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As diversity continues to increase significantly
in the workforce, training organizational con-
sultants to be competent to effectively address-
issues related directly to race, ethnicity, and gen-
der becomes essential. However, these societal
changes present a challenge to many training
programs, faculty, and practitioners. Given the
limitations in the literature and the absence of
specific guidelines for ensuring competence in
addressing multicultural issues in work environ-
ments, the primary purpose of this article is to
present and discuss specific strategies for ad-
dressing these challenges.

The current literature on consultation
acknowledges the continually increasing
representation of diversity within the
workforce as a critical trend affecting the
role of consultants in the workplace
(Gerstein & Shullman, 1992; Horowitz &
O'Brien, 1989; Johnson & Packer, 1987;
Morrison & Von Glinow, 1990; Offermann
& Gowing, 1990; Solomon, 1989). Compe-
tencies in assisting existing environments
in accommodating new norms, roles, expec-
tations, values, behaviors, and dynamics
involved in the socialization and mainte-
nance processes of multicultural workgroups
are strongly recommended (Gerstein &
Shullman, 1992). The ability to assist staff
in the development of cross-cultural com-
munication skills that are both respectful and
effective in maintaining productivity is pur-
ported to be critical (Greenhaus &
Parasuraman, 1986). It would appear that
this awareness of the organizational issues
related to race, ethnicity, and gender would
translate immediately into programmatic
and curriculum development related directly
to the development of culturally sensitive
organizational consultants. However, this is

not the case.
The primary objective of training in con-

sultation currently is to facilitate the devel-
opment of scientist-practitioners who are
able to function as service providers, train-
ers, program designers, program evaluators,
administrators, consultants, and researchers
in business and organizational settings to
meet the unique challenge of a more diverse
workforce (Gerstein & Shullman, 1992).
There seems to be an underlying assump-
tion that the ability to engage in effective
consultation requires only a basic under-
standing of traditional mainstream
coursework in existing colleges of business
and psychology departments (i.e., adult de-
velopment, career development, organiza-
tional behavior, group behavior, ethics, re-
lationship building, communication,
problem solving, counseling interventions,
research, and consultation) and brief inter-
actions with other departments such as an-
thropology and sociology. Training, in gen-
eral, continues to omit curricula directly
addressing the understanding of the influ-
ence of increased representation of diver-
sity related to race, ethnicity, and gender in
work environments that traditionally have
been dominated by members of one particu-
lar racial or ethnic group or gender. Train-
ees intending to serve as organizational con-
sultants after graduation are expected to
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meet the aforementioned unique challenges
with little if any exposure to coursework spe-
cifically addressing multicultural and cross-
cultural issues in organizational counseling
psychology.

Although some professionals have been
sensitized to unique issues related to race,
ethnicity, and gender in individual counsel-
ing because of an American Psychological
Association-required multicultural or cross-
cultural course, such course content does not
begin to address the complexity involved in
preparing trainees to (a) assist workers in
their adjustment to the presence of those
whom they had not valued or considered
equal in the past; (b) assist workers in their
adjustment to a work environment in which
they may not be considered valuable or equal
by peers; and (c) assist administrators, ex-
ecutives, and managers in the examination
of management styles, decision-making pro-
cedures, communication skills, and organi-
zational policy that might be discriminatory
to certain members of the more diverse
workforce (Gerstein & Shullman, 1992).

What further magnifies this deficit in the
education and training of organizational
consultants is that a large majority of the
faculty who train future consultants do not
actually engage in consultative activity, nor
do they identify themselves as experts in this
area (Gerstein & Shullman, 1992). Conse-
quently, trainees' role models are not "real"
consultants but academicians, who typically
require a much different set of skills for pro-
fessional success.

Some educators recognize the limitations
in the current training of consultants.
Gerstein and Shullman (1992) proposed a
training model offering trainees specializa-
tion in business and organizational settings
within the counseling psychology program.
Trainees would be prepared to serve as sci-
entist-practitioners by completing a se-
quence of psychology (e.g., a seminar in
counseling psychology in a business and
organizational setting), business (e.g., man-
agement, human resources, organizational

development), and other courses (e.g., oc-
cupational sociology, field research meth-
ods) within a 3-year period, followed by a
1-year full-time internship. Although this is
a well-conceptualized program that offers
considerable improvement on the typical
one-course consultation track by including
a two-semester supervised practicum (e.g.,
personnel, employee assistance programs,
wellness), it does not include coursework
addressing the unique issues related to race,
ethnicity, and gender within an organization.

