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Case Study 1

A major initiative to address the problem of risky drinking was implemented by Lovelace
Health Systems in New Mexico where cirrhosis of the liver is almost two times the national
average and drug-induced deaths per capita are among the highest in the United States. The
company is a managed health care organization in which seventy percent of its employees are
enrolled in their health care plan. In an effort to target the problem of substance abuse with an
emphasis on prevention and reduction, an employee assistance program (EAP) and an employee
wellness program (EWP) were offered on a voluntary basis. Additionally, mandatory drug testing
was required for new applicants offered a job. The new initiative, Project WISE for Workplace
Initiative in Substance Education, required a health risk appraisal with questions about alcohol
use and other health risks to be evaluated and acted upon if the employee showed moderate or

high-risk behavior for alcohol use.

The importance of HRD involvement is, “to ensure that each employee is a positive
contributor to an organization’s effectiveness, and that he or she will continue to contribute in the
future” (Werner & DeSimone, 2012, p. 358). To support this motivation for practice, a HRD
professional must have genuine concern for employees who show evidence of a problem with
alcohol use and seek to design and implement Project Wise with an emphasis on the impact the
substance abuse has on job performance. Since the first tenet of EAPs is “based on the premise
that work is very important to people” (Werner & DeSimone, 2012, p. 365), the door is open for
efforts toward helping the employee overcome the risky drinking behavior by relating it to job
performance. Additional issues to consider are cost effectiveness, cross cultural variations and

preferences, and organizational culture and attitudes toward alcohol use. The negative impact of



CASE STUDY 3

risky drinking on organizations and people is far reaching and deserves a genuine effort toward
developing effective interventions.

Substance abuse is a real problem in the U.S. workforce. Studies on alcohol abuse,
including drug abuse, show employees two and a half times more likely to have lengthy
absenteeism of eight days or more and functioning at approximately 67 to 70 percent of their
work potential (Dwyer, 2012). Problems with substance abuse give rise to additional behavior
patterns, such as, missing deadlines, poor relationships with coworkers and difficulty
understanding new information (Werner & DeSimone, 2012). With the constantly changing
nature of jobs and the workplace environment and demands, there are often short timelines for
processing new information. This amount of lost productivity is very costly to organizations. An
excessive amount of alcohol intake in the U.S. cost 223.5 billion dollars in 2006 with 1,876.1
million in New Mexico, alone, in the same year (Sacks et al., 2006).

The ethnic diversity of New Mexico is 47.0 percent Hispanic or Latino, 39.8 percent
white and 10.2 percent American Indian and Alaska Native according to the 2012 U.S. Census
Bureau. Understanding cultural attitudes and behaviors, and the perception of EAPs within
cultures is a priority in such a diverse population, which is likely to be the make-up of Lovelace
employees.

In establishing organizational policy, Lovelace can have a significant impact on the
organizational attitudes through leadership by example. In a long-standing wellness program by
Central States Health and Life Company, a written policy established guidelines on the use of
alcohol at company-sponsored events (Werner & DeSimone, 2012). This kind of communication

gives guidance for responsible behavior related to alcohol consumption and provides boundaries
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for acceptable and unacceptable behavior. Supervisors should be trained to show leadership by
following company policy.

Risky drinking is defined as moderate risk when a person drinks up to three to four drinks
per occasion or drinks every day, or high risk when a person usually or occasionally drinks five
or more drinks per occasion (Werner & DeSimone, 2012). An initial step to increase awareness
of the dangerous consequences of risky drinking is through education. With the prevalence of
alcohol abuse in New Mexico, it cannot be assumed employees have knowledge about the
negative impact moderate and high-risk behaviors have on them. Building a culture of health
creates both individual and group responsibility toward achieving and maintaining good health
(Jones & Paul, 2011).

Lifestyle campaigns can be used to encourage employees to reduce risky behaviors, such
as overuse of alcohol (Ames & Bennett, 2011). Posters and flyers showing photos of people in
settings having fun and enjoying social activities and outdoor recreation without the use of
alcohol can create good visual reminders. These materials can include messages about the
benefits of healthy lifestyles and dangers of risky alcohol use. Periodic healthy living tips with an
emphasis on positive behaviors for healthy lifestyles and dangers of excessive use of alcohol can
be distributed through weekly or monthly healthy living emails, wellness newsletters and
employee meetings. Many resources are available from substance abuse treatment centers,
community organizations and government agencies. Guest speakers with information and
personal stories about the impact of risky drinking are also possibilities to use at appropriate
times.

