Managing Diversity:
Keeping It in Focus

few years ago, the Hudson Institute published Workforce

shifts predicted were the following:

labor force entrants.

* Eighty-five percent of net new entrants would be non-

white men and women of all races.

e The average age of the American worker would in-

crease from 35 to 39.

................................................. ° The number OfWOrkeI‘S aged 16 to 24 Would decrease

Tie by nearly 8 percent.

no doubt that the workforce and the community are

Gﬂals to changing, evolving with a different race, gender, age, cul-
................................................. ture’ lifestyle’ and ability mix tha_n has existed to date.
B“siness These demographic changes, regardless of the magni-

environments in which we live and work will be different
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these, employers should recognize the need to assess
their corporate cultures and implement changes neces-

sary to become more responsive and receptive to the

newly evolving workforce.

2000. The document predicted some changes in the
workforce that were expected to materialize in this coun-

try by the year 2000. Some of the significant demographic

e Women would represent more than 60 percent of new

Although some newer studies project a more conservative

rate and extent of change in these demographics, there is

tude of their rate, should be regarded as signals that the

from our past environments. With revelations such as
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The Lessons of Change

We must be alert to the fact that to at-
tract and retain the best workers
available from our nation’s talent
pool, we must be open to changes
within our organizations. We must
plan strategically to meet the needs
of an evolving workforce and com-
munity base. We must learn how to
communicate and work effectively
with a different group of coworkers
and customers. This is managing
diversity.

In managing diversity, the organi-
zation must address the relationship
between individual and work-team
behavior and performance success.
The organization also must address
its ability to create and maintain an
environment that empowers employ-
ees and associates to better serve its
racially, socially, and ethnically di-
verse customer base.

What Managing Diversity
Is Not

During our training and develop-
ment efforts over the past few years,
we have heard several misconcep-
tions expressed about managing di-
versity. These misconceptions reflect
concern, fear, ignorance, deniéll, and
deliberate deception. They may have
developed as a result of one’s posi-
tion in life, one’s exposure to diverse
social environments (or lack
thereof), or one’s knowledge of and
comfort level with others who may be
different from oneself.

Some of these common miscon-
ceptions about managing diversity
include:

Misconception #l. Managing diver-
sity is a disguise for affirmative ac-
tion programs. Often, in an organiza-
tion where perceptions and
behaviors are not managed carefully,
some people express and act out the
opinion that the organization’s goals
for managing diversity simply are an
attempt to sneak in affirmative ac-
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tion goals and quotas, so that unqual-
ified minorities and women can be
hired or promoted at the expense of
more qualified white men.
Managing diversity is a process
that creates opportunities to attract
and retain the best and the brightest
talent, which allows the organization
to maintain its competitiveness. This
approach may require assessing the
skill mix of existing organizational
members to determine whether their
skills and competencies are consis-
tent accommodations with the needs
of the organization as it is evolving
into new programs, services, and ap-
proaches. This assessment is crucial
to determine whether the organiza-
tion is positioned to attract and retain
the best talent available—regardless
of race or gender—in order to com-
pete in the marketplace and succeed.

The challenge to the organization
is not in creating diversity, but rather
in maintaining a corporate culture
that will encourage the diverse work-
ers to stay and contribute over time.

Misconception #2. Managing diver-
sity is cultural diversity training.
Some may think that managing di-
versity is simply teaching appropriate
behaviors to use when interacting
with people of specific races, na-
tional origins, mental or physical
abilities, sexual orientations, or
lifestyles.

Managing diversity goes beyond
learning to act out a prescribed be-
havior. For some organizations or
work teams, it will mean a basic
change in the way people communi-
cate, interact, process information,
make decisions, and serve customers.
It is not a quickfix recipe. Successful
interpersonal relations that ulti-
mately lead to business success re-
quire that we learn to be sensitive to
and empathic with others. In recall-
ing situations when we have felt that
we were not part of the group setting
the norm, we can identify the type of
support and encouragement that we
all must extend to each other in the
workplace and the community. This
recognition also carries with it a re-
sponsibility for action and possibly
behavioral change so we may include
and respect those who differ from us.

