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ABSTRACT

According to surveys of companies employing more than 100
workers, the number of companies with diversity training (DT) programs
increased from 40% in 1992 to 50-56% in 1996. Motivations behind DT include
compliance with legal mandates, fear of lawsuits, social justice, desire to
expand into diverse markets, and overall organizational transformation. At
the same time, a backlash against DT is arising that has been explained in
terms of such factors as reaction to rapid social change, deep-seated
prejudice, misunderstanding of diversity, and badly planned and implemented
training programs. One core issue is lack of consensus regarding the meaning
of diversity. To some, DT should bes focused narrowly on those categories
protected by law {(race, gender, and disability), whereas others argue for a
more inclusive definition encompassing age, educational level, family
structure, job function, sexual orientation, ethnicity, and values. Effective
DT programs start with an inclusive definition of diversity and clear
objectives that are linked with organizational goals and that reflect
enmployee involvement in design and top-level support. Effective DT programs
als~ focus on finding ways for people to work cooperatively despite differing
perspectives. Contains an annotated bibliography of 29 print and Web-based
resources. (MN)
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TRENDS AND ISSUES

by Sandrn Kerka

ALERTS

. Clearinghouse on Adult,

} Career, and Vocational Education

Diversity Training

In the muluculrural 1990s, workplace diversity training (DT ini-
rlatives are everywhere. Surveys of companies employmu over 100
indicate that about $0% had DT programs in 1992, 50-56% by 1990
(Gordon 1995; Wenrling and Palma-Rivas 1997). The American
Society for Training and Development's 1990 survey turned up 15
diversity trainers in 1990, 138 in 1996 (Wentling and Palma-Ruvas
1997). Motivations behind DT include complmnc; with legal man-
dates, fear of lawsues, social justice, desire to expand into diverse
markets, and overall organizational transtormation. Ac the same
time, a backlash is arising and “diversity training progrants are ex-
ploding in their sponsors’ taces” (Gordon 1993, p. 25). Reasons tor
the backlash may be reacuion to rapid social change, deep-seated
prejudice, sensationalistic journalism, misunderstanding of diver-
sity and its identification with “political correctness,” and badly
planned and implemented training programs (Moblev and Pavne
1992).

One care issue is the lack of consenzus on the meaning of diversity.
To some, the focus s narrowly on those categories protutcd by
law. primarily race, gender, and disabilicy (Da\, 1995); training is
thus limited, mdtgcmel‘, to “changing white males” (Karp and
Sutton 1993). Others argue tor a broad] v inclusive definition that
enconipasses age, educauonal level, family structure, job function,
sexual orientation, ethnicity, and values, among others (Pegg 1997)
and a focus on understanding and valuing the “varied perspectives
and approaches to work” that people of all types of backgrounds
bring (Thomas and Ely 1996, p. 80).

Characteristics of flawed DT programs include slotting of people
into identity groups; trainers who represent anly one point of view;
attempts to change attitudes and personal opinions, not behavior;
initiatives that are not connected to organizational goals and lack
management commitment; providers who lack credentials, have a
political agenda, deliver aff-the-shelf programs, or usz unortho-
dox, hostile tactics; training that is bref, perfunctory, or punitive;
and hiring, promotion, and reward systems thar do not practice
what the programs preach (Day 1995; Gardon 1995; Karp and
Sutton 1993; Mobley and Payne 1993). Effective programs start
with an inclusive definition of diversity and clear objectives that
are linked with organizational goals: employees are involved in their
design and top- level support is evident. Training teams reflect di-
verse points of view, and training mcludes awareness (examining
assumptions, biases, stereotypes) and skill development (listening,
communication, conflict resolution). Resistance is confronted by
providing facts, appealing to deep values, and identifying human
commonalities while recognizing the great variation in their ex-
pression. Overall, the focus is on tmdmr7 ways for people to work
cooperatively dgspm differing perspectives. Beyond a token diver-
sitv training program, what is required is organizational culture
chance that incorporares respect tar diversity into policies, proce-
dures, and practices. The pnntand web resources listed here pro-
vide additional intormation.