Carder and Bender (1989) developed a
comprehensive 40-week postdoctoral pro-
gram in which counseling psychology core
skills are perceived to be only a foundation
for more advanced work for organizational
consultants who choose organizational
counseling psychology as a specialty. This
emphasis at least begins to acknowledge the
complexity that an increasingly diverse
workforce requires: additive training, addi-
tive experience, and additive exposure to
various perspectives of multiple practicing
organizational consultants. The acquisition
of general counseling skills is perceived to
be only the beginning of understanding or-
ganizational behaviors. Although
multicultural issues are not indicated di-
rectly, the exposure to individual and group
supervision by multiple supervisors, who
themselves have made the career transition
from traditional counseling psychology to
full-time organizational work and who have
been trained as supervisors of consultation
practice, will at least increase the probabil-
ity of exposure to and involvement in the
discussion of the challenges and stages of
resolution of barriers to equity and work
satisfaction relative to increasing diversity.
However, even this program, which cur-
rently is one of the most effective and com-
prehensive training opportunities, does not
highlight the need for knowledge and skill
related directly to race, ethnicity, and
gender.

In summary, many professionals have
graduated from doctoral programs believ-
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ing that they are prepared to serve as con-
sultants to organizations addressing issues
related directly to race, ethnicity, and gen-
der without an appropriate knowledge base,
without practica, and without exposure to
those professionals currently engaging in
service delivery as organizational consult-
ants. Some experienced professionals may
be practicing without the knowledge base
or experience in understanding the influence
of race, ethnicity, and gender within the
work environment. Many organizations are
hiring organizational consultants to address
these critical issues related to diversity, be-
lieving that they are adequately prepared to
do so. Given these "holes" in the training
and education, few professionals are ad-
equately prepared to address race- and gen-
der-related problems in the work environ-
ment.

What activities—whether a part of a pro-
grammatic specialty curriculum within a
counseling psychology department, a
postdoctoral training program in organiza-
tional counseling psychology, as described
earlier, or integrated into the intervention
methods of practicing consultants—would
enhance consultation competencies in orga-
nizational contact, entry, diagnosis, and in-
tervention when related to issues of cultural
diversity? This question could be responded
to by current practitioners' attention to the
same body of literature addressing the train-
ing recommendations for the development
of the culturally sensitive counselor, how-
ever, with an emphasis on organizational
behaviors. For example, as recommended by
D. W. Sue et al. (1982), Pederson (1990), D.
W. Sue (1991), and Ponterotto and Casas
(1987), the culturally sensitive professional
must have the opportunity to consider how
values and various cultural backgrounds
interact with the power-dominant host
society's cultural patterns. Those authors
strongly recommended that the knowledge
of individuals' culture and status, as well as
actual experiences with culturally different
clients, are essential components to any

training designed to increase competence in
multicultural counseling skills. In vivo ex-
posure and behavioral interaction with cul-
turally different individuals, in addition to
the traditional cognitive approach to profes-
sional development (e.g., lectures, discus-
sion, reading), are thought to be mandatory
components of competency enhancement
(Lefley, 1985; W. Sue, Akutou, & Higashi,
1985). Consultants, as all practitioners ad-
dressing the issue of diversity, must be fa-
miliar with issues related specifically to
socioeconomic status (Ho, 1987; Pavkov,
Lewis, & Lyons, 1989), women, men, racial
and ethnic identity (Helms, 1986; Ivey, Ivey,
& Simek-Downing, 1987; D. W. Sue, 1978),
and the dynamics of power.

Core Training and Practice in
Diversity for Organizational

Consultants

Literature specifically addressing diver-
sity issues in organizational consultation is
limited. In major articles by Gerstein and
Shullman (1992) and Greenhaus and
Parasuraman (1986), who comprehensively
addressed critical issues in organizational
consultation, only one brief paragraph in
each article discussed culture. Although rec-
ommendations were provided for those
interested in the relationship between cul-
ture and organizational behavior, specific
guidelines for practice were omitted. The
training and practice of the culturally sensi-
tive organizational consultant should include
competencies in attending to diversity issues
in four critical aspects of organizations: or-
ganizational infrastructure, job satisfaction,
relationships among staff, and job perfor-
mance and productivity.