Misconception #3. Managing diver-
sity is sensitivity training. Managing
diversity is not some touchy-feely
training session designed to help us
get in touch with our feelings so we
can relate to others on a higher so-
cial and spiritual order. Managing di-
versity is not a training program de-
signed to bring us up-to-date on the
newest conflict-avoidance tactics so
we can avoid mashing others’ “hot
buttons.”

Managing diversity is a way for us
to understand and appreciate our-
selves better so we can understand
the factors and situations that moti-
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vate our personal beliefs, values, and
behaviors. This allows us to accept,
then respect, others who may have
different beliefs, values, lifestyles, and
ways of doing things at work. When
we recognize and accept our own val-
ues and workstyle, we will develop
confidence in someone else’s ability
to achieve our common work-related
goals by using a different approach.
There is truth to the old adage “Iwo
heads are better than one.”

Misconception #4. Managing diver-
sity is an effort to mirror our cus-
tomers or citizen base. At times,
managers and organization leaders
feel it is important that we mirror, or
look like, the customers or citizens
we serve. While it may give us some
initial comfort, merely having work
teams that look like those we serve
cannot represent the ultimate goal
for achieving business success.

When we simply focus on match-
ing race for race, or gender for gen-
der, we lose out on opportunities to
share in the richness that others may
bring to the table. When we manage
diversity effectively, we discover that
added personal differences or per-
sonal similarities cannot be at-
tributed necessarily to race, gender,
or lifestyle. We get better at recogniz-
ing the differences, respecting the
differences, and expecting the differ-
ences to enrich our relationship and
contribute to better-quality perfor-
mance and behavior results.

Defining Diversity

Managing diversity is defined as cre-
ating and maintaining an environ-
ment in which each person is re-
spected because of his or her
differences, and where all can con-
tribute and be rewarded based on
their results.

Some of us may not have experi-
ence interacting with people who are
different from us or who do not con-
form to the historic “white male stan-
dard” for social and business success.

The changing dynamics of the avail-
able talent pool nevertheless make it
necessary to bring men and women
of different races, cultures, lifestyles,
values, and work orientation into the
work team. Once we recognize that
these work team members are a vital
part of the workforce, we will realize
we must take steps necessary to re-
tain them as members who con-
tribute to our work team and organi-
zational success.

In looking at our definition, “re-
spected because of their differences”
means that we need to understand,
first, that different does not mean
less-than and, second, that different
approaches and different opinions
can be beneficial to making deci-
sions and providing service delivery
to a diverse customer base.

“Rewarded on the basis of their re-
sults” means that people should be
rewarded on the basis of what they
do and how they produce, not on the
basis of who they know or what they
look like. With confidence gained in
a corporate environment that values
fairness and equity, all employees are
empowered to perform to the best of
their abilities, with full assurance that
they will be recognized and rewarded
according to the same measure used
for all workers.

Implications for Managing
Diversity

Managing diversity is a process, not a
program. Programs are generally
compartmentalized sets of rules, pro-
cedures, guidelines, and behaviors
aimed at achieving specific out-
comes. The process of managing di-
versity is an operating philosophy
that urges us to look critically at our
organization, assess the needs of our
employees and clients, and deter-
mine whether our skill mix and our
behavior mix are providing our ser-
vices in a way that meets or exceeds
our clients’ expectations. Where we
fall short of the service goals, there
may be an indication that we must at-
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tract and retain more diverse talent
to serve our clients effectively.

Some organizations have been
more successful in attracting a di-
verse talent base but have not been
nearly as successful in retaining this
diversity. When organizations lose
men and women that represent di-
verse talent because of indifference,
insensitivity, or discrimination, at-
tracting diverse talent in the future
becomes an even greater challenge.
Almost invariably, women and mi-
norities may pass along the word that
an organization does not respect di-
versity and therefore is not a good
place to work. With this type of repu-
tation, an organization should con-
sider a detailed assessment to dis-
cover the underlying factors in its
corporate culture that should be
changed. The necessary changes may
require changing the focus or goals
of the leadership team, and chang-
ing leadership style to better respond
to the evolving needs of the organiza-
tion, its business and community ob-
jectives, and its vision for diversity.
The organization may discover that it
must change the way it does business.

