled 
31 percent, with another 22 percent 
i n t e n d i n g to e s t ab l i sh such task 
forces. 

It appears that few organizations 
use tools to measure diversity perfor-
mance or to link such performance 
with individual accountabili ty. The 
SHRM/CCH survey found that only 
30 percent of its r e sponden t s w h o 
conduct diversity training go on to 
measure resulting behavior at work. 

iiilii 
Fewer than 20 percent reward man-
agers for increasing the diversity of 
their work groups. 
And some resistance. Clearly, accep-
tance of a diversi ty agenda in the 
workplace is growing. But the story 
of its progress is not simply that of a 
snowball effect, picking up adher-
ents as it rolls along. 

In some organizations, resistance 
to diversity initiatives is formidable. 
One way this is visible is through the 
absence of any diversity programs 
and pol ic ies in those workp laces . 
Ano the r ind ica tor is f o u n d in the 
ways those organizations formulate 
questions about diversity. 

Ellen J. Solomon, an organization 
consultant, notes that valid questions 
that are typically raised to explore 
diversity initiatives are somet imes 
reformulated to resist it. A few exam-
ples: 
ft "What is the b u s i n e s s case f o r 
diversity?" may be expressed as pro-
crast ination—"We need more (and 
more and more) data." 
ft The open-ended question, "Why 
are we doing this work now?" can 
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become the negative judgment, "This 
just isn't practical when we have so 
many competing business and finan-
cial priorities." 
I "What does a managing-diversity 
effort involve?" may be rephrased to 
inc lude its o w n answer—"Doesn ' t 
managing diversity just mean diver-
sity of thought and perspective?" 

Discrimination underlies some of 
the backlash. We cannot separate the 
w o r k p l a c e f r o m U.S. soc ie ty as a 
whole. Resistance to some diversity 
initiatives in the work environment 
parallels the racism and sexism that 
taint many areas of our national life. 
Solomon maintains that a failure to 
recognize resistance to diversity ini-

tiatives "prevents the organizat ion 
from address ing discrimination on 
other levels as well." 

But discrimination is not the only 
factor involved in resistance to diver-
sity. Fear and past experiences with 
ineffective diversity programs also 
play a part. To understand these fac-
tors, we need to de te rmine w h o is 
being resistant. 

Change is seldom easy for individ-
uals or organizations. And diversity 
initiatives spell change, for they chal-
lenge entrenched practices. Diversity 
specialist Judith Katz points out that 
resistance is part of the process of 
change. 

Change moves us out of our com-

fort zone, Katz says. "We knew how 
to interact and be successful in the 
old culture. But it is very scary when 
the rules change. At the same time 
that we say we want change, we will 
also resist." 

Among those (but by no means 
the only ones) w h o resist diversity 
activities are some white males. Part 
of the reason for this is a perception 
that wh i t e m e n not on ly a re 
e x c l u d e d f rom diversity concerns , 
but actually are the cause of the con-
cerns. Theirs is the dominant culture 
in most organizations. Because white 
men are typically the power holders, 
t he n o n t r a d i t i o n a l w o r k e r s in an 
o rgan iza t i on—namely , eve rybody 

Out of Isolation: Diversity Connections 
Valuing and managing diversity are not isolated from 
other business practices. In fact, diversity efforts can 
complement other kinds of initiatives that are wide-
spread in organizations today. 

H u m a n r e s o u r c e e x p e r t s J o h n F e r n a n d e z and 
El izabeth Shaw po in t to c ruc i a l—and o f t en over-
looked—connect ions be tween diversity and each of 
four other business approaches that have become pop-
ular in many organizations: 
I total-quality management 
> team building 
• reengineering 
I empowerment. 
Total-quality management. Fernandez and Shaw point 
out the linkages between diversity efforts and TQM ini-
tiatives. "Well-managed diversity leads to high-perfor-
mance quality teams," they say, "which in turn lead to 
quality products and services." 

TQM is a p roces s of con t i nuous evalua t ion and 
adjustment to ensure that the customer receives the 
highest quality service or product at the lowest cost. 
TQM's efficacy is a hotly debated subject, but many 
organizations have found that it is a key long-term busi-
ness strategy. 