Print Resources

American Association of Retired Persons. How to Develop a Diversity
Commitment. Washington, DC: AARPR 1994, (ED 392 891)

Presents a series of steps that can be used by emiployers to initiate or

maodiry a diversity program, based on the city of San Diego's experience.

Camevale, AP, and Stone, S.C. "Diversity: Beyond the Golden Rule.”
Training and Development 48, no. 10 (Ocrober 1994): 22.39. (E] 492
166)

Diversity implies differences in peogle based on their idenuincanons with
various groups. Organizanions that have welcomed diversity are more pro-
Juctive and have a competitive advantage. Diversity training can be awire -
ness based (cagnitive) or skill based (behavienl).

Carr. C. "Diversity and Pcrthrm;mcc."

terly 6, no. 4 (19933: 115-1
Attempts to define Jiversity, Mentmcs the contlict otten assoctated with
it, and investigates the conditions under which Jdiversity can kenetit or-
eanzations atd rhe wavs in which organizatons must change in order to
benerie.

Performance Improvement Quar-

Chung, WV, “Chullenges Confronting the Diversity Protessor in Traming
Carporate America.” Paper presented at the annual meeting of the
Spezch Communication Association, San Dicgn, CA, November 1996.
(ED433 623

Oreanizatonal culture holds the key to the long-ternisuccess of diversity

etforts. Diversity professionals who specialize in muluculturalism and or-

ganizational communication sheuld embrace theories that vield a “man-

aging Jiversity” approach. .

Day, L.EO. "The Picalls of Diversity Training.” Training and Develop-
ment 49, no. 12 (December 1995): 24.29 (E] 514 430)

Bad Jiversity training progrnms can ke damaging. The case of training
gone awry at the Federal Aviation Administration {in which participants
fled formal complainrs and invesugations followed into the specific train-
ing practices used) illustrates the importance of careful development of
dl\ ersity training.

“Diversity in the Workplace in HRD." In Academy of Human Resource
Development Proceedings, St. Louis, Missouri, March 2-5, 1995. Acad-
emy of Human Resource Development, 1993, (ED 395 364)

Includes “The Status of Valuing and Managing Diversity in Fortune 500

Manutacturing and Fortune 500 Service Organizations” (Sandra J.

Johnson): * A Theory of Diversity” (Christapher Washington); “Work

Force Diversity in Fortune 300 Corporations Headquartered in Minne-

sota: Concepts and Practices” (Karin Tomervik); and “Race and Ethnicicy-

Related Cultural Diversity Training Programs: A Typology” (Larry G.

Martin).

Ewert, M Rice, |.K.; and Lauderdale, E. "Trnming r'or Diversity.”

Leaming 6, no. 5 (May-June 1995): 27.28. (EJ 502 531)
Cultural diversity aftects organizations in sc\«:ml wavs: recruirmentre-
tention, outreach beyond traditional clientele, management styles and
decision making, and interorganizational relationships. Intercultural er-
fectiveness can be improved by making training strategic, building cul-
tural knowledge, targeting unconscious discrimination, and studying non-
Western worldviews.

Adule

Gordon, ). “Difterent from Whae!™
(E] 504 456)

Some workplace diversity programis have sown hostility as diversiey train-

ing has become o rull-ledged industry i the Ctuted States. The best

approach may be to recognize commonalities and to be willing to caputal-

ize on ditferences.

Training 32, no. 5 (Mav 1995), 25-34.

Hayles, VIR, and Russell, A.-M. The Diversity Directive: Why Some Ini-
tiatives Fuil & What to Do about It. Chicago, IL; McGraw-Hill:Irwin
Professional Publishing, 1997.