Any organizational changes ef-
fected must consider carefully the
unique needs, wants, and values of
the employees who currently con-
tribute to the organization, the appli-
cants who may consider joining it,
the consumers or clients who may
consider purchasing its goods and
services, and the community it
serves. Analyzing these issues can
lead the organization to creative and
inclusive solutions that allow effec-
tive service to a customer or citizen
base, as well as the fullest use of a
workforce and leadership team that
will become incrgasingly diverse.

To gain a better understanding of
the citizens we serve, we must make a
concerted effort to communicate
more effectively. The basis of effec-
tive communication must be re-
spect—mutual R-E-S-P-E-C-T. We can-
not overlook the instructions
embedded in the lyrics of the popu-
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lar song of the 1960s sung by Aretha
Franklin. She sang, “R-E-S-P-E-C-T,
find out what it means to me, R-E-S-
P-E-C-T, take care, TCB (Take Care

‘of Business).” I interpret that to

mean that, for me to respect you—
someone who is different from me—
I first must respect myself. Once this
base of respect has been established,
we can begin concentrating on the is-
sues that affect our ability to work to-
gether, with full respect for the
unique contributions that each of us
may make.

Clearly, these issues signal the
need for a commitment to manage
diversity, which means a long-term
commitment to continuous assess-
ment and change, not a quick fix. We
have become accustomed to seeking
short-term cures and painless reme-
dies. The dynamics of managing di-
versity go deep into the fabric of an
organization and cannot be changed
substantially with a wave of the wand
or a miraculous solution. When orga-
nizations seek a one-day seminar or
workshop on managing diversity with
no further plan of action to reinforce
the desired change, the success of
the diversity effort likely will be mini-
mal and short-term at best.

To be most successful, the manag-
ing-diversity strategy should focus on
individual as well as organizational
change. It requires a top-down as
well as bottom-up commitment and
involvement. To enhance the proba-
bility of success, the process should
be founded on a vision for diversity
that is shared by executives, man-
agers, supervisors, and frontline em-
ployees. All players must understand
how their personal contributions to
work goals will influence the success
of the organization.

Goals for diversity must be tied in-
extricably to the business and operat-
ing goals of the organization. To as-
sure the success of this effort, the
corporate philosophy and business
goals as they relate to organizational
behavior and performance expecta-
tions should be communicated rou-

QUALITY

THROUGH
SELECTION

For over 18 years, Stanard &
Associates has helped large
and small departments to
select and promote thousands
of individuals with the basic
skills and personality charac-
teristics necessary for a
successful career in law
enforcement.

Let us help you identify
quality candidates through the
use of our:

¢ National Police Officer
Selection Test (POST)

¢ Customized Examinations

¢ Physical Ability Tests

* Job Analysis

¢ Personality Evaluations
Conducted By Licensed
Police Psychologists

Our Programs meet all Federal
and A.D.A. Guidelines.

HELPING YOU SELECT THE BEST

& Associates, Inc.
309 W. Washington St.
Suite 1000

Chicago, IL 60606
1-800-367-6919
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tinely throughout the organization.
Written rules and guidelines affect-
ing employee performance, behav-
ior, and work team procedures must
be considered fundamental parts of
“the way things are done” in the or-
ganization. When management and
employee behaviors are not in line
with the written procedures, employ-
ees and clients become suspicious of
the commitment to diversity. Individ-
ual or work team performance and
productivity invariably suffer.

An organization’s policies and
practices should not be changed arbi-
trarily to accommodate what may be
perceived as racial, cultural, social,
lifestyle, gender, and other differ-
ences. Careful consideration that is
based on data produced by an organi-
zational assessment will allow integra-
tion of organizational procedures
and practices with strategic human
resource and business goals. This in-
formed consideration will identify
such targets for change as personal
and organizational behavior and
work practices that may interfere with
achieving goals for managing diver-
sity. It is important to make changes
based on the causes rather than the
symptoms of observable behavior.

Factors That Influence
Diversity Success

Managing diversity is a comprehen-

sive process that assesses an organiza-

tion and its way of doing business. It

considers the organization’s compe-

tition, its customers, and its goals for

business and performance success. A

number of factors influence individ-

ual, work team, and organizational

success in achieving diversity:

® Understanding the nature of the
business or organization.

