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MULTICULTURAL ORGANIZATION DEVELOPMENT 

B a i l e y  k .  Jackson and Evangel ina Ho iv ino  

I n t r o d u c t i o n  

The.recent "resurgence" o f  rac ism and o t h e r  forms o f  

s o c i a l  i n j u s t i c e  i n  our c i t i e s  and towns, co l l eges  and 

u n i v e r s i t i e s ,  and i n  our o f f i c e s  and p l a n t s .  has renewed the 

i n t e r e s t  and a c t i v i t y  o f  those invo lved i n  e f f o r t s  intended 

t o  promote soc ia l  j u s t i c e .  Th is  renewed i n t e r e s t  has 

r e s u l t e d  i n  some new i n s i g h t s  t h a t  r e s u i t e d  from some new 

ways o f  analyz ing both pas t  and present  s o c i a l  dynamics. 

Socia l  j u s t i c e  p r a c t i t i o n e r s  have a l s o  con t r i bu ted  t o  these 

new i n s i g h t s  by focus ing on what migh t  be termed the  l i m i t e d  

success o f  the  s t r a t e g i e s  used i n  t h e  pas t .  There are  a t  

leas t  f i v e  learn ings o r  observa t ions  t h a t  a r e  worth c i t i n g  

here t h a t  can be a t t r i b u t e d  t o  these i n s i g h t s :  

1 .  The i n d i v i d u a l  consciousness r a i s i n g  s t ra tegy  has 
met w i t h  l i m i t e d  success i n  making s i g n i f i c a n t  
improvement i n  the  workplace environment f o r  those 
r e c e n t l y  g iven access t o  t h a t  environment (e .g.  
women, r a c i a l  m i n o r i t i e s ,  handicaped persons, e t c . ) .  

2 .  For there  t o  be any l a s t i n g  change i n  the  workplace 
on a  soc ia l  j u s t i c e  agenda t h e r e  needs t o  be d l r e c t  
and comprehensive change e f f o r t  focused on the  
o rgan iza t i on  ( o r  o r g a n i z a t i o n a l  u n i t  - departments, 
e t c . )  as a  system. These systems must be developed 
so t h a t  they can be i n  a  p o s i t i o n  t o  d i r e c t ,  manage, 
and prov ide  support  f o r  e f f o r t s  intended t o  enhance 
and c a p i t a l i z e  on t h e  s o c i a l  d i v e r s i t y  i n  the  
workp lace.  

3 .  " T r a d i t i o n a l "  o r g a n i z a t i o n  development (OD) e f f o r t s  
have not made the  k i n d  o f  impact on soc ia l  
oppression i n  the  workplace t h a t  I t s  founders had 
hoped. The hope t h a t  OD a c t i o n  would employ an 
a c t i o n  research model and would dedicate I t s e l f  t o  



t he  e l i m i n a t i o n  o f  s o c l a l  i n j u s t i c e  i n  the  workplace 
seems t o  have go t ten  l o s t  somewhere i n  I t s  
e v o l u t i o n .  

4 .  There a r e  a  number o f  recent  demographic analyses 
t h a t  t e l  I us t h a t  our n a t i o n a l ,  no t  . t o  mention the 
g loba l ,  popu la t l on  I s  undergoing some dramat ic 
demographic changes. Those changes I n  t h i s  country 
a re  p a r t i c u l a r l y  r e l e v a n t  t o  those o f  us who have 
been consc ious ly  o r  unconsclously assuming t h a t  the 
White and male workforce w l  I I cont inue t o  be 
numer ica l l y  dominate. Based on t h i s  in format ion 
many o rgan iza t i ons  have a l ready  been aggress ive ly  
p o s i t i o n i n g  themselves t o  f u n c t i o n  o r  do business i n  
a  s i g n l f l c a n t l y  more s o c l a l  l y  d i v e r s e  marketplace. 
Other o rgan iza t i ons  have w i s e l y  begun t o  develop new 
rec ru i tmen t ,  development and Incen t i ve  programs t h a t  
w i l l  appeal t o  a  workforce w i t h  a  wide range o f  
c u l t u r a l  values, needs, and goals .  

5 .  Some hard evidence I s  beginn ing t o  emerge t h a t  
i nd i ca tes  t -hat t h e r e  I s  a  d i r e c t  r e i a t l o n s h i p  
between t h e  q u a n t i t y  and q u a l i t y  o f  t h e  product or  
s e r v i c e  t h a t  an o r g a n i z a t i o n  i s  de l  l v e r i n g  and the 
organization's a b i l  l t y  t o  p rov ide  a  s o c l a l l y  j us t  
working environment f o r  a l l  I t s  employees. 

These a re  j u s t  a  few o f  t h e  I n s i g h t s  and observat ions 

t h a t  a re  d r i v i n g  the  renewed e f f o r t s  on t h e  p a r t  o f  those 

in te res ted  i n  developing new ways t o  t h i n k  about and work 

w i t h  o rgan iza t i ons  who a r e  In te res ted  I n  pursu ing  the  goal o f  

becoming more s o c i a l l y  J u s t ,  o r  I n  t h e  language o f  the  times 

- - to  become a  multlcultural organizatlon. Th ls  goal has 

spawned enough i n t e r e s t  t h a t  we f e e l  t h a t  I t  I s  t ime t h a t  we 

c o n t r i b u t e  t o  t h e  development o f  what we c a l l  M u l t i c u l t u r a l  

Organ iza t ion  Development (MCOD) by present ing  our perspect ive 

on t h i s  emerging f i e l d .  