Organizational Infrastructure

Clarifying the organizational norms,
roles, expectations, values, behaviors, and
dynamics involved in the socialization and
maintenance processes of workgroups would
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be critical (Greenhaus & Parasuraman,
1986). However, in doing so, organizational
consultants must assume that all organiza-
tional structures and practices, past and
present, directly influence diverse
workgroups; that what is written in staff
handbooks describing practices and expec-
tations is not always adhered to in reality;
and that insensitivity to diversity can be ex-
pressed both overtly and covertly. To enter
into a relationship with an organization
without some historical context, over a 10-
to 15-year period, on questions such as the
following will provide a framework for un-
derstanding all the data that would be forth-
coming:

1. What is and has been the majority-
minority representation by racial or ethnic
group and gender within the entire organi-
zation and across all levels of the organiza-
tional hierarchy and departments?

2. What is and has been the majority-
minority entry-level salary assignment by
gender across all levels of the organizational
hierarchy and departments?

3. What is and has been the rate of
majority-minority salary increase, promo-
tion, and tenure by gender across all levels
of the organizational hierarchy and depart-
ments?

4. Which organizational practices do and
have facilitated and impeded workgroup
cohesiveness?

5. What is and has been the degree and
in what manner have staff orientations, bro-
chures, advertisements, and so on portrayed
an organizational commitment to diversity
and intolerance for violations of this norm?

6. How does and has the organization
addressed staff grievances and interpersonal
conflicts, what percentage of these griev-
ances are related specifically to race or
ethnicity and gender across levels of the or-
ganizational hierarchy and departments, and
what are the typical patterns of outcome from
such grievances?

The answers to these questions would
assist in discovering any patterns of token-

ism, violations of affirmative-action guide-
lines, and discrimination that Greenhaus
and Parasuraman (1986) strongly recom-
mended in addressing diversity issues within
organizations. The answers to such ques-
tions also may provide guidelines for orga-
nizational change and show the need for the
implementation of new structures.

Staff Job Satisfaction

Regardless of organizational norms, un-
derstanding staff members' experience of the
work environment is essential to the orga-
nizational consultant's task of providing
feedback and in the development of recom-
mendations for change. Assessing interper-
sonal relationships and work-related atti-
tudes and behaviors within and across racial
or ethnic groups, among and between men
and women, and across all levels of the or-
ganizational hierarchy are critical. The col-
lation of staff evaluations concerning all
aspects of their experiences as workers
within the organization (e.g., evaluating
occupational stress, personal and interper-
sonal strain, coping resources; Osipow &
Spokane, 1981; Weiss, Dawis, England, &
Lofquist, 1967) is an important piece in de-
veloping an understanding of exactly what
the problems are.

Although direct interviews with ran-
domly sampled majority and minority staff
can be a powerful strategy in gathering this
information, paper-and-pencil surveys ad-
dressing job satisfaction or occupational
stress will provide an opportunity for the
development of organizational norms as a
baseline for improvement that will assist in
identifying points of necessary intervention
across all levels of the organization. Infor-
mation from such surveys also will assist in
examining the within-groups diversity that
always exists but is often overlooked. Re-
sults can help consultants distinguish be-
tween real and perceived problems related
to race or ethnicity and gender. For example,
points of contention that exist only between
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a few individuals across diverse groups can
quickly and inaccurately be assessed as an
intergroup problem. Although there is some
potential for a localized conflict to become
more pervasive throughout the organization,
consultants must be able to assist organiza-
tions to identify and address effectively in-
terpersonal and intergroup points of conten-
tion. Consultants must be competent in
discerning between staff experiences that,
at any given time, directly affect only the
sense of well-being of a few from those that
are more systemic and widespread group is-
sues. Consultants cannot assume that all that
might have been identified by the organiza-
tion or by individual staff member as an is-
sue of diversity is an issue of diversity. By
contrast, consultants cannot assume that all
that have been identified as an ordinary or-
ganizational issue is not masking deeper,
long-standing organizational problems or
racism and sexism. This is another ratio-
nale for conducting a detailed investigation
of the organizational infrastructure from a
historical viewpoint.