This guide ror individuals and erganizations moves bevond diversity aware-

ness training toward svstems, processes, and behavior that promote sub-

stantive, lnsnnﬂ change. It presents individual, group, and oreamzarional
development Hodels as well as tools and techniyues.
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Jamiesen, D, and O'Mara, |, Managing Workforce 2000, San Franciseo:
Jossey-Bass, 1991,

E\;pllil\b how managers can gan the “diversiey advantge” cheough tlex-

management, a nundser thac ineludes Jeep apprecianion of individual dir-

ferences and creation ot mere individuahized policies, svstems, and man-

agement practices.

Johuson, S J. “Connecting Diversiey Etfores wr the Workplace wath Busi-
ness Mission, Gonls, and Objectives.” Performance Improvement Quar-
terly 7. no. 1 (1990): 31-39. (E) 473 01D)

Discusses the management and evaluation of diversity i the work rorce

and emphasizes the need o hink diversity issues with organizational goals

and performance needs. Differences between a “guick tx” and svstemiatic
acnion are examined, and measuring results of diversity eftorrs 15 consd -

cred.

Karp, H.B., and Sutton, N. “*Where the Diverstty Training Goes Wrona”
Training 30, no. 7 Julv 1993): 30-3+ (E] 465 15

Problems occur in diversity traming when ([) reatners are all women or

nHNeTIves; (l) sensitizing only white male managers is emphisized; (3) a

speciric set of values is retlecteds {(4) itas guile deiven o deals only with

awareness; (3) focus is on how something is suid, not why: and (9 orien-

ation is past future but not present.

Labich, K. “Making Diversity Pav.” Fortune 134, no. 5 (Seprember 9. 1996):
177-180. (E] 528 926)

Discusses how a variety af companies are Jealing with the demosraphuc

realities of a changing labor rorce. Suggests that at the core of managing

a more diverse work torce is making all people reel gunm‘rmblc and con-

nected with the company.

Mobley, M., and Pavae, T “Backlash!. The Challenze to Diversiey Train-
ing.” Training and Development 46, no. 12 (December 199210 45.52
(EJ 454 933

Awareness of diversity in the workplace is on the fise, burse is a backlash

o some of the issues chat it ises. Wavs to prevent hacklash include

zetting management support, involving emplovees in training Jdesign, us-

ing an inclusive definition of diversity, acknowledging resscance, valuing
sameness, and atfirming the value of individual views.

Mueller, NoL. "Wisconsin Power and Light's Model Diversity Program.”
Training and Development 3, no. 3 (Muarch 1996). 37.60. (E] 519
340

Wisconstn Power and Light used resules of zn employee survev on cul-

tural diversity to Jdev L[Op a training program based oo increasing aware-

ness of the signtficance of being able to work together. Emplovees Wentiry
specitic individual actions and formulace \er‘group around rules that
respect diversity.

Peag, L. C. *Diversity Training and Education in the Work Place.” Journal
for Vocational Special Needs Education 19, no. 2 (Winter 1997): 62-
66. (E] 542 150}

Demonstrates opportunities and dangers of diversity training. Qutlines

steps needed to manage transtormation o multiculouralism and makes

recommendations for lasting change in the areas of leadership, education
and tratning, evaluation and follow-up, culture and management svsteme,
and communications.

Rossett, Ao and Bickham, T. *Diversiey Trainng: Hope, Fach and Con-
asm” Training 31, no. 1 (Januany 1994, 4046 (K] 475 328)
Gaals of diversity tratiing mav be compliance, harmony, inelusion, jus-
tiee, and ranstormation. Effective programe are predicaced on leaderdp
support, authentic tranmg strategies, and alienment with orsainizatonal
aoals.
Swansor, Ro AL "NValuing Diversies” Jowrnal for Vocational Special Needs
Education 19, no. 2 (Winter 1997): 52.335, (E] 542 143)
Diversity 15 seen as either a vital organizavional process, a value-added
acuvity, an optional acovity, or a waste of resources. Pertormuance is the
kev to makimg diversiey a core crganizational process. The tocus should
be on how and wherher diversiey contrtbutes o organizational pertor-
nmiance