MCOD. as a  f i e l d ,  c u r r e n t l y  c o n s i s t s  o f  a  f a i r l y  broad 

range o f  v i s i o n s ,  d e f i n i t i o n s ,  assumptions, s t r a t e g i e s ,  

techniques, terminology,  goals  and o b j e c t i v e s .  Those 

in te res ted  i n  t h i s  area Inc lude s tudents and p r a c t i t i o n e r s  o f  



organ iza t i on  development, i n t e r n a l  and ex terna l  o rgan iza t i on  

consu l tan ts ,  and long-standing s o c l a l  j u s t i c e  a c t i v i s t s  and 

consu l tan ts .  Given t h e  s t a t e  o f  t h l s  emerging f i e l d ,  g e t t i n g  

a  c l e a r  reading on j u s t  what i t  i s  can o f t e n  be d i f f i c u l t  and 

f r u s t r a t i n g .  

Our at tempts t o  get  a  handle on the  s t a t e  o f  the f i e l d  

requ i red  t h a t  we I n t e g r a t e  our past  work w i t h  t h a t  o f  o thers 

who have been doing work under such t i t l e s  as Managing 

D i v e r s i t y ,  A f f i r m a t i v e  Ac t i on  T ra in ing ,  Equal Employment 

Oppor tun i ty  c o n s u l t i n g  and t r a i n i n g ,  racism and sexism 

awareness t r a i n i n g ,  and c r o s s - c u l t u r a l  t r a i n i n g ,  j u s t  t o  name 

a  few. This  paper I s  an at tempt t o  c l a r i f y  and prov ide  

direction t o  t h e  emerging f i e l d  o f  MCOD. i t  presents a  

working d e s c r i p t i o n  o f  a  m u l t i c u l t u r a l  o rgan iza t i on  (MCO) and 

a  model o f  t h e  developmental l e v e l s  and stages o f  movement 

from a  monocui.turai t o  a  m u l t i c u l t u r a l  o rgan iza t i on .  

Current Trends -- i n  t h e  F i e l d  -- o f  MCOD 

Our somewhat loose use o f  t h e  term " f i e l d "  i s  i n  

someways rep resen ta t i ve  o f  t h e  c u r r e n t  s t a t e  o f  MCOD as a 

f i e l d .  As w i t h  most new f i e l d s ,  MCOD i s  a  loose network o f  

t h inke rs  and p r a c t i t i o n e r s .  Whi le the re  a re  some ind i v idua l  

consu l t i ng  f i r m s  t h a t  have a  concern f o r  s o c i a l  j u s t i c e  or 

something l i k e  MCOD as p a r t  o r  a l l  o f  t h e i r  miss ion.  (New 

Perspect ives,  i nc . ,  KJA Associates, Janice Eddy, I nc . ,  

P a c i f i c  Management Systems. j u s t  t o  name a  few) there  do not 

appear t o  be any major p ro fess iona l  o rgan iza t ions  t h a t  are 



dedicated to MCOD. While there Is an occasional 'journal 

article on MCO.'s there are no journals dedicated to serving 

"the field." While we know of some examples of university 

level courses that speak to issues of social diversity In 

organizations, a few courses are in fact solely dedicated to 

MCOD (like our own), at present there Is only one major 

program at the college or University level, The American 

institute for Managing Diversity, Inc. at Morehouse College. 

And, while there are a number of practitioners engaged In a 

wide variety of activities that can be seen as fa1 I lng under 

this conceptual umbrel la, there have not been many attempts 

to describe the umbrella in ways that provide a useful 

framework for change as of yet. 

Defining a MCO - -  
A closer look at this emerging field of MCOD suggests 

that there are some threads that can be pul led together to 

form a common garment. We started the search for these 

threads by examining the existing definitions of MCO's. 

There seem to be four different definitions currently in use 

and each emphasizing a different theme or aspect of MCO. 

Themes -- in MCO Definitions 

1 .  Social/Cultural Representation 
2. Valuing and Capitalizing on Differences 
3. Eliminating Racism and Sexism 
4. Diversity of "Stakeholders" 



1 .  Soclal/Cultural Representatlon A m u l t l c u l t u r a l  
Organ iza t ion  i s  one I n  which an e q u i t a b l e  number o f  
s o c i a l  or  c u l t u r a l  groups a r e  represented I n  t h e  
o rgan iza t i on ,  making f o r  c u l t u r a l  d i v e r s i t y ,  1.e.. 
d i v e r s i t y  o f  s o c l a l / c u l t u r a l  perspect lves,  wor ld  
views, l i f e  s t y l e s ,  language, and management s t y l e s .  

2 .  Valulng and Capltal lz lng on Differences A 
m u l t i c u l t u r a l  organ1za.tlon I s  one whose s e l f -  
i n t e r e s t  i s  t o  enhance and ma in ta in  I t s  
e f fec t i veness  and growth. Th is  I s  achieved by 
a l l o w i n g  f o r  and n u r t u r i n g  t h e  f u l l  l n c l u s l o n  and 
p a r t i c i p a t i o n ,  a t  a l l  l e v e l s ,  o f  t he  widest  v a r i e t y  
o f  c u l t u r a l  perspec t lves  i n  the  o r g a n l z a t l o n ' s  work. 
Such an o r i e n t a t i o n  promotes the  f u l l  u t l  I l z a t l o n  
and c o n t r i b u t i o n  o f  a l l  ava l  l a b l e  human resources 
towards i t s  mlss lon,  I n t e r n a l  opera t ions  and 
ex terna l  I n t e r f a c e  w l t h  t h e  environment. 

3 .  Ellmlnatlng Racism and Sexlsm A m u l t l c u l t u r a l  
o rgan iza t i on  i s  one t h a t  I s  dedicated t o  t h e  
e l i m i n a t i o n  o f  a l l  forms o f  racism and sexism I n  the  
workplace. 