¢ Identifying the internal (operating
rules) and external (government
regulations and laws) influences.

* Recognizing the corporate re-
sources available: funds and peo-
ple with specific skills.
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have heen more

successful than

others in attracting

a diverse talent

been nearly as

successful in

diversity.

Acknowledging such threats as in-
terpersonal and intergroup con-
flict or obsolete skills, and such
opportunities as a new business
orientation.

Developing an organizational vi-
sion of diversity that is integrated
throughout the business objec-
tives, as opposed to one that fo-
cuses only on business goals.
Developing a strategic plan for
achieving the vision for diversity
that includes a critical path for
achieving specific objectives.
Implementing a process of peri-
odic evaluation for measuring per-
formance-diversity success.
Managing human resources costs

in relation to employee relations
concerns.

* Motivating employees to under-
stand and respect customers,
clients, and current and prospective
employees who may be different.

The Role of the Corporate
Vision

From time to time, an organization
may participate in exercises that
yield its “corporate vision.” This vi-
sion is expressed in the form of a vi-
sion statement that describes the
future state or outcome of the orga-
nization. The vision statement is
meant to be used as a guiding force
to challenge the organizations to
continually strive toward creating or
maintaining that desired state.

Organizations will be well served
to develop vision statements that in-
corporate diversity issues throughout
the future focus. The new corporate
vision should project the meaningful
involvement of people with differ-
ences whose unique contributions
based on their backgrounds, values,
cultures, and expressions improve
the organization’s performance
results.

To take advantage of these distinc-
tive contributions, the organization
must empower and encourage work-
ers to perform to the best of their abil-
ities. The new organization will see it-
self differently; it will operate with
values, performance standards, behav-
ioral modes, and operating systems
based on the input of all participants.
The quality and content of its results
will be enhanced by these differences.

Managing Conflict

Conflict and dissonance in organiza-
tions often occur when our behavior
and interaction with each other is
based on personal notions or stereo-
types that standardize our behavior
and expectations. A stereotype is de-
fined as a fixed or conventional no-
tion or idea about a person or group,
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allowing no room for individuality.
When we operate on the basis of a
stereotype, we limit our knowledge
of or experience with others on the
basis of this notion. We cannot take
advantage of the uniqueness brought
to the table by the individual.

It is important to recognize and
avoid the use of any personally offen-
sive phrase (POP) in the workplace.
POPs, used knowingly or uninten-
tionally, can create barriers to com-
munication and cause bad feelings,
mistrust, or tension among cowork-
ers. A POP can cause reduced pro-
ductivity or hostility that detracts
from the potential success of the
work group. POPs may include racial
slurs, sexual innuendos, sexually sug-
gestive gestures, or other, similarly
offensive communication. Essen-
tially, there is no place for that type
of behavior at work.

Who Is Responsible?

It must be clear that managing diver-
sity is not just the responsibility of
top management or human re-
sources directors. Unless achieving
diversity is recognized as the shared
responsibility of every individual in
the organization, any effort will have
limited success. It may not always be
understood what responsible behav-
ior is. Basic principles include: the
firm commitment of upper manage-
ment to creating and maintaining di-
versity in the workplace; employee
recognition of the impact of individ-
ual contributions; understanding of
how personal rewards are tied to or-
ganizational success; relating the re-
specting of differences to improved
productivity and morale, as well as to
reduced cost of #wing business; and
changing of offensive behaviors (see
box at right).

Creating a Successful
Diversity Effort

To create the greatest possibility for
success in the diversity effort, the or-
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ganization must develop and follow
closely a carefully crafted strategic
plan. The strategic diversity plan
needs a clear tactical implementa-

“tion process that lays out specifically

what is to be done, by whom, and
when in order to achieve each incre-
ment of result desired. This imple-
mentation effort is intentionally
long-term in nature.