Social health promotion is another approach to create awareness. Team Awareness

training uses a classroom environment to incorporate information about reducing alcohol use
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within team building, stress management and policy learning (Ames & Bennett, 2011). The
emphasis in this type of training is on social support and peer referral through encouragement of
creating strength within work groups.

After the initial screening with the health risk appraisal administered to Lovelace
employees, a referral to resources, counseling and/or treatment is the next step to take. It is
important in the design and implementation process to have identified resources in place.
Determining whether counseling will be administered within Lovelace or contracted to an
outside provider is a major decision. There are advantages and disadvantages to both. Services
within the organization would give greater control by Lovelace, along with, ease of accessibility
for employees. Whereas, using an outside provider would allow greater flexibility of access
during non-work hours and assurance of confidentiality. The most important consideration for
Lovelace HRD professionals is to determine what will best serve the employees needing
assistance and which option will encourage the most employees to use the services. Cost of
inside versus outside services is a consideration. Monitoring and follow-up is a key component
of the counseling and treatment process in order to ensure the chosen interventions are successful.

Some interesting studies of web-based interventions using web-based feedback
sometimes combined with 15 minute motivational interviewing sessions showed lower levels of
drinking in 30-day follow-up assessments (Ames & Bennett, 2011). By providing data regarding
a person’s drinking behaviors and the risks related to the drinking, the goal of the free web
service focuses on reducing high risk drinking. The web service is available at
CheckYourDrinking.net. Interventions like this have several advantages. Privacy of the employee

is preserved and services available on the Internet are available at any time. This might not be a
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complete approach to changing behavior, but can be given as a resource to encourage employees
to utilize and seek further assistance when needed.

It is challenging to have genuine interest in people’s lives, yet be in a position to quantify
their progress. Equally challenging is to differentiate the effect of multiple wellness related
issues on individuals. In the workplace, absenteeism, job performance and cost savings can be
used to evaluate how effective education efforts and interventions are on employees. In a
program like Project WISE cost effectiveness can be analyzed by calculating the cost of treating
problems and comparing it to the costs associated with replacing the employee (Werner &
DeSimone, 2012). Although these have been used in the evaluation process, there are critics who
assert the methods and designs of evaluation efforts do not have the scientific rigor needed in
terms of comparison groups and random assignments to treatments (Werner & DeSimone, 2012).
Evaluating the long-term success of interventions like Project WISE is challenging in terms of
keeping records and tracking success over extended periods of time.

Collecting data about such delicate matters as substance abuse and its effects on
individuals in the workplace lends itself to concerns about confidentiality and voluntary or
mandatory participation. Maintaining confidentiality must be a top priority related to
participation in counseling and treatment for risky use of alcohol. Prior to the new program,
Project WISE, EAPs , and EWPs have been offered on a volunteer basis. The new requirement
for employees to complete a health risk appraisal and the company’s use of that information to
categorize employees in terms of risky drinking must be handled with care. Certainly Lovelace
Health Systems would most likely benefit from these employees participating in the program, but
allowing them the ability to make decisions on a voluntary basis would be ideal. Relating the

risky drinking behavior to job performance can be a motivation for an employee to participate in
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interventions. Avoiding any negative consequences for participation is important in the referral,
counseling, and treatment process.

Project WISE has the potential to both educate and offer interventions specific to the
problems related to risky drinking behaviors. If the design and implementation of the new
program is handled by HRD professionals with the intent to offer resources to employees
struggling with problems related to alcohol abuse and the negative effects on their health, it will
alleviate skepticism and create confidence by employees in the goal of Lovelace to invest in the
lives and health of its employees and set the stage for the 190,000 people served by the company.

Case Study 2

Alverno College is a University in Milwaukee, Wisconsin that focuses on liberal arts
education for female undergraduates. Alverno College has emphasized an “ability-based
curriculum” since the 1970s. Rather than having students take examinations, samples of student
work are collected to determine student mastery of expected outcomes from courses and the
student’s program of study as a whole. The faculty and trained volunteers determine the quality
of the work submitted by each student. Diagnostic Digital Portfolios are maintained by the

university for every student and hold evidence of their mastery (Werner & DeSimone, 2012).