4 .  Dlverslty of Stakeholders A m u l t i c u l t u r a l  
o rgan iza t i on  I s  an o r g a n i z a t i o n  which Inc ludes 
people from d l ve rse  c u l t u r a l  backgrounds as 
"s takeholders"  w i t h  l e g i t i m a t e  c la ims t o  a  share i n  - 
t he  o r g a n i z a t i o n ' s  m lss lon  and work. I t  I s  a l s o  a  
p lace  where members o f  d i f f e r e n t  c u l t u r a l / s o c l a l  
groups are  a c t i v e l y  1nc luded. ln  t h e  c e n t r a l  
dec is ions  t h a t  shape the  o rgan iza t i on .  The 
o rgan iza t i on  Involves members o f  a l l  c u l t u r a l  groups 
as equal pa r tne rs  I n  t h e  e n t e r p r i s e  and r e f l e c t s  a  
commitment t o  the  empowerment o f  a l l  people and the 
e l i m i n a t i o n  o f  oppression and s o c l a l  I n J u s t l c e .  

These themes w l t h  one a d d i t i o n  a re  captured I n  a  

d e s c r i p t i o n  o f  MCO's by Jackson and Hardlman, 1981. We 

b e l i e v e  t h a t  t h i s  d e s c r i p t i o n  o f  a  MCO can a l s o  serve as a  

gu id ing  visiori f o r  MCOD p r a c t i t i o n e r s .  

A MULTICULTURAL ORGANIZATION - 
'A Vlslonm 

A Mult lcultural  Organlzatlon r e f l e c t s  t h e  c o n t r i b u t i o n s  
and i n t e r e s t s  o f  d l ve rse  c u l t u r a l  and s o c l a l  groups I n  
i t s  miss ion ,  opera t ions ,  and product  o r  se rv i ce .  



A Multlcultural Organlzatlon acts on a commitment to the 
eradication of social oppression in all forms within the 
organization. It Is also sensitive to the possible 
violation of the interests of ail cultural and sociai 
groups whether or not they are represented in the 
organization. 

A Multlcultural Organlzatlon is one where the members of 
diverse cultural and sociai groups are full participants 
at all levels of the organization, especially in those 
areas where decisions are made that shape the 
organization. 

A Multicultural Organlzatlon follows through on Its 
broader external social responsibilities including its 
support of efforts to eiimlnate all forms of social 
oppression. This also involves the support of efforts to 
expand the multiculturai ideology. 

Levels - and Stages in the Monocultural to Multicultural -- - 
Develo~ment Process 

The process of becoming a multiculturai organization is 

complex and difficult. As with most change processes, there 

are developmental stages that organizations move through. 

Jackson and Hardiman (1981) have deyeioped a model that 

describes the three levels and six stages in the monocultural 

to rnult'icuitural development process. 

Levels: Mono to Multicultural Development -- 
Organlzatlons 

Level One - The Monocultural Organlzatlon 
No interest in belng a multiculturai organization. 
Interested only In enhanclng the dominance. 
privilege, access of those i n  power. (White, men, 
able bodied, etc.) 



Level Two - The Non Dlscrlmlnatlng Organization 
"Non-discrimination in a monocultural context." 
interested in bringing people of different 
cultures in without changing the way things are. 

Level Three - The Multicultural Organization 
Emphasis on being a multicultural organization 
has: a) diverse cultural representation, 
b) equitable distribution of power and influence, 
C) supports the elimination of oppression, and d )  
supports multicultural perspectives in the larger 
soc i ety. 

Multlcultural 

STAGES OF MULTICULTURAL DEVELOPMENT IN ORGANIZATIONS 

Withln each of the levels, there are two stages. These 

stages describe the specific phases that describe.an 

organization during its evolution toward becoming a 

multicultural organization. 

The stages are sequential. Experiencing the learnings 

and i imitations in each stage are seen as contributing to the 

ability and felt need of the organization to move to the next 

stage. Organizations may demonstrate indicators of one. 

some, or a1 l of the stages in its many divisions, 

departments, regional offices, etc. 

Leve l ' One 
Stage One - The Exclusionary Organization 

The Exclusionary Organization has as its self interest 
the maintenance of domination of one group over other groups 
based on race, gender, culture or other social identity 
characteristics. The exclusionary organization often 
purports to eliminate the participation of members of 
oppressed groups in American society and to re-establish 
White male groups as the superior and dominate groups. 



Exclus ionary o rgan iza t ions  o f t e n  have the  e l l m i n a t i o n  o f  
subord inate groups as p a r t  o f  t h e i r  m iss ion  ( e . g . ,  the  KKK) .  
More f a m i l i a r  man i fes ta t i ons  o f  t he  exc lus ionary  o rgan iza t i on  
can be witnessed i n  those o rgan iza t i ons  t h a t  have 
exc lus ionary  membership p o l i c i e s  and h i r i n g  p r a c t i c e s .  These 
o rgan iza t i ons  have e x p l i c i t  entrance requirements t h a t  a re  
designed t o  exclude members o f  p a r t i c u l a r  s o c i a l  groups. 
(e .g . ,  u n t i l  r e c e n t l y ,  t h e  Rotary Club express ly  p r o h i b i t e d  
women from t h e i r  membership). 