The TQM process involves several concep ts that 
parallel those of managing diversity. As identified by 
the Conference Board, these include, first, customer 
satisfaction and the concept of the internal customer. 
The c o m m o n t h e m e in this concep t is the need to 
meet internal requirements (those of a diverse work-
force or of various departments) before an organiza-
tion can be successful in focusing on quality for exter-
nal customers. 

A second key concept is alignment. This means that 
o r g a n i z a t i o n s can m o r e e f f ec t ive ly un i t e d ive r se 
employees and groups behind a common goal, when 
those employees feel that their employers value their 
differences. 

Third is the concept of employee empowerment . 
When employees as team members are empowered to 

make the decis ions that affect their work, they are 
likely to communicate most effectively in an environ-
ment of openness, respect, and trust—that is, an envi-
ronment in which diversity is valued. 

A fourth common concept is the changing role of 
managers. In the TQM process, the role of managers 
has changed from a direct ive role to a facilitative, 
t eam-bui ld ing role. Effectively manag ing a diverse 
workforce is part of enabling workers to perform up to 
their potential. 

Additional parallels include the fact that both diver-
sity and TQM activities are driven by top management. 
In both, critical tasks for ensuring success include iden-
tifying appropriate champions, implementing systemic 
changes, breaking down barriers, and clarifying roles. 
And both share a vision of an organizational culture 
change to suppor t new ways of do ing high-perfor-
mance work and to support the people doing it. 

Another linkage is in the role of quality facilitators. 
In TQM environments , these peop le act formally as 
team leaders in team-building meetings and activities. 
But informally, they act as culture brokers to enable 
information to flow among cultural groups in the unit. 

As cu l ture b rokers , qual i ty faci l i tators in terpret 
behaviors of diverse groups. They link teams with each 
other, departments with units; and clients (especially 
multicultural clients) with services. In short, in their 
informal role, quality facilitators promote understanding 
and appreciation of the richness of cultural diversity. 
Team bui lding. A fu r the r set of connec t i ons in the 
chain are the connections among diversity, TQM, and 
team building. Team building is an integral part of the 
TQM process. High-performance teams are needed to 
create high-quality products and services. 

Fernandez and Shaw observe that developing effec-
tive quality teams is becoming more difficult for sev-
eral reasons. Among them is the fact that customers 
and employees are becoming more diverse. Quality 
teams are likely to consist of people who differ in race, 
ethnic background, gender , age, sexual orientation, 
and other dimensions. 
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else—are relatively d i sempowered . 
Many are resentful. It's a small won-
der that some white males see diver-
sity issues as threatening. 

Katz calls fear an important factor 
in white men's resistance to diversity 
activities. The change process creates 
a m b i g u i t y a b o u t t he f u t u r e , and 
many white men are uncertain about 
where they will fit into organizations 
in w h i c h va lu ing and m a n a g i n g 
diversity is a priority. 

According to Katz. such backlash 
is "a clue that something else needs 
to happen." 

Inclusion is the key. White males— 
and others too—need to be given a 
vision of the future and of their role 

in it. "As part of the change process," 
says Katz. "we have to c r ea t e an 
atmosphere where people feel safe." 

White men resist diversi ty pro-
grams because they fear exclusion. 
But some organizations are finding 
that some minorities and women also 
a re r e s i s t a n t — b e c a u s e they fear 
inclusion. They hesitate to participate 
in d ivers i ty -suppor t ne tworks , for 
example, because they do not want 
to be seen as outside the mainstream. 
For example, the chief personnel offi-
cer at a leading professional-services 
firm says that some women profes-
sionals in his organization are •con-
c e r n e d a b o u t be ing b r a n d e d as a 
woman." They feel they can make it 

on their own credentials. 
Such a mindset establishes its own 

barriers. It keeps people from taking 
full advantage of the resources that 
are available to them. "We need to 
b reak t h r o u g h that m i n d s e t , " the 
executive observes. 

Different groups seem to differ in 
terms of the degree of support they 
feel for d ivers i ty in i t ia t ives . T h e 
SHRM/CCH s u r v e y — w h i c h ques -
tioned human resource professionals, 
line managers, and top management 
abou t a range of d ivers i ty-re la ted 
issues—found that HR professionals 
t e n d to v iew d ive rs i ty p r o g r a m s 
more positively than d o line man-
agers. The line managers tend to be 

Fernandez and Shaw maintain that the difficulties 
are surmountable if organizations train their people to 
unders tand and respect their diversity, as well as to 
understand teamwork and other tools for innovation. 
Reengineering. Reengineering is a new, customer-cen-
tered strategy that focuses on processes. It is designed 
to give a company a competitive advantage by deter-
mining the most effective processes for serving cus-
tomers in the most cost-effective, high-quality way. 