This strategic plan for diversity
should involve a wide range of em-
ployees—top executives through
front-line employees—in each stage
of the process to achieve maximum
ownership. This approach lays the
foundation for the full awareness,
support, and accountability of each
individual in the workplace and will
result in the desired behavioral and
performance goals. The planning
process for strategic diversity should
include the following elements:

* Toplevel commitment and involve-
ment to achieve a vision for corpo-
rate success that integrates diversity
into the organization’s business ob-
jectives. This integrated vision
must address recruiting and selec-
tion, hiring and promotion, train-
ing and development, employee
benefits, compensation and re-
wards, succession planning, and af
firmative action.

* Diverse task groups. charged with
assessing organizational culture to
identify elements that support or
interfere with achieving diversity
or business objectives. There can
be no sacred cows.

* Tailored awareness training that
helps all employees understand
the need for developing behaviors
that reflect the stated commit-
ment to effective communication
and to respecting and valuing dif-
ferent contributions in order to
achieve specified outcomes.

® Leadership training to help all su-
pervisors, managers, and leaders
to acquire critical skills for facili-
tating diverse interaction and
work processes and to take full ad-

vantage of differences while mini-
mizing disruptive conflict.

Critical benchmarks by which to
measure success in meeting diver-
sity and related business goals.
Strategies for rewarding or cor-
recting performance and behav-
iors, so that the organization can
stay on course with the strategic
diversity plan.

Guidelines for
Responsihle Behavior

* All employees must recognize
the impact of their behavior
and performance on achieve-
ment of the organization’s busi-
ness and diversity goals.

¢ Employees must know the an-
swer to the questions “What is
in it for me?” and “Why should
I contribute to making diversity
successfulr”

"¢ There must be work team and
organizational commitment to
defined personal work team,
and organizational success and
rewards.

* A more productive work envi-
ronment must be created
through targeted training for
all; improved organizational
rules, procedures, and practices
that integrate diversity goals
and business objectives; and im-
proved formal and informal
communication processes.

* Behavior must change that is
acknowledged- to be demean- -
ing or offensive, including
racial slurs, race and gender
jokes, and sexually suggestive
comments or gestures, in order
to improve respect and build
trust..

~eFormally defined rules, proce- |

" dures, and reward systems;ﬁ
should be tied to the desired =
performance “and behayior -
goals. . . o
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All of these areas need to be evalu-
ated regularly. It is imperative that
the organization’s environment and
culture allow all employees comfort-
ably and openly to discuss issues that
offend them or hamper them in
their work. Such openness allows ap-
propriate assessment of the issues
and leads the way to positive change
that will create and maintain an envi-
ronment in which all can contribute
to the best of their abilities.

No longer can organizations af-
ford to discount automatically or to
discredit comments or complaints of
indifferent or unfair treatment. Re-
specting differences means that
those concerns must be heard and
given enough credence to warrant
investigation. When dissonant behav-
ior is identified, immediate action
must be taken to resolve the conflict
before it affects the entire organiza-
tion. This may represent a departure
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from the organization’s past behav-
ior, but this new behavior is crucial to
the success of managing differences
at work. Successfully managed diver-
sity in the workplace is tied to re-
duced turnover, better management
of training costs, improved morale,
better-managed employee relations
costs, greater productivity, and the
reduction of other employee-related
costs.

At this point, hopefully, you have
concluded that there is no quick fix
in managing diversity. You should re-
alize that a one-day miracle seminar
is not sufficient to produce laudable
success. A diversity briefing for the
executive team or a sensitivity train-
ing session for the employees will not
“diversify” your organization. These
short-term approaches are usually
shortsighted and miss issues that are
critical to changing the way the orga-
nization treats its employees, its

clients, or its citizens.

You may, in fact, be thinking that
this “diversity thing” is so big and so
pervasive that we can “never hope to
get our arms around it.” You may be
tempted just to give up and return to
business as usual.

The steps in this article, however,
are intended to show how the diver-
sity process can be achieved in defin-
able increments. You should be able
to see how diversity can be managed
over time, in much the same way that
you can manage your annual operat-
ing budgets or the business or ser-
vices you provide your customers.
Tying diversity goals to the organiza-
tion's other business goals makes
good management sense.

Troy Coleman is president of Coleman &
Associates, Management Consultanis,
Dallas, Texas. Author retains article
copyright 1994.
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