Level One 
Stage Two - 'The Club' 

"The Club" i s  the  term used t o  descr ibe  the  o rgan iza t i on  
t h a t  s tops sho r t  o f  advocat ing any th ing  l i k e  White male 
supremacy, bu t  does seek t o  e s t a b l i s h  and ma in ta in  the  
p r i v i l e g e  o f  those who have t r a d i t i o n a l  l y  he ld  s o c i a l  power. 
Th is  I s  done by developing and ma in ta in ing  miss ions,  
p o l i c i e s ,  norms and procedures seen as " c o r r e c t "  from t h e i r  
pe rspec t i ve  w i thou t  g i v i n g  cons ide ra t i on  t o  any other  
groups' i n t e r e s t s .  Because a l l  aspects o f  the  o rgan iza t i on  
a r e  es tab i  ished by those members o f  White, male, able-bodied, 
e t c .  s o c i a l  groups, they tend t o  be most comfor tab le and 
suppor t i ve  o f  t he  perspect ives o f  those l i k e  them and those 
who seek t o  assimi l a t e  i n t o  t h a t  wor ldv iew.  The soc ia l  group 
and c u l t u r a l  group b iases ( e . g . .  race, gender, c l a s s ,  
r e i  i g ious ,  e t c . )  i n  the  o r g a n i z a t i o n ' s  perspect ives,  
procedures and c u l t u r e  a re  denied o r  expla ined as " r i g h t "  or 
"normal" and no t  White, male, C h r i s t i a n ,  o r  anyth ing e l se .  

The Club a l lows a  i im i ted  number o f  members from 
oppressed groups (e .g . ,  women and r a c i a l  m i n o r i t i e s )  i n t o  the 
o rgan iza t i on ,  bu t  they must share t h e  " r i g h t "  perspec t ive  and 
c r e d e n t i a l s .  The o rgan iza t i on  wi i l  o n l y  accept those r a c i a l  
m i n o r i t i e s  t h a t  wish t o  a c t i v e l y  a s s i m i l a t e  i n t o  the  
a p p r o p r i a t e l y  assigned r o l e  i n  the  White dominated system. 
These m i n o r i t i e s  a re  o f t e n  descr ibed as " t h e  except ional  
one." The Club does no t  e x p l i c i t l y  advocate the  supremacy o f  
c e r t a i n  groups as i t s  s o l e  o r  pr imary miss ion,  thus change I s  
not  t h e  t h r e a t  t o  the  o rgan iza t i ons  ex is tence as i t  might be 
w i t h  t h e  Exc lus ionary o rgan iza t i on .  However, i t  u s u a l l y  
takes some form o f  ex te rna l  pressure o r  coerc ion .  ( i . e . ,  
i  i t i g a t l o n )  be fo re  the  o r g a n l z a t l o n  w i l l  consider changing 
i t s  i nequ i tab le  s t r u c t u r e s  and p o l i c i e s .  

Whi le race and gender a re  o f t e n  thought t o  be the  
pr imary d i s c r i m i n a t o r s  f o r  t he  Club, i t  should be noted t h a t  
t h i s  type o f  o rgan iza t i on  o r  o rgan iza t i ona l  u n i t  a l s o  
d i s c r i m i n a t e s  against  members o f  o ther  oppressed soc ia l  
groups, g.g., Jews, d i s a b l e  people,  t h e  e l d e r l y ,  Gays and 
Lesbians, and members o f  t he  poor c l a s s .  



Level Two 
Stage Three - Cunpllance Organlzatlon 

The Compi iance Organ lza t ion  i s  committed t o  removing 
some o f  the d i s c r i m i n a t i o n  inherent  i n  t h e  " c l u b "  by 
p r o v i d i n g  access t o  women and m i n o r i t i e s ,  bu t  seeks t o  
accomplish t h i s  o b j e c t i v e  w i thou t  d i s t u r b i n g  t h e  ac tua l  
s t r u c t u r e ,  miss ion  and c u l t u r e  o f  t h e  o rgan iza t i on .  The 
o rgan iza t i on  i s  c a r e f u l  not  t o  c r e a t e  " t o o  many waves" or  t o  
o f f e n d  o r  chal lenge i t s  employee's o r  customer's r a c i s t ,  
s e x i s t ,  a n t i - s e m i t l c ,  e t c .  a t t i t u d e s  o r  behaviors.  

The compliance o r g a n i z a t i o n  u s u a l l y  a t tempts t o  change 
i t s  o rgan iza t i ona l  r a c i a l  and gender p r o f i l e  by a c t i v e l y  
r e c r u i t i n g  and h i r i n g  more r a c i a l  m i n o r i t i e s  and women a t  the 
bottom o f  the  o rgan iza t i on .  On occasion, they w i l l  h i r e  or 
promote " token"  r a c i a l  m i n o r i t i e s  o r  women i n t o  management 
p o s i t i o n s ,  u s u a l l y  s t a f f  p o s i t i o n s .  When the  except ion i s  
made t o  p lace  a  woman, r a c i a l  .m ino r i t y ,  o r  member o f  any 
o ther  oppressed s o c i a l  group i n  a  l i n e  p o s i t i o n  i t  i s  
important t h a t  t h i s  person be a  "team p l a y e r "  and t h a t  s/he 
be a  " q u a l i f i e d "  a p p l i c a n t .  A " q u a l i f i e d  team p l a y e r "  does 
not  openly chal lenge t h e  o r g a n i z a t i o n ' s  miss ion  and 
p r a c t i c e s ,  and i s  u s u a l l y  150% competent t o  do the  job. 
Having a  woman o r  r a c i a l  m i n o r i t y  t h a t  I s  150% competent w i l l  
he lp  counteract  t h e  two p r e v a i l i n g  assumptions opera t ing  i n  
t h i s  type o f  o rgan iza t i on :  1 )  t h a t  s/he was o n l y  h i r e d  t o  
s a t i s f y  a  quota, and 2 )  t h a t  s /he i s  au tomat i ca l l y  not  as 
q u a l i f i e d  as a  White, and/or male coun te rpa r t .  

