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Diversity constitutes an inherent degree of uniqueness; a noticeable difference from others, 

which allows for new, potentially unconventional problem evaluation, constructive disagreement, 

and the deriving of new solutions and approaches to persistent challenges.While most 

organizations will acknowledge the importance of diversity in business considerations, the full 

potential of a diverse workforce appears to have not yet been leveraged and exploited. However, 

a structured, holistic, yet tactical implementation using a ‘think global-act local’ strategy as 

showcased in the following pages may not only increase an organization’s compliance with 

EEOC guidelines and produce more sustainable results than current programs, but also make 

tangible returns on such investments more traceable and transparent, particularly within the 

context of creativity and innovation, productivity, and overall organizational performance. 
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Psychological Concepts of Diversity Initiatives 

Kochan and colleagues (2002) found that, the predominant psychological concepts behind 

diversity initiatives revolve around two main principles. The first centers on recognizing, 

understanding, and overcoming ingroup-outgroup dynamics, while the second aims to improve 

attribution and the resulting attitudinal-behavioral linkages of the majority group. According to 

the authors, workplace related ingroup-outgroup dynamics occur whenever the cohesion of an 

existing group is challenged by the arrival of some type of foreign, outside influence. For 

example, due to culturally-oriented physical, cognitive-emotional, or behavioral traits, an Asian 

manager joining a predominantly Caucasian workgroup may be perceived as different or non-

equivalent by members of the majority group. With possibly only limited exposure to diverse 

employees and their individual idiosyncrasies, majority group members may trust in, and provide 

more attention to their in-kind colleagues, which thus forms the ingroup. Such dynamics carry 

the high potential for discrimination and suboptimal utilization of group member’s diverse 

knowledge, skills, and abilities (Tesluk& Mathieu, 1999). Especially when joining previously 

established groups, out-group members may never have a fair chance to demonstrate how 

significantly they could contribute, thus cannot establish sufficient mutual trust necessary for 

productive cooperation. This lack of trust may lead to either underutilization or 

micromanagement of the out-group members, or a substantial overutilization of in-group 

members, which may cause feelings of increased burn-out. As a result, productivity and 

performance may actually suffer in both in- and outgroups. 

Attribution and resulting attitudinal-behavioral linkages reflect the second psychological 

concept grounding diversity initiatives. According to Kassin, Fein, and Marcus (2008) attribution 
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describes the process of how individuals perceive their environment. While in the first step of 

personal attribution perceptions of others originate from the premise that individuals are 

completely responsible and in control of an action, the second step of situational attribution 

moderates such perception by taking into account environmental factors leading or contributing 

to a behavior. For example, the Asian manager might display self-effacing behaviors when 

dealing with the group leader, as is dictated by his or her cultural heritage. However, Western 

cultural, and more individualistically-oriented group members may perceive this as a sign of 

inferiority, and lack of critical thinking skills (i.e. personal attribution), instead of connecting 

such behavior with its cultural implications (i.e. situational attribution). Accepting diversity in 

the workplace thus relies on the cognitive effort of the majority group to perform both attribution 

steps in order to avoid stereotyping or even overt or aversive discrimination.  

 

Improving Diversity Initiatives 

 At the heart of diversity programs lies the facilitated integration of human beings with 

diverse knowledge, skills, abilities, experiences, cultural backgrounds, and other distinct factors 

into existing operational processes in order to enhance and enrich organizational performance. 

According to Kochan and colleagues (2002) traditional European and US American diversity 

programs focus on changing employees’ attitudes, and eliminating behaviors that reflect subtle 

forms of discrimination and exclusion, which may inhibit effective interactions among people. 

However, improving diversity initiatives might have to go farther than conventional racial and 

gender integration attempts. Bezrukova and Jehn (2001) suggest a more holistic, and 

comprehensive approach to diversity initiatives, which encourages employees to value the wide 
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range of physical, cultural, and interpersonal differences presumably enhancing decision-making, 

problem-solving, and creativity at work. However, the authors found that, such programs, while 

addressing the organization at its entirety, rarely produced sustainable results. As such, 

improving diversity initiative programs may need to take on a quasi ‘think global-act local’ 

approach; in essence, an initiative that creates awareness and activity across all areas of the 

organization, yet focuses its tactical implementation on the workgroup level to improve team  

dynamics (i.e. cohesion), and attitude-behavioral linkages.  

 

 

Recommendations for Planning International Diversity Initiatives 

International diversity initiatives could be launched with company-wide presentations 

given by senior management announcing the organization’s commitment to empowering a 

diverse work environment. As an immediate follow up, tactical training could be deployed in 

increments of two-day workshops for key operational groups (e.g. marketing, engineering, 

purchasing, etc.), during which participants would be divided into diverse groups and presented 

with game-like challenges that inherently require group cohesion and total group collaboration. 

In these exercises, group members learn to understand their own, potentially stereotypical 

attitudes towards one another, and how these affect their work behavior. Ajzen (1991) already 

hypothesized that, attitude-behavior linkages were particularly strong, whenever an expressed 

attitude substantiated a person’s already conceived intentions. This means, if employees realize 

during the workshop the performance-oriented benefits of contributions made by their diverse 

team members, then the more positive their attitude towards diversity will become. This, in turn 
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may increase their sense of group cohesion, job involvement, and thereby enhance overall group 

performance.  

Another factor determining Attitude-Behavioral Linkage describes the level of 

accessibility, at which an attitude can be produced. Kassin, Fein & Markus (2008) explain that, 

both frequency and timing of awareness strengthen an attitude’s role as a determinant of future 

behavior. Using Allports (1954) contact hypothesis, forming diverse groups in these workshops 

may improve relations among the members experiencing conflict. Orchestrated and structured 

frequent interpersonal contact may prove an effective way to reduce prejudice between majority 

and minority group members, and assist in establishing equal status, goal commonality, and less 

distorted attribution.  

Upon completion of these workshops, the participating employees would each receive a 

framed certificate of accomplishment and commitment to a diverse workplace, which would be 

displayed throughout all offices in the company. Whenever a workshop has ended, participating 

department heads would be tasked to monitor the newly acquired diversity oriented knowledge, 

skills, abilities, and attitudes in their respective groups, and built pertinent diversity training 

elements into their continuing coaching and mentoring activities.  

Lastly, during quarterly company meetings, the senior management group would present 

all employees with a diversity report outlining completed and planned initiatives, and award 

individual departments for specific diversity-oriented activities (i.e. promotions, new hires, 

reduction in negative group performance incidents, etc.). 
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Conclusion 

 While most organizations will acknowledge the importance of diversity in business 

considerations, the full potential of a diverse workforce appears to have not yet been leveraged 

and exploited. However, as showcased above, a structured, holistic, yet tactical implementation 

using a ‘think global-act local’ strategy may not only increase an organization’s compliance with 

EEOC guidelines and produce more sustainable results than current programs, but also make 

tangible returns on such investments more traceable and transparent, particularly within the 

context of creativity and innovation, productivity, and overall organizational performance. 
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