A portfolio is defined as “a purposeful collection of student work that represents
achievement, progress, growth, and reflection” and “serves as the basis for ongoing evaluation”
(Ziegler & Montplaisir, 2012, p. 16). We feel favorably towards the idea of using portfolios to
evaluate student learning. There are several aspects to a portfolio that we believe to be
advantageous to students. First, portfolios allow for documentation of student progress over
periods of time (The University of Texas at Austin, 2011). A student portfolio can be assembled

solely from coursework within a specific course or from a combined sequence of courses in the
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student’s major (University of Wisconsin, 2011). It is the University of Wisconsin’s (2011)
belief that “collecting student work over time gives departments a unique opportunity to assess a
student’s progression in acquiring a variety of learning objectives” (p. 1). In this way student
growth and progress can be monitored and evaluated. These portfolios can move along with the
student and continue to build and develop. We also support the notion of portfolios because of
their flexibility. The flexibility of portfolios allows for individualization for each student (The
University of Texas at Austin, 2011). Just as no two students learn in the exact same way, no two
student works will be alike. Students will take what they learn and use and apply it in all
different ways. Portfolios allow for these individual differences to be respected and taken into
consideration (Nae-Dong, 2003). When searching for a true reflection of student work, progress
and personal growth, portfolios offer a valuable collection for use in formulating an assessment
of student potential. Some disciplines may be more suitable for use of portfolios than others.
Alverno College focuses primarily on liberal arts education, which could be more appropriate for
use of portfolios than studies in medical fields such as, nursing or pharmacy where students are
required to take board exams in order to practice. Other disciplines such as, engineering could
benefit from a combination of portfolios and examinations. The use of portfolios as an expanded

evaluation tool is worthy of more attention and inclusion in academia.

There are numerous reasons to support the use of work samples, or portfolios, as a
replacement for examinations. According to Williams (2005), standardized assessments are
becoming increasingly focused on how a student’s performance compares to other students and
less about what is being learned. The resulting list of rankings does little to tell what the student
is learning or how they are able to utilize it (Williams, 2005). Portfolios allow much more

student involvement than examinations. With guidance and oversight from the teacher students
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may participate in what goes into their portfolio. Students also “participate in the process of
portfolio evaluation, while more traditional assessment is teacher-centered and usually conducted
in a more mechanical way” (Nae-Dong, 2003, p. 295). One of the learning objectives for
portfolios is self-evaluation, which allows students to “value their work, reflect on their
performance, enhance their learning and autonomy, alter their views of the teacher’s role and
their own role, encourage themselves to take responsibility for their learning and involve
themselves in the assessment process” (Nae-Dong, 2003, p. 295). Ziegler and Montplaisir
(2012) state, “student reflections are specifically vital to increasing understanding, as reflections
can lead to deep, long-term learning ultimately contributing to better understanding” (p. 17).
While traditional assessment only focuses on results, the evaluation of portfolios focuses on
stressing improvement, student effort, and personal achievements. Ultimately, portfolios focus
on what the student has learned and can do with what they have learned rather than what they are

not able to express on a multiple-choice standardized test.

Wiedmer (1998) defines electronic portfolios as “a purposeful collection of work,
captured by electronic means, that serves as an exhibit of individual efforts, progress, and
achievements in one or more areas” (p. 586). Electronic portfolios, ePortfolios, are viewed by
some as the modern form of paper portfolios. In their digital form, ePortfolios can reach a much
larger audience by a webpage, email, or other form of electronic means (Worley, 2011). This
enhanced medium also allows for students to include clippings of their own voices, video,
diagrams, or other digital images (Wiedmer, 1998). This electronic format, however, does have
downfalls. With the use of electronic portfolios a student loses the opportunity to “verbally
conduct a tour through their samples, explain the significance of each exhibit, describe their

goals for a project, explain the skills required to complete it, and discuss what abilities it
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illustrates” (Worley, 2011, p. 330). This also results in the loss of the critical evaluations and
guided self-evaluations that are crucial to student learning, growth, and understanding. An
additional disadvantage to note regarding electronic portfolios is, every student may not have
access or the knowledge to create, utilize, and maintain one (Wiedmer, 1998). Internationally,
there is better access to electronic resources in some areas than others. Another consideration is
related to electronic portfolios in certain disciplines, such as art. If artistic expression is a part of
a student’s product for a portfolio, an electronic portfolio could have limited true expression of
the work. Although a great deal of progress has been made, the generation gap continues to pose

some challenges in the area of use of technology.

It is our belief that professional portfolios would be advantageous to create and maintain
in our Human Resource Development masters program. According to Worley (2011) portfolios,
especially electronic, are beginning to replace resumes in the business world. It has been her
experience that students have been turned away from interview opportunities solely because they
did not have an electronic portfolio to present. A professional portfolio comprised of students’
most excellent scholarly papers, projects, and other works would be beneficial to have with HRD
masters program students upon graduation to take with them as they enter the competitive job

search.