Level Two 
Stage Four - Afflrmatlve Actlon Organlzation 

The A f f i r m a t i v e  Ac t ion  o r g a n i z a t i o n  I s  a l s o  committed t o  
e l i m i n a t i n g  the d i s c r i m i n a t o r y  p r a c t i c e s  and inherent 
"r iggedness" i n  The Club by a c t i v e l y  r e c r u i t i n g  and promoting 
women, r a c i a l  m i n o r i t i e s  and members o f  o ther  s o c i a l  groups 
t y p i c a l l y  denied access i n t o  our o rgan iza t i ons .  Moreover, 
the  a f f i r m a t i v e  a c t i o n  (AA) o r g a n i z a t i o n  goes beyond 
r e c r u i t i n g  and h i r i n g  s t r a t e g i e s ;  an a c t i v e  r o l e  i s  taken i n  
suppor t ing  the  growth and development o f  these new employees 
by i n i t i a t i n g  programs t h a t  Increase t h e i r  chances o f  success 
and by a c t i v e l y  suppor t ing  t h e i r  m o b i l i t y .  I n  a d d i t i o n  t o  
the support prov ided t o  the  women, r a c i a l  m i n o r i t i e s  and 
other  soc ia l  i y  oppressed groups. a1 i employees a re  encouraged 
t o  t h i n k  and behave I n  a  non-oppressive manner. The 
o rgan iza t i on  may conduct racism and sexism awareness programs 
toward t h i s  end. 



The AA organization expands its concept of who is 
oppressed beyond Blacks and women. This.organization begins 
to think of diversity as including the disabled, Latino's 
Asians/Asian Americans-Pacific islanders, Native Americans, 
the elderly, and other soclaily oppressed groups. 

Although the AA organization is committed to increasing 
access for members of diverse groups and increasing the 
chances that they will succeed by removing those hostile 
attitudes and behaviors, all members of this organization are 
still required to conform to the norms and practices derived 
from the dominate groups worldview. 

Level Three 
Stage Five - Redefining Organizatlon 

The redefining Organization is a system in transition. 
This organization Is not satisfied with being just "anti- 
racist" or "anti-sexist." it is committed to examining all 
its activities for their impact on all its members' ability 
to participate in and contribute to the growth and success of 
the organization 

The Redefining organization begins to question the 
limitations of the cultural perspective as it is manifest in 
its mission, structure, management, technology. psycho-social 
dynamics and product or service. It seeks to fully explore 
the significance and potential benefits of a diverse 
multicultural workforce. This organization actively engages 
in visionlng, planning and problem-solving activities 
directed toward the realization of a multicultural 
organization. 

The Redefining organization Is committed to developing 
and Implementing poi icies and practices that share power with 
ail of the diverse groups in the organization. The 
Redefining organization searches for alternative modes of 
organizing that guarantee the inciuslon, participation and 
empowerment of ai i its members. 

Level Three 
Stage Six - Muitlcultural Organization 

The Multicultural Organization reflects the 
contributions and interests of diverse cultural and social 
groups in its mission, operations, and product or service 
delivery. The members of diverse cuiturai and social groups 
are an influential part of all levels of the organization, 
especially in those areas where decisions are made that shape 
the organization. 



it acts on a commitment to the eradication of social 
oppression in ai l forms within the organization. Moreover, 
it is sensitive to the possible violation of the interests of 
all cultural and sociai groups whether or not they are 
represented in the organization. Thus it fol lows through on 
its broader social responsibi i ity. Specificai ly, this 
includes its responsibi l ity to support efforts designed to 
eliminate all forms of social oppression. This also involves 
the support of efforts designed to expand the concept of 
multiculturalism. 

APPLYING THE MULTICULTURAL DEVELOPMENT MODEL - IN ORGANIZATIONS 

Multicultural Organization Development (MCOD) is the 

process of assisting an organization in moving from its 

present level and stage of development in order to become a 

fui ly multicultural organization., MCOD uses organization 

change technology and principles to help el iminate or 

diminish the negative impact of monocultural characteristics 

of an organization and develop and strengthen the 

multicultural characteristics of each stage. 

The role of the MCOD change agent is: 

* To assist in assessing the present stage of 
multicultural development. 

* To help organization members make choices about the 
level they want to achieve. 

* To assist In change efforts within the context of 
organizational goals and l imitations. 

* To assist organization members envision and assess 
risk and possibilities in becoming a fuiiy 
multicultural organization. 

The MCOD model can assist internal and external change 

agents to diagnose and strategize for sociai change in 

organizations. For example Table 1 presents three specific 

dimensions of organization change to be considered in MCOD 





efforts: the target of change, types of appropriate 

interventions, and ski ils needed at each stage of the change 

effort. These and other important dimensions in the 

application of the MCOD model in the process of multicultural 

organization change are discussed. 

Target of Change 

As we move from a monoculturai to a nondiscriminatory 

and later to a multicultural level in MCOD, the strategy for . 

organizational change shifts from targeting change at the 

individual ievel to targeting change at the systems level, to 

targeting change at the Interface between organization and 

environment. 

An  effective intervention at the Club Stage is to 

increase awareness of racism and-sexism through educational 

and training programs (an indlviduai ievel intervention). 

Establ ishing mechanisms that tie rewards to support for 

the affirmative action agenda is an effective intervention in 

the affirmative action organization (a systems level 

intervention). An  appropriate strategy in the multicultural 

stage is to align internal mechanisms, mission, relations 

with the environment, and the multicultural agenda of an 

organization (a macro systems level intervention). 