Analyzing the Relation Between
Organizational Policies and

Practices Related to Diversity, Job
Satisfaction, Job Performance,

and Work Productivity

Work productivity usually is the primary
objective of organizations. Administrators'
commitment to positive staff morale can
mask an economic-based, underlying inter-
est in job performance and work productiv-
ity. If this is the case, in the best of worlds,
workers who most efficiently produce the
highest quality product or outcome within
their departments would be the most highly
rewarded.

In such settings, identifying criteria for
evaluating job performance and work pro-
ductivity also is highly important to work-
ers or organizational members because this
is the means of obtaining tenure, salary in-
creases, and promotions. This may be par-

ticularly true for racial or ethnic minorities
and women, whose salaries typically are
lower and who are found in lower status
positions more often than White men. Does
this mean that White men's job performance
exceeds that of these other populations? If
so, why and what can be done to address
this discrepancy? If not, why is there a dis-
proportionate representation of a certain
group in power positions earning higher
salaries? As a consultant addressing issues
of diversity, I think it imperative that rela-
tionships among these organizational vari-
ables be examined.

Consequently, it would seem that the
most important competency in the area of
examining the relationships between the
previously mentioned issues and job perfor-
mance might be the most challenging one:
the identification of consistent patterns of
concrete, organizational criteria for staff
performance evaluation and promotion
across racial or ethnic groups and gender.
What contributes to the difficulty in this pro-
cess is that some organizations maintain
vague, subjective criteria for work perfor-
mance evaluation. Such practices pose a
problem for those who are committed to
studying the links among racial and ethnic
status, job satisfaction, job performance, and
job evaluation.

In cases in which the evaluation is con-
crete and lends itself to empirical represen-
tation for data analysis, the task of statisti-
cally examining relationships among these
variables is simple. However, in the other
cases in which criteria are vague and sub-
jective, organizational consultation might
include working with members on develop-
ing concrete, measurable criteria for job
evaluation that reflect well-defined expec-
tations for competency across all levels of
the hierarchy, department, or both. Organi-
zational consultants must be competent in
translating the results of interviews and re-
sults from the review of organizational func-
tioning into an empirical state that measures
optimal job performance for all staff mem-
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bers and some strategy for ensuring consis-
tent evaluation and outcome for all.

Of course, understanding and using sta-
tistical analyses that present an overall pic-
ture relating staffexperiences with staff work
productivity and performance evaluation
also is a necessity in this process. For ex-
ample, multiple analyses of variance can
assist in identifying significant racial or
ethnic group differences by gender across
the organizational hierarchy, departments,
or both. Although multiple regression
analyses effectively can tease out issues re-
lated to within-groups diversity, Pearson
product-moment correlations can identify
relationships between specific behaviors or
attitudes and job performance or work pro-
ductivity. All would assist in attending to
the relationships among critical factors that
have been highlighted in the literature
addressing race or ethnicity and gender
(i.e., management styles, decision-
making styles, communication skills, the
formation and maintenance of supervisor-
subordinate and peer-peer relationships;
Gerstein & Shullman, 1992; Greenhaus &
Parasuraman, 1986). Statistically pulling
together all pieces of the investigation would
be invaluable to the organization in under-
standing the current status and the impact
of such on the staff dynamics as well as in
the setting of future goals.

Currently, some organizational consult-
ants may engage in limited forms of the
aforementioned professional activities with-
out, training or experiences specifically ad-
dressing this content or the necessary ongo-
ing checks on personal "cultural
insensitivities" and diversity-related blind
spots.

Factors Encouraging Professionals
to Practice With Limited

Competency

Several factors may encourage profes-
sionals to engage in multicultural organiza-
tional consultation with limited competency.

First, training limitations alone, which ex-
ist in most academic programs, may lead
graduates to believe that they have all that
they need to function as organizational con-
sultants regardless of the issue to be ad-
dressed.

