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To those who have suffered because of their differences and to those
who have helped us to understand their differences.



P R EF A CE

Recent changes in the demographic composition of the workforce, the influence of
new values and lifestyles, the shift to a global rather than a national marketplace,
and the emphasis on team rather than individual management models has made un-
derstanding how to work with and manage diverse workers a strategic imperative.
This book presents an anthology of readings, cases, and exercises that are designed
to help individuals examine their own perspectives on diversity and improve their
understanding of how organizations must change in order to manage effectively in
the twenty-first century.

Understanding Diversity: Readings, Cases, and Exercises can be used in
three different ways. First, in an introductory management of diversity course, this
book can either be used alone as a reader and source of applied and skill building
activities or in conjunction with a theoretical text. Second, in organizational behav-
10or, human resource, or organizational change courses, this book can supplement
the basic text when the instructor wants to provide the students with a diversity per-
spective by adding selected readings, cases, and exercises to the course material.
Third, this book can be used as a source of basic workplace training material for
consulting work 1n organizations.

OBJECTIVES OF THIS BOOK

I. To meet the needs of both students and faculty for readings, cases, and expe-
riential material to use in classes that involve issues of workforce diversity.
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xiv PREFACE

We found that after several years of teaching a course in workforce diversity,
we are still unable to find a book that our students like, that we feel addresses both
the important cultural and workforce issues, that presents diversity from multiple
perspectives, and that includes cases and exercises suitable for the college class-
room. Although some books present theoretical perspectives, there is yet no uni-
versally accepted paradigm for understanding diversity. Other books are narrow in
scope and focus primarily on one type of diversity such as race or gender and 1g-
nore too many others, like sexual orientation, that affect working relationships.

Although most of these books have some merit, our experience in using them
in the classroom is that they leave a void. Consequently, we find ourselves and
many of the colleagues whom we surveyed, supplementing these texts with many
handouts from a variety of sources.

As we studied the sample syllabi sent to us by experienced instructors, we
discovered that although many of them used a core of common reading materials,
there were great differences in their theoretical perspectives and consequently 1n
how they structured their courses. This is understandable because workforce diver-
sity is an emerging field without a commonly accepted theoretical basis.

However, in the syllabi a strong preference is evident for the use of experi-
enced-based models of learning. This makes sense to us because understanding di-
versity involves systemic changes in the way individuals think, groups interact,
and organizations manage. Consequently, the most effective teaching and learning
about diversity requires an experiential component as part of the learning process.

2. To present students with multiple perspectives and viewpoints on under-
standing diversity.

Because diversity 1s such a complex, developing, and multifaceted topic, we
think that students need to read works by many researchers, scholars, and practitioners
who have specialized in particular aspects of this subject. To truly understand diversity,
it 1s as important to understand the perspective and contribution of the white male as it
is of the physically challenged female, etc. As a result, we feel that there is a need to
combine together in one volume some of the more popular writings on diversity with
some newer unpublished material developed by those who teach and train in this area.

In addition, our work in this area has led us to the conclusion that many of
the roots of understanding diversity lie within the social sciences. Although diver-
sity 1s a major 1ssue 1n business today, social scientists have been researching and
working in this field for quite some time. Through classroom experience, we
learned that beginning the study with a basic understanding of cultural differences
provides a foundation for understanding the need for organizational change to meet
the needs of the new workforce.

3. To provide a highly readable anthology that allows instructors flexibility in
utilizing material in the most effective format for their courses.

Consequently, we have chosen material written in the student voice rather
than in the researcher’s. There are many books on the market that can be used in
conjunction with this book to provide additional theoretical perspectives. In addi-
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tion, since college classes vary in size, length of time, and student composition, we
have attempted to accommodate these variations by including material appropriate
for different situations. We have chosen a mixture of experiential material that 1s
adaptable for small groups as well as for larger classes, and exercises that can take
5—10 minutes of a 50 minute class as well as more complex exercises that require a
two-and-a-half to a three-hour block of time. Another consideration is that group
dynamics are different based on class composition, so we have chosen to include
exercises that are suitable for different situations. Details on the use of the exercises

are provided in the instructor’s manual.

ORGANIZATION OF THE BOOK

The material for this book is divided into readings, cases, and exercises that progress
from a macro to a micro level. We have purposefully separated readings from cases
and exercises so that the instructor may structure the course according to his/her
needs and teaching style.

Chapter One begins with a definition of the meaning of diversity, a discus-
sion of cultural differences, and an exploration of theoretical models. The accompa-
nying readings consider diversity from a broad cultural perspective. They were se-
lected to give the reader a foundation from which to explore the macro influences
on his/her own perceptions that cut across individual differences in gender, race,
ethnicity, and other dimensions of diversity.

Chapter Two focuses on the implications of managing differences at the orga-
nizational level. The articles in this part were chosen to explain the differences be-
tween Equal Employment Opportunity/Affirmative Action legislation and valuing
differences as a strategic imperative.

Chapter Three features readings about groups that represent unchangeable as-
pects of diversity: gender, race/ethnicity, physical challenge, and sexual orientation.
Because of space constraints, it was not possible to explore all dimensions of diver-
sity in the readings. Our coverage of other important but more changeable aspects
of differences such as age, religion, social class, marital status, and physical appear-
ance, etc. are included 1n the cases and exercises that supplement the readings.