Tan, D.L.; Morris, L, wnd Romero, |, "Clunses in Atnitude after Diversity
Training.” Training and Development 50, no. 9 (Seprember 1996): 54
55.(E} 330292y ,

o ¢

_——-—-——-»

fois cndical chat managers and supervisors prome te new arudes and
behavior A second stage of diversity craming should fecus on dhe apple
catton of diversity ideas and the development of an cuvironmene that s
conducive o conthice resolutton.

Thonuas, DAL and Ehe R “Makmy Duferences Magrer” Harvard Busi-
ness Review 74, no. 5 (September- Octaber 19965, 79.92

Explums why orgamzations should go bevend the old rationales for diver-

sitv (discriminadion-tarrness and access-tesitmacy) to the learmnge and

etfectiveness paradigm, which shows that diversirv can leverage ditterent

perspectives and improve the wav work 15 done.

Thomas, VC. “The Downside of Diversiny.”
48, no. 1 Januare 1994 60-62.

Diversity training van caure contusion and hosulite. A cautious, realistic
approach that ains ror long-term resules can make it work.

Training and Development

Todd, E “Professional Learming tor Ethine-Cultural Diversit” Intemational
Joumal of Lifelong Education 13, no. 2 (March-Apnd 1994)- 81.124.
(E) 482 70

Reviews issues in police ranming and approaches to race relations cduca-

tion. Suggests that the learning wook place ourside the classroom and was

collaborarive {pelice-community), concluding that rice relatons policy
must be develeped through a multiculiural dialogue.

Van Eron, AN “How to Work with a Divensiey Consultant.”
and Developinent 50, no. 4 (Apnil 19906): 41-44.

These guidelines inclade a checklist for selecung a consuttant, compan-

son of diversity consultant fees, desitabie personal charactensies, aud

addidional resources.

Training

Wending, RM., and Palma-Rivas, N, Diversity in the Workforce Series.
Berkeley: National Center tor Research in Vocatonal Educaton, Uni-
ersity of Calitornia, 1997.
Inciudes Report # | —Literature Review: Repor: #2—-Current Status und
Future Trends of Drversity Inutiateces m the Workplace: Diversuy Experts’ Per-

42

spective; Report #3—Ciarent Status of Daversiey Imtatives m Selected Mud-
unational Corporations.

Williams, T, and Green, A. Dealing with Difference. How Trainers Can
Take Account of Cultural Diversity. Brocktield, VT Gower, 1994,
Familiarizes trainers with the implications of culture on learning and Je-
velopment and provides them with technigques for taking ditferene cul-
tural values o account when planning ard delivering training. Pro-
vides a checklisc for crainers to use in assessing cheir ability to manage the

mplications of culture for the leaming and Jevelopment proscess.

Webh Resources

American Institute tor Managing Diversity, 30 Hure Plaza, Suite 1159,
Acdlanta, GA 30303; 404.302-9226; fax. 404 302.9252; hrep
www.aimd.org/

Cultural Diversiey at Work, 13731 Lake Crev Way NE, Suite 210, Seatdle,
A 9§125-8612: 2060 362-0336; fax: 206 3633018 e-munl: deanery
Jiversityhotwire.com; hetp: wawwdiversitvhotwire.con

Diversicy Forum features extensive links to and listings of job epportum-
ties with companies that ate committed to diversiey; 408.995-344¢0; 1,
428:995- 3441 c-munll inrodit diversivtorumicom: herp: wwawdiversigy
torun.com.

Nattenal Assocration (\(GL'”JL\' Diversiey Traning 4621 Eas Abrabam
Lane, Phoemix, AZ §5024; 602 473-0420: fax: 602.473.0427: ¢anal:
gender’ s primenct.com; hteps wwaw.primenet.com ~gender
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