Second, the demand for diversity-related
consultation has increased with increasing
racial or ethnic representation within the
workforce, corrections, and educational or
training institutions. Although the relation-
ship between the consultant and social unit
is voluntary, many organizations are expe-
riencing internal and external pressures
from federal, state, and local governing
agencies and surrounding communities, as
well as internal pressures from employees,
students, and inmates to seek assistance in
managing related issues. "Organizational
urgency" also can lead to the request for
quick, one-shot fixes to address issues that
require greater depth in assessment and in-
tervention. For example, one organization
may have to request several different unre-
lated contacts over a period of time that may
or may not lead to a resolution to a long-
standing problem. All would tend to
heighten the demand for multicultural con-
sultants. Given that few programs ad-
equately address issues specifically related
to multicultural organizational consultation,
few professionals are comprehensively pre-
pared to effectively attend to the demand
level. Consequently, others must do so.

Third, consultative professional activity
addressing diversity is intrinsically reward-
ing, particularly to those committed to be-
ing a part of social change on a larger scale
than that involved in individual or small-
group counseling sessions.

Fourth, consultative professional activ-
ity in general provides extrinsic rewards in
that it is lucrative and productive. Many
professionals are attracted to the opportu-
nity to supplement income and develop a
broader professional network that often
stretches beyond the worlds of psychology
and higher education. The increased demand
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for multicultural consultation presents the
opportunity not only for increased income
but also the identification of another pro-
fessional specialty or expertise. Such a com-
bination of intrinsic and extrinsic reinforc-
ers may tempt, particularly novice
consultants, a positive response to organi-
zational requests for a dependent, ongoing,
long-term, consultant-consultee relation-
ship.

All four of the aforementioned areas
could contribute to a tendency to practice
with inadequate training and experience.
How might consultants avoid such pitfalls,
remain ethical, and continue to provide the
much-needed and demanded organizational
consultation services addressing issues of
diversity?

Practice Without Multicultural
Training In Organizational

Consultation

One recommendation that would assist
organizational consultants in avoiding the
pitfalls just discussed is the adoption of a
researcher-practitioner mindset (Gerstein &
Shullman, 1992), which has been adhered
to and advocated by many counseling psy-
chologists in general. This approach to ser-
vice delivery would require a solid knowl-
edge base of the literature, an analytical
approach to service delivery, and a commit-
ment to the discipline of consultation beyond
that of one consultative experience. Consult-
ants would work so that those beyond the
realms of one setting would benefit from the
process and outcome of one consultative re-
lationship. How this approach might be re-
flected in the practice of organizational con-
sultation addressing issues of diversity is
described next.

First, an initial survey of organizational
members' diversity-related attitudes are
critical. This standard activity would allow
the consultant time to identify personnel
issues that might be challenged by the atti-
tudes and values represented in the survey

results, to access and consult the literature
and other professionals with previous suc-
cessful experiences with this organizational
type, and to develop an organizational por-
trait that would serve as a stimulus for dis-
cussing problem definition, expectations for
the outcome of the consultation relationship,
and the identification of organizational
goals beyond consultation.

The outcome of this organizational in-
take procedure also will assist in identify-
ing the relationships among specific orga-
nizational issues (e.g., productivity, staff
relations, absenteeism, hiring and promo-
tion, etc.), effective and ineffective consul-
tation methods; lengths of intervention, and
patterns of diversity-related attitudes and
values within the setting. For example, as
in the multicultural counseling psychology
literature, findings might lead to the identi-
fication of varying stages of a diversity-re-
lated "organizational identity" requiring
unique methods of entry and intervention.

Sample Intake Survey

An example of an intake survey packet
in a work environment might include instru-
ments that assess workers' (a) value orien-
tation of worldviews, addressing the degree
to which individuals adopt an internal or
external locus of control and responsibility
(Orientation of Worldview Inventory;
Ibrahim, 1985; Jones, 1972); (b) interper-
sonal style (Fundamental Interpersonal Re-
lations Orientation Scales-Behavior;
Schutz, 1966); (c) the tendency to experi-
ence culture shock (Culture Shock Inven-
tory; Reddin, 1977); and job satisfaction
(Occupational Stress Inventory; Osipow &
Spokane, 1981; Weiss et al., 1967).