Chapters Four and Five are the applied section of this book and contain the
cases and exercises. These sections bring issues of difference down to the micro
level by requiring the individual student to participate more actively in his/her own
learning process.

The cases in Chapter Four, the majority of which are from clearly identified
real companies, allow students to apply material from the readings to deal with the di-
versity problems that are becoming a part of today’s management experience. Many
of the cases address multiple issues from the readings such as understanding individ-
ual differences, stereotypes, Equal Employment Opportunity/Affirmative Action, or-
ganizational change, managing diversity, and aspects of individual differences.

The exercises in Chapter Five are designed to help students progress from
simply acquiring information about differences, to understanding the sources of
their perspectives, to applying this learning to improve their understanding of the
impact of working and managing in a diverse workplace.
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This book is accompanied by an instructor’s manual that explains how the
readings, cases, and exercises can be selected and scheduled. It provides details on
the key points of each reading, answers to all discussion and case questions, de-
‘tailed guidelines for the administration and use of each exercise, and sources of
supplementary reading and video material.

Understanding Diversity: Readings, Cases, and Exercises was written to
meet the need for easily accessible readings and experiential material for college
level business courses involving issues of diversity. The intention is to provide an
anthology of foundational readings and a selection of cases and exercises that will
allow the instructor flexibility in assigning material according to the structure and
theoretical orientation of the course. It should be noted that many of the articles in
this text are classics that do not use inclusive language; however, they are included
here as originally written.
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On Culture and Diversity







Americans eat oysters but not snails. The French eat snails but not locusts. The Zu-

lus eat locusts but not fish. The Jews eat fish but not pork. The Hindus eat pork but
not beef. The Russians eat beef but not snakes. The Chinese eat snakes but not peo-

ple. The Jalé of New Guinea find people delicious."

What a menu it takes to feed the world! The charming diversity of practices cited by
sociologist Robertson is not limited to cafeteria choices, however. It is echoed
across a multitude of other behaviors and beliefs as well.

Popular belief once viewed America as the melting pot for diversity. But even
on this there is diversity of opinion: there are those who argue that the melting pot
only existed outside the organization gates while inside the white male culture dom-
inated. Still others argue that there never was a melting pot at all.

There never was a melting pot; there is not now a melting pot; there never will be
a melting pot; and if there ever was, it would be such a tasteless soup that we

would have to go back and start all over!?

In any event, the melting pot concept in America 1s itself melting away.
Where once we talked of acculturation, today we talk of accommodation and even
of appreciation. No longer do we think in terms of assimilation; instead we think of
“managing’’ diversity.

Just what 1s diversity? There 1s no easy answer because there 1s no real con-
sensus of usage. For some it refers to racial, ethnic, and gender differences, and for
others it includes a much broader range of differences among people.

In this book, we have consciously defined diversity very broadly to include
the multitude of social, cultural, physical, and environmental differences among
people that affect the way they behave. Diversity for us includes race, ethnicity,
gender, physical abilities, sexual orientation, age, and many other dimensions.

We are in accord with Loden and Rosener who see it as . . . this vast array of
physical and cultural differences that constitute the spectrum of human diversity,”?
and with R. Roosevelt Thomas *“. . . | mean the whole nature of the modern work-
force—in terms of age, educational differences, background, language, nationality,
and a multitude of other factors.”4

To better grasp the breadth and complexity of diversity, it is helpful to view it
through the eyes of the social modelers.

DIVERSITY MODELS

Diversity models are like snapshots taken from different angles and distances and at
different times. We have found no single comprehensive model of diversity, no sin-
gle picture or perspective, that adequately depicts its multifaceted character.

Diversity models differ in focus and scope. For purposes of discussion, we
have clustered the models into three groups: those that focus on the individual,
those concerned with the process of developing sensitivity, and those centering on
the organization.
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Models of the Individual

A sample of models that concentrate mainly on the individual is shown in Figure
1.1. In spite of differences in focus among them, all these models provide still pic-

tures; they describe static aspects of diversity.

Type Focus Theorists
Static Individuals: dimensions on which they differ from Loden and
each other Rosener
Static Individuals: major group memberships Szapocznik
and Kurtines
Static Individuals: incompatible cultural values Rivera

Figure 1.1 Diversity models centering on the individual.

-Some of the social modelers examine the principal ways in which individuals
differ from each other. Loden and Rosener, for example, distinguish between pri-
mary dimensions, that 1s, characteristics of people that do not change, and secondary
characteristics, that is, dimensions that can change. Figure 1.2 displays the relation-
ship between the central or primary characteristics and those that are secondary in
nature.’

Szaponcznik and Kurtines also focus on the individual, but from a broader
perspective. Theirs 1s a panoramic photograph that depicts the individual within a
family embedded within an environment comprised of diverse cultures. This model
recognizes that the individual faces the pulls of diverse generations as well as the
pulls of a diverse nonfamilial environment.®

Work
background

Sexual/
affectional
orientation

status

abilities/
qualities

Ethnicity

Religious
beliefs

Figure 1.2 Primary and secondary dimensions of diversity.
Source: Marilyn Loden and Judy Rosener. Workforce America! Managing Employee Diversity as a Vital Resource.
Copyright © 1991 by Irwin: Business One. Reprinted with permission from Richard D. Irwin, Inc.