Type of Intervention - 
The further we move in the continuum towards developing 

a multicultural organization the more need there is to use 

innovative strategies and new forms of intervening with 



organ iza t i ons  ( rac ism and sexism workshops alone w i l l  not  

do ) .  An example i s  t h e  use o f  t he  a c t i o n  research model t o  

se t  up m u l t i r a c i a l - m u l t i g e n d e r  d iagnos t i c  teams whlch a re  

rep resen ta t i ve  o f  t h e  d i v e r s i t y  encountered I n  t h e  

o rgan iza t i on .  The task o f  t h e  teams I s  t o  diagnose, problem 

solve,  develop a c t i o n  p lans,  and t o  support  t he  

Implementation and eva lua t i on  o f  a f f i r m a t i v e  a c t i o n  change 

goals .  The i n t e r v e n t i o n  i s  usual l y  f a c l  I i t a t e d  by an ou ts ide  

c o n s u l t a n t .  ( A l d e r f e r ,  e t  a l ,  1980) 

I n  the  r e d e f i n i n g  and m u l t i c u l t u r a l  stages, 

i n te rven t ions  should s t r e s s  working I n  d i ve rse  teams t o  

develop m u l t i c u l t u r a l  v i s i o n s  and goals ,  des ign ing and 

implementing a l t e r n a t i v e  o rgan iza t i on  s t r u c t u r e s ,  and 

developing s t r a t e g i c  p lans whlch consider the  Impact o f  the 

s o c i o - p o l i t i c a l  environment on the  o rgan iza t i on .  Innovat ive 

o rgan iza t i on  change in te rven t ions  which a r e  re levan t  I n  the  

m u l t i c u l ~ t u r a l  stage, but  a re  no t  so commonly used i n  

m u l t i c u l t u r a l  change e f f o r t s  a r e :  

* Eco log ica l  d lagnos ls  and p lannlng:  

Focusing a t t e n t i o n  on I n t e r n a l  dynamics and p lannlng 
w i t h i n  the  contex t  o f  c r i t i c a l  ex te rna l  events and 
boundaries r e l a t e d  t o  the  miss ion  o f  t he  o rgan iza t i on .  
(Brown and Covey, 1986) 

* A l t e r n a t i v e  work s t r u c t u r e s :  

implementing f l a t  s t r u c t u r e s  and o ther  forms o f  
o rgan iz ing  work which Increases p a r t l c l p a t l o n ,  c o n t r o l  
and ownership o f  a1 I o rgan iza t i ona l  members. These 
inc lude m a t r i x  and p a r a l l e l  o rgan iza t i ons  ( S t e i n  and 
Kanter .  1980); worker c o u n c i l s  and cooperat ives 
(Berns te in .  1980); autonomous work groups ( T r l s t ,  
1977); a c t i o n  learn ing  groups (Morgan and Ramirez. 
1983) 



* Ideological negotiations: 

Resolving conflicts of Interests among organization 
members by directly or indlrectiy addressing value and 
ideological differences. (Brown. and Brown, 1983) 

* Strategic management: 

A management approach based on aligning the components 
of an organization, its mission and strategies, its 
structures, and human resources - technically. 
politically and culturally - in order to achieve 
organizational effectlveness. (Tichy, 1983) 

* Multicultural team b,ui [ding: 

Enhancing the effectiveness of working teams by 
addressing task and relationship issues paying special 
attention to cultural differences. (Halverson, 1986) 

Skills, Knowledge - and Attltudes Needed 

The knowledge, skills and attitudes needed to Implement 

change a.lso vary accordlng to different levels and stages of 

multicultural change. Change agents working In monocultural 

organizations need thorough knowledge of EEO/AA guldei ines 

and discriminatory practices, but at the multicultural stage 

they need to know about and be able to work with alternative 

cultural systems. Appropriate skills to develop in a 

monocultural organization are bargaining, negotiation and the 

coercive use of power. In a multicultural organization 

conflict management skills need to be developed to include 

synergistic problem solving, value clarification, consensus 

building and other c o l l a b o r a t i v e ' s t r a t e g i e s  for managing 

differences. 



Role and S t r a t e g i e s  o f  Change Agents -- - 
The r o l e  and s t r a t e g i e s  o f  change agents a l s o  vary 

according t o  the  d i f f e r e n t  stages i n  the  m u l t i c u l t u r a l  

development process. For example, du r ing  the  i n i t i a l  stages 

o f  development-from "monocul tura l "  t o  "nond iscr im ina tory" ,  

the  change agent p l a y s  d i f f e r e n t  r o l e s :  provocateur and. 

p o l i t i c o  i n  t h e  exc lus ionary  and c l u b  stages; evaluator  and 

moni tor  i n  the  compi iance stage; educator and a c t i o n  

researcher I n  the  a f f i r m a t i v e  a c t i o n  stage. When the  

o rgan iza t i on  i s  a t  t h e  r e d e f i n i n g  o r  m u l t i c u l t u r a l  stages, 

t he  change agent f u n c t i o n s  more as a  c o l l a b o r a t o r  and 

committed p a r t  i c i d a n t  exp lo r  ing,  exper iment ing and problem 

s o l v i n g  i n  m u l t ' i d i s c i p i  i na ry  change teams. 

D iagnost ic  C l ues and 
7 

I n d i c a t o r s  

D i f f e r e n t  stages i n  t h e  m u l t i c u l t u r a l  development model 

suggest s p e c i f i c  d i a g n o s t i c  i n d i c a t o r s  t o  he lp  assess the 

o rgan iza t i ona l  stage i n  t h e  MCOD process, and t o  develop 

appropr ia te  i n t e r v e n t i o n s .  For example. what i s  t he  s ta tus  

o f  members o f  s o c i a l l y  oppressed groups i n  the  o rgan iza t i on?  