The link with diversity lies in the fact that decisions 
about what should be reengineered and how to do it are 
made by people. In most organizations, this means that 
decisions are made by diverse people working in teams. 
These people need to know how to subordinate some 
measure of their individuality to the group process— 
without denying the existence of differences, and with-
out being regimented into a uniform approach that could 
squelch creativity. 
Empowerment. There are also key linkages between 
diversity and employee empowerment. Empowerment 
involves pushing problem solving and decision making 
to the lowest a p p r o p r i a t e level. The process gives 
employees a greater sense of ownership . It calls on 
them to work in new, more flexible ways—ways that 
the tradit ional control model (in which emp loyees 
were told what to do) did not require. 

Empowerment gained impetus from organizations 
that restructured in response to economic pressures. 
Restructuring often involves eliminating layers of mid-
dle management. In many cases, decisions previously 
made by middle managers become the responsibility 
of the e m p l o y e e s at lower levels w h o are directly 
involved in the tasks. 

To t rans i t ion s u c c e s s f u l l y to an e m p o w e r m e n t 
model, employees need to gain the conf idence and 
competence to take actions not covered by the organi-
zation's rules. 

A succes s fu l t rans i t ion enta i l s five ingred ien t s , 
according to management specialists David F. Bowen 
and Edward E. Lawler. Bowen and Lawler say firms 
must provide employees with the following: 

I information about the organization 
I knowledge to enable them to contribute to organi-
zational performance 
I power to make decisions that influence organiza-
tional performance 
I skills 
I rewards based on the organization's performance. 

Of course, employees are likely to be the most cre-
ative and to make the best decisions when they work 
in a setting of trust, openness , and respect—in other 
words, a setting in which diversity is valued. Mary-Jo 
Hall points out that the aim of diversity work is "to cre-
ate an environment where every person is valued as a 
contr ibutor—and therefore empowered to maximize 
[his or herl contributions." 

For Roosevelt Thomas, empowerment is a defining 
ingredient in the managing-diversity paradigm—and 
v ice -ve r sa . He p o i n t s out that e m p o w e r m e n t is 
"another word for the process of tapping employees ' 
full potential." He also observes that managing diver-
sity is a "critical determinant" of the success of efforts 
to empower employees. 

Much decision making by empowered employees 
occurs in team si tuat ions. So employees ' ability to 
communicate effectively with their team members is a 
critical component of an organization's success. Team 
m e m b e r s a re likely to be as h e t e r o g e n e o u s as the 
workforces of which they are part, so each person 
becomes a culture broker w h o contr ibutes to trans-
forming the organizational culture into one that values 
diversity. 

Empowerment requires managers to act in ways that 
value diversity. Empowered managers need to adopt a 
facilitating management style rather than a directive or 
c o n t r o l l i n g s ty le . The i r ro le i n c l u d e s fac i l i ta t ing 
employee risk-taking and ownership, openly sharing 
information with employees (eliminating the unwritten 
rules that were characteristic of the "old boy" network 
in traditional, homogeneous organizations), coaching 
and counse l ing subord ina tes , and recogniz ing and 
using subordinates' expertise. 
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skeptical about diversity's benefits. 
They are more likely than HR people 
to think that diversity makes their 
jobs harder. 

Be tween those two g r o u p s are 
senior managers. Sixty percent of HR 
professionals surveyed think a more 
diverse workforce will enable their 
organizations to serve their clients 
and customers better, and the figure 
for line managers is 21 percent. For 
senior managers, the figure is about 
41 percent. 

More than 50 percent of HR pro-
fessionals think diversity programs 
are "socially desirable," and almost 
41 percent believe they would lose 
some of their best employees if they 
did not have divers i ty p rog rams . 
Opinion among line managers pre-
sents a striking contrast: Only 18 per-
cent think such programs are socially 
desirable, and only 12 percent think 
top employees would be lost without 
them. Among senior-level manage-
ment. the figures are 35 percent and 
26 percent. 

One area in which line managers 
and senior manager s hold similar 
beliefs is with regard to diversity's 
cost-benefit ratio: About 15 percent 
of both groups think the costs out-
weigh the benefits. (Among HR pro-
fessionals, the figure is 11 percent.) 