A letter describing the purpose of each
of the instruments would be sent to the or-
ganizational contact for distribution to and
completion by all staff. Each assessment
packet also would include a consent form
that indicates the names of both the con-
sultant and organizational contact and a

186 Consulting Psychology Journal: Practice and Research
Summer 1996



demographic sheet that requests information
on gender, racial status, ethnic group, age,
years employed with organization, current
position, years employed in the current po-
sition, department, salary, and years of edu-
cation. Staff would be encouraged to com-
plete the packet regardless of whether they
chose to have their information tabulated as
part of research for journal publication and
to return sealed packets with no identifying
data directly to the consultant at the time
identified as data collection day. This would
ensure staff confidentiality and anonymity.

All such information would contribute
significantly to understanding the present-
ing issues beyond which the organizational
contact would be able to articulate and as-
sist in the development of more focused in-
terventions. Paper-and-pencil results also
would provide the consultant with the op-
portunity to become more informed about
the operational definitions that are key to
understanding between- and within-groups
differences in the setting. Data collation
would provide descriptive information about
the overall organizational culture as well as
across levels of the hierarchy and different
departments. Differences attributable to ra-
cial or ethnic status and gender easily could
be identified for discussion with the organi-
zational contact early in the relationship.

Multiple regression analyses with job
satisfaction as the dependent variable also
would assist in understanding organizational
cultural norms. In general, such a process
would provide baseline data that the con-
sultant and the organization might use to
periodically assess any subsequent cultural
shifts that may occur.

However, unlike the researcher-practitio-
ner approach in counseling, in the case of
organizational consultation, both practitio-
ners and client organizations would be will-
ing and committed participants involved in
the process. The intake procedure within this
model reflects a collaboration between the
consultant and the organization. Instead of
the organization assuming that the consult-

ant will come in to "fix*' or provide the an-
swers to existing problems, the request for
survey completion by the consultant sets the
tone for the relationship. Both the organi-
zation and the consultant assume and share
responsibility for the process and outcome
of problem identification and intervention
until termination.

Issues of Consent for Participation
in Research and Confidentiaiity

It is important to note that collaborations
reflected in this researcher-practitioner
model require attention to issues of consent
for participation in research by the organi-
zations and individuals and the assurance
of organizational anonymity and individual
confidentiality. All related forms then would
become essential components of the consul-
tation contract. Such consent would allow
the outcome of the contact to benefit the or-
ganization and the consultant as well as pro-
vide a much-needed contribution to the lit-
erature on multicultural organizational
consultation.

Second, although not always feasible be-
cause of time constraints and varying ex-
pectations of the client organization, I
strongly recommend that consultants facili-
tate the development of a longer term, on-
going organizational commitment to diver-
sity that extends beyond termination. For
example, the development of a stable struc-
ture having the sole purpose of addressing
diversity might be one option for interven-
tion. Members of such a structure, consist-
ing of a balanced representation of race or
ethnicity and gender across all levels of the
organization, would be (a) included in the
interpretation of the intake assessment re-
sults; (b) informed of publications address-
ing the current literature on diversity within
the particular setting; informed of other con-
sultants with a multicultural consultation
specialty; (c) trained in conflict mediation
specifically related to issues of diversity; (d)
assisted in identifying long-term organiza-
tional objectives and alternative ways of at-
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tending to each; and (e) responsible for
monitoring the setting's climate and seek-
ing future consultative service. Attending to
diversity now becomes an integrated
part of the overall functioning of the
organization.

Conclusions

The aforementioned recommendations
assist in monitoring adherence to the ethi-
cal guidelines of the American Counseling
Association for the provision of consulta-
tion services. According to these guidelines,
consultants must be (a) aware of the impact
of personal knowledge and skill limitations
on practice; (b) able to develop an effective
working alliance with clients in problem
definition and in the identification of goals
and intervention options; (c) able to assess
the availability of necessary internal re-
sources for addressing present and future
issues; (d) committed to and competent in
assisting clients in self-direction and self-
maintenance; and (e) willing to refuse a pri-
vate fee or other remuneration for consulta-
tion with individuals who are entitled to
these services through the member's em-
ploying institution or agency. In summary,
the researcher-practitioner model of consul-
tation would assist practitioners in resisting
the temptation to practice unethically.

There many potential ways of address-
ing the knowledge, experience, and skill
deficits with which some organizational con-
sultants may bring to their work addressing
issues of diversity. Given the limitations in
current training programs, it is critical that
different strategies be developed to optimize
existing competencies. This is only one re-
sponse to this relevant issue with which so-
ciety will be confronted as the 21st century
approaches.
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