Are they t r e a t e d  as tokens ( c l u b  s tage) ,  i n v i t e d  guests 

(compliance stage) o r  as l e g i t i m a t e  members o f  t h e  

o rgan iza t i on  w i t h  d i v e r s e  c u l t u r a l  perspect ives 

( m u l t i c u l t u r a l  s tage )?  

Another important d i a g n o s t i c  dimension t o  a t tend  t o  i s  

the  learn ing  c l i m a t e  i n  t h e  o rgan iza t i on .  Compi iance stage 

organ iza t ions  o f t e n  f i n d  themselves " r e i n v e n t i n g  the  wheel" 

o r  complaining about "how we t r i e d  t h a t  be fore  and i t  d i d  not 



work." A t  t h i s  stage the re  i s  a  need t o  develop processes 

and mechanisms t o  i n s t i t u t i o n a l i z e  changes. I n  t h e  

a f f i r m a t i v e  a c t i o n  stage, members show a  m i x t u r e  o f  confus ion 

and I n s i g h t s  about the  dynamics o f  s o c i a l  oppresslon and 

change .In organi .zat ions;  they o f t e n  fee l  puzzled and 

c o n f l i c t e d  about t h e  degree o f  "progress"  they have achieved 

i n  becoming " m u l t i c u l t u r a l . "  I n  t h i s  case, c o l l e c t l v e  

mechanisms f o r  increas ing o rgan iza t i ona l  l ea rn lng  need t o  be 

developed--the nond iscr im ina tory  p r a c t i c e s  and galns made so 

f a r  must be mainta ined.  i n  t h e  r e d e f i n i n g  stage, 

o rgan iza t i on  membe.rs sometimes f e e l  f r u s t r a t e d  and " a t  the  

end o f  t h e i r  l ea rn ing "  capac i t y .  Change agents can he lp  

rede f ine  the  l ea rn ing  task i n  terms o f  a  new stage o f  

multicultural development so t h a t  members can r e d i r e c t  t h e i r  

energy and c e l e b r a t e  t h e i r  accompi ishments. F l n a l l y ,  I n  

m u l t i c u l t u r a l  organizat io 'ns,  t h e r e  I s  a  need t o  incorporate 

o rgan iza t i ona l  l ea rn ing  as a  way o f  l i f e ,  as systems a re  

always i n  constant  need o f  reassessment. and m o d i f i c a t l o n  i n  

response t o  i n t e r n a l  and ex te rna l  environmental changes and 

demands. 

Cond i t ions  Which Support M u l t i c u l t u r a l  Change 

D i f f e r e n t  stages o f  m u l t i c u l t u r a l  development suggest 

d i f f e r e n t  c o n d i t i o n s  which support change. Cond i t ions  t h a t  

support change i n  the  monocul tural  stages tend t o  be ex terna l  

environmental demands, such as po l  i t i c a i  dec is ions ,  

l i t i g a t i o n  o r  l e g i s l a t i v e  decrees. On the  o ther  hand, 



c o n d i t i o n s  t h a t  support  change i n  t h e  m u l t i c u l t u r a l  stages 

are  more encompassing: paradigm s h i f t s ,  a l t e r n a t i v e  wor ld  

views, commitment from top  management, i n t e r r a c i a l  

c o a l i t i o n s ,  a c r i t i c a l  mass o f  o rgan iza t i ona l  members w i t h  a  

change agenda, and wor ld  wide s o c i o - p o l i t i c a l  changes. 

The Role o f  Values i n  M u l t i c u l t u r a l  Organ iza t iona l  --- - 
Development 

I n  m u l t i c u l t u r a l  o rgan iza t i on  development, a t t e n t i o n  

must be p a i d  t o  t h e  f i t  between t h e  change agent values and 

the  MCOD change process. i n  a d d i t i o n  t o  be ing c l e a r  about 

the  p o s s i b l l l t i e s  and t h e  stages i n  m u l t i c u l t u r a l  

o rgan iza t i ona l  change, t h e  values we b r i n g  t o  the  change 

process need t o  be considered. We have found t h a t  the  

d i f f e r e n t  assumptlons and va lues change agents. ho ld  about the 

na ture  o f  s o c l e t y  and t h e  need f o r  change g r e a t l y  in f luence 

how MCOD I s  de f i ned  and implemented. D i f f e r e n t  assumptions 

r e f l e c t  d i f f e r e n t  v i s i o n s  which I n  t u r n  d e f i n e  p o s s i b i l i t i e s  

and chal lenges i n  t h e  m u l t i c u l t u r a l  change e f f o r t .  An 

example o f  such d i f f e r e n t s e t s ' o f  assumptions which impact 

the  approach o f  MCOD I s  discussed and summarized I n  Table 2 .  