The other side of the coin is the 
presumably overwhelming majority 
of all groups w h o think diversity's 
benefits are greater than its costs. 

Ineffective diversity initiatives also 
can sour people on diversity. Many 
of these activities now have been in 
place long enough to be assessed. 
The link between ineffectiveness and 
skepticism is not spelled out in the 
surveys we examined, but it is prob-
ably reasonable to assume a correla-
tion—though not necessarily a one-
to -one cor re la t ion . As the saying 
goes, "Once bitten, twice shy." 

In the ASTD study, 52 percent of 
r e sponden t s judged their in-place 
diversity programs to be effective or 
moderately effective. But almost half 
either did not know (30 percent) or 
considered their programs ineffective 
(18 percent). 

The SHRM/CCH survey was more 
exhaust ive , query ing r e sponden t s 
across a range of diversity policies 
and programs. The activities with the 
highest ratings for effectiveness: 

» sexua l -ha ras smen t pol icies (of 
organizations with sexual-harassment 
policies, 91 percent judged them to 
be effective) 
I phys ica l access for e m p l o y e e s 
with disabilities (85 percent) 
I parental- leave policies (73 per-
cent) 
I flexible work schedules (72 per-
cent). 

Programs and policies with the 
lowes t e f f ec t i venes s ra t ings are 
health-insurance coverage for part-
ners of gay and lesbian employees 
(among organizat ions with such a 
policy, only 15 percent thought them 

e f fec t ive ) , p l ans to r e d u c e geo -
graphic relocation to accommodate 
dua l -career families (24 percent ) , 
fast-track programs for minorities (27 
percent), and translation of corporate 
materials into other languages for 
e m p l o y e e s w h o lack English-lan-
guage skills (37 percent). 

An index of perceptions about the 
e f fec t iveness of diversi ty- training 
p r o g r a m s is p r e s e n t e d by the 
SHRM/CCH survey: 
I About 3 percent of respondents 
w h o s e compan ie s used such pro-
grams found them to be extremely 
successful. 
ft Almost 30 percent found them to 
be quite successful. 
ft About 50 percent said the pro-
grams at their companies were neu-
tral (50 percent) 
ft About 13 p e r c e n t ca l led them 
largely unsuccessful. 
ft Five percent called them extremely 
unsuccessful. 

Obviously, resistance to diversity 
activities is significant. Diversity pro-
fess iona l s Michael Mobley and 
Tamara Payne say that hand l i ng 
backlash is the "biggest chal lenge 
facing diversity trainers." 

The Conference Board provides 
evidence that backlash is a challenge 

to the full range of diversity activi-
ties. The Conference Board survey 
finds 61 percent of respondents feel 
that the fear of backlash from white 
males is among the three most seri-
ous barriers to implementing diver-
sity initiatives. 
Terra incognita. The jury is still out 
with regard to the effectiveness of 
diversity programs, or on ways to 
cope with resistance to them. That's 
b e c a u s e the d ivers i ty - lea rn ing 
process is still partly terra incognita. 
Managers , t ra iners , and o t h e r s 
involved in valuing and managing 
diversity are searching for answers. 

Naturally, they make mistakes. 
Thomas observes that "Mistakes at 

the cutting edge are different—and 
potentially more valuable—than mis-
takes e l s e w h e r e . " After cit ing an 
example of an effort to value diver-
sity that went wrong, he adds that 
these people "need to be told that 
they were pioneers , that conflicts 
and failures came with the territory', 
and that they w o u l d be judged 
accordingly." 

Diversity and other 
business issues 

The f o c u s on divers i ty 
shou ld not p reven t us 
from remembering that it 
is only one of numerous 
important business issues. 

And most people don't view it as the 
most important one. 

The ASTD survey asked execu-
tives to rank management issues in 
order of importance. Only 2 percent 
cited diversity as the most important 
issue. Customer service received the 
highest rating (33 percent), with pro-
ductivity ranked at 29 percent, total-
quality management at 21 percent, 
and performance management at 7 
percent. 