Table Two 

CHANGE AGENT ASSLMPTIONS IN MCOD -- 

Nature o f  
Society  

Monocul tural  M u l t i c u l t u r a l  

Harmonious < > C o n f l i c t i v e  

S i m i  l a r  < > D i f f e r e n t  
l n t e r e s t s  l n t e r e s t s  

Needs t o  improves > Oppressive 
bu t  bas ica  l  l'y Ok A l i e n a t i n g  

Needs Radical 
Change 

Oppression 
L i b e r a t i o n  
Mode l 

Dom I  nance Desegregation P lu ra l i sm 
< > 

Assiml l a t i o n  I n t e g r a t i o n  D i v e r s i t y  

Sel f 
l n t e r e s t  
i n  Change 

Surv i va l  and Adaptat ion and Equ l t y  
Socia l  F u l l  U t i l i z a t i o n  Empowerment 
A c c e p t a b i l i t y  o f  Human Resources C o l l e c t i v e  

Growth 

Values and 
l  deo logy 

Baslc r i g h t s  c > Interdependence 
o f  I n d i v i d u a l  

Best Person i s <  > Ecolog ica l  
Rewarded Surv i va l  

E f f i c i e n c y  and < > Development o f  
Econom i  c  Human and 

. Su rv i va l  Soc ie ta l  
Potent i  a  l  

Consider a  change agent who be l i eves  t h a t  s o c i e t y  i s  

b a s i c a l l y  harmonious, where people have b a s i c a l l y  s i m i l a r  

i n t e r e s t s ,  and t h a t  though i n  need o f  reform, soc ie ty  i s  



b a s i c a l l y  good and sane. Change i s  conceived as a  slow. 

evo lu t i ona ry  process i n  which m o d l f i c a t l o n s  a re  g radua l l y  

Introduced; t h e i r  e f f e c t i v e n e s s  and appropr iateness a re  

assessed through t ime.  Values t h i s  change agent ho lds dear 

a re  bas i c  i n d i v i d u a l  r i g h t s ,  t h e  "best  person" I s  rewarded, 

e f f i c i e n c y ,  and economic s u r v i v a l .  

A change agent w i t h  t h i s  wor ld  view i s  l i k e l y  t o  ho ld 

the  nond iscr im ina tory  l eve l  o f  MCOD as the  v l s l o n  o f  t he  

f u t u r e ,  s ince  t h i s  type o f  o r g a n i z a t i o n  embodies 

i n d i v i d u a l  i s t i c  values and guarantees equal o p p o r t u n l t l e s  f o r  

a1 I .  Th is  change agent w i l l  d e f i n e  the  o rgan iza t i ona l  change 

goal as: t o  I n t e g r a t e  members o f  d i ve rse  groups i n  order t o  

b e t t e r  u t i l i z e  t h e i r  resources, increase o rgan iza t i ona l  

e f fec t i veness ,  and c o n t r i b u t e  t o  a  b e t t e r  s o c i e t y .  

On the  o ther  hand, cons ider  a  change agent who be l ieves  

t h a t  s o c i e t y  I s  bas l ca l  l y  a l i e n a t i n g  and d e p r i v l n g  f o r  many 

members. C o n f l i c t  o f  i n t e r e s t s  have not  been adequately 

resolved,  and fundamental changes a r e  needed I n  order  t o  

address the  problems t h a t  th rea ten  the  s u r v i v a l  o f  humanity: 

Values t h i s  change agent ho lds dear are:  interdependence. 

b e t t e r  d i s t r i b u t i o n  o f  resources, eco log i ca l  and g loba l  

s u r v i v a l ,  and the  r e a l i z a t i o n  o f  human p o t e n t i a l .  

Th is  change agent i s  l i k e l y  t o  see the  need f o r  a  new 

and d i f f e r e n t  type o f  o rgan iza t i on ,  rep resen ta t i ve  o f  

d i f f e r e n t  c u l t u r a l  models i n  the  wor ld ,  w i t h  new and maybe 

unexplored s t r u c t u r e s  which support  e q u i t a b l e  d i s t r i b u t i o n  o f  



resources and the  s e l f - r e a l  i z a t i o n  o f  a i l  i t s  members. For 

t h i s  change agent, t h e  v i s i o n  o f  a  m u l t i c u l t u r a l  o rgan iza t i on  

imp l ies  a  paradigm s h i f t ;  i t  invo lves  having a  r a d i c a l l y  

d i f f e r e n t  v i s i o n  o f  an o rgan iza t i on  f r o m - t h a t  which i s  now 

dominant i n  our s o c i e t y ,  t h a t  i s ,  . h i e r a r c h i c a l ,  p r o f i t  and 

product centered.  The o rgan iza t i ona l  change goal I n  t h i s  

case I s :  t o  t rans form the o r g a n i z a t l o n  I n  order  t o  enhance 

human d i v e r s i t y ,  s o c i a l  j u s t i c e ,  and the  r e a l i z a t i o n  o f  a  

humane s o c i e t y .  

Sumrary 

The mu l t l cu i t 'ura i deve i opment model I s  a  framework f o r  

o rgan iza t i ons  c o n f r o n t i n g  change i n  a  m u l t i c u l t u r a l  

environment and workforce.  We be1 ieve t h a t  t h e  use o f  t he  . 

m u l t i c u l t u r a l  development model can he lp  us: a )  i'ncrease our 

understanding o f  t he  dynamlcs o f  s o c i a l  change i n  

o rgan iza t i ons ,  b )  guide and expand our v i s i o n  o f  a  s o c i a l l y  

d iverse  and nonoppressive o rgan iza t l on ,  c )  a s s i s t  change 

agents i n  developing op t i ons  and implementing approp r ia te  

r o l e s  and s t r a t e g i e s  i n  m u l t i c u l t u r a l  change e f f o r t s ,  and d )  

i d e n t i f y  important issues t h a t  need t o  be addressed i n  t h e  

process o f  change towards becoming a  m u l t i c u l t u r a ' l  

o rgan iza t i on .  

M u l t i c u l t u r a l  o rgan iza t i on  development can make 

important c o n t r i b u t i o n s  t o  increas ing o rgan iza t i ona l  

p r o d u c t i v i t y  and q u a l i t y  o f  work l i f e .  M u l t i c u l t u r a l  

o rgan iza t i on  development can a l s o  serve t o  b r i d g e  the  gap 



between work and the organizing activity, social change and 

the socially responsible organizations of the future. 
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