The SHRM/CCH survey compared 
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diversity with other human resource 
issues. Most respondents rated diver-
sity management as a lower priority 
than nine other issues. These include 
profitabil i ty, market share , capital 
investment, health care, total-quality 
management, revising compensation, 
restructuring, downsizing, and edu-
cation and training. 
Close t ies . Diversity initiatives work 
best when they are integrated into a 
larger system of business practices. 
In fact, they have close ties to four 
other processes—total-quality man-
agement. team building, reengineer-
ing, and emp loyee e m p o w e r m e n t . 

nating action in the workplace) 
» a capacity to see and work with 
the flow of life as a system, rather 
than dissecting and trying to fix the 
problematic parts. 

B e c a u s e of the i r c o m m i t m e n t , 
o p e n n e s s , and ability to deal with 
c o m p l e x i t y , the p a r t i c i p a n t s in a 
learning community influence others 
in an o rgan iza t ion . A shift in per-
spective occurs—security resides not 
in stability (the old model) but in a 
dynamic equilibrium between hold-
ing o n and le t t ing go of be l i e f s , 
assumptions, and certainties. 

What people know takes second 

(For an in-depth discussion of the 
l i nkages , s e e "Out of I so l a t ion : 
Diversity Connections." on page 36.) 

What those four processes—plus 
diversity—have in common is a com-
mi tmen t to c o n t i n u o u s l e a rn ing . 
Learning organizations integrate such 
commitment into their practices and 
culture. They design their processes, 
p roduc t s , and se rv ices—and their 
a p p r o a c h e s to the i r c l i en t s , cus -
tomers, and employees—to be open-
ended, in order to respond to rapid 
change. They develop, too, an open-
ness to learning how to learn. 

As David Garvin of the Harvard 
Business School says, "Cont inuous 
improvement requires a commitment 
to learning." 

Accord ing to Fred Kofman and 
Pe te r S e n g e , of t he C e n t e r fo r 
Organizat ional Learning at Massa-
chuse t t s Ins t i tu te of T e c h n o l o g y , 
learning communit ies are based on 
three factors: 
I a culture rooted in t ranscendent 
h u m a n v a l u e s of love, w o n d e r , 
humility, and compassion 
I a set of practices for generat ive 
conversation and coordinated action 
(primari ly d ia logue , in which lan-
guage funct ions as the medium for 
connect ing, inventing, and coordi-

p l ace to w h a t they can lea rn . 
Simplistic answers are less important 
than penetrating questions. 

To some, these ideas are too far 
r e m o v e d f r o m dai ly l ife to s e e m 
practicable. Garvin observes about 
similar r ecommenda t ions that they 
sound desirable but do not provide a 
framework for action. So that's just 
what he does. Garvin discusses a list 
of management building blocks that 
provide guidelines for practice: 
I systematic problem solving 
I experimenting with new approaches 
I learning from past experience and 
from the best practices of others 
I t ransfer r ing k n o w l e d g e quickly 
and efficiently throughout the orga-
nization. 

Garvin notes that many organiza-
tions practice such activities, but not 
in a systematic way. Creating systems 
and processes to do so will enable 
o rgan iza t ions to m a n a g e learn ing 
more effectively, he maintains. 

Many firms are finding that com-
mitment to con t i nuous learning is 
not idyllic rhetoric, but a strategic-
business imperative. Arie P. de Geus, 
former head of strategic planning at 
Royal Dutch/Shell, says. "We under-
s t a nd that t he on ly c o m p e t i t i v e 
advantage the company of the future 

will have is its managers ' ability to 
learn faster than their competitors." 

William Fulmer adds that a com-
petitive edge depends on the ability 
of all of an organization's people to 
learn, not just its manage r s . Most 
organiza t ions constant ly deal with 
uncertainty, he says, so "all levels of 
the o r g a n i z a t i o n mus t be g iven 
opportunities to learn how to antici-
pate and adapt to change." 

The connections with diversity are 
clear. Learning organizations value 
their workforces. Managers in such 
o rgan iza t ions e n c o u r a g e mul t ip le 
p e r s p e c t i v e s wh i l e h o n o r i n g a n d 
pursuing the fundamenta l financial 
needs of the organization. 

Recognizing that today's immedi-
a te n e e d s may be u n i m p o r t a n t 
tomorrow, these managers know that 
t hey d o not have r eady a n s w e r s 
about the best way to manage. They 
are learners as well as facilitators of 
learning. They respect differences in 
their people and encourage them to 
perform to their potential. In short, 
they are "walking the walk" of valu-
ing and managing diversity. • 
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