Alverno College is one of several universities making the use of portfolios to replace
examinations for its students. The use of portfolios allows for individualized evaluations of
student work that focuses on documenting progress. Portfolios may be used in replacement of a
resume for some companies and may even be a requirement (Worley, 2011). It is our belief that
students, particularly in our master’s program, who build portfolios will find them useful in their

future endeavors in the workforce.
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Case Study 3

The scenario of a private, non-profit hospital that serves low-income neighborhoods is
introduced. The long standing mission of this hospital is to provide quality service to the
community. This service has been offered regardless of an individual’s ability to pay but due to
recent healthcare changes in the industry it is necessary that the hospital attract more clients with
the means or healthcare packages to keep the hospital financially sound. In an effort to improve
efficiency, the hospital is moving to a new facility which includes a new computer system. How
changes are managed will help determine if they are able to interest and retain a new population
of clients.

Management training is viewed as one of the most effective ways to increase
management skills, productivity, and effect organizational change (Terrion, 2006). The
management team is in need of a training program at this time that will allow the hospital to
capitalize on the move to the new facility and use of the computer system to build a new image
that will attract new clientele. They must first create a leadership team that is ready to tackle the
challenge of such a large project. In healthcare organizations the “development and
implementation of initiatives designed to improve quality and efficiency rely on successful
execution of individuals” (McAlearney & Butler, 2008, p. 320). The managers lead the charge in
this new organizational change. They will often be bombarded with many other tasks that,
without training, could lead to confusion on what the focus is. Management training has to be
specific and linked to the organization’s strategy to developing new clients. It must also be a
conscious effort that provides individuals the opportunity for growth learning and change

(Werner & DeSimone, 2012). By conducting management training it will increase the chances of
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a successful move and launch of the new system with focus on building an image that will attract
and retain new clients to the hospital.

The first step would be to identify the candidates for the program. We suggest starting at
the top of the organization with the training of executive leadership. Executive leadership will be
driving the strategic needs of the hospital. They will need to be trained on how to manage the
change in the organization’s culture to attract the new clients. While attracting new clients, they
must maintain their existing mission and current clients. The will need to have a plan for
merging the existing culture with the one they would like to create. Additionally, they will need
training in change management in order to lead the change for the entire staff if they hope to
become the preferred healthcare alternative for new clients. If the executives have a clear vision
for the hospital then the rest of the leadership team will be able to understand and facilitate their
roles more effectively. Often times in organizations there is a direction and managers know what
they should improve on, but there is little focus from the executive leadership on how to obtain
those goals.

The next step would be to identify and train key senior and mid-level managers. The
senior and mid-level managers will be executing the move and launch of the new computer
system with frontline employees and will need to learn how these changes fit into the
organizational culture as well as how to best implement the new changes. After identifying the
candidates, the next step would be to build a training program that focuses on the individual
training needs of the participants while linking them back to the overall strategic needs of the
hospital (Werner & DeSimone, 2012). A management training program ensures that efficiency
and quality focused programs and initiatives are properly and “strategically targeted, delivered,

and emphasized to provide the organizational change” (McAlearney & Butler, 2008, p. 327).
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Our focus would be on training effective team leadership and change management. The
hospital has an already existing mission vision they would like to maintain, but they must find a
way to interests new clients. They are also transitioning facilities and implementing a new
system in order to make the hospital more efficient. This will require the organization to expand
its current vision and approach to doing business, thus causing the hospital to undergo an
organizational change (Werner & DeSimone, 2012). It will need its managers and executives to
lead teams of people to implement these changes.

According to Gregory-Mina (2010), effective teams align team goals with the overall
organization objectives. Leaders will need to develop their teams that are efficient and
productive and will require a focus during the management training on how to effectively
develop a high-performing team. The ability of teams to function and manage processes are
influenced by the organizational culture. In turn, if a leader is effective then it will increase the
likelihood that the team’s plan will be in close organizational alignment and that team
deliverables will satisfy organizational objectives (Gregory-Mina, 2010). Effective leaders, along
with clearly defined organizational goals and mission, will allow the hospital to make the change
they are seeking.

An additional focus for training would be to create a model of planned change that the
change can be implemented seamlessly through the organization. “Organizational change is
admittedly difficult, and changing organizational activities and incentives in attempts to improve
quality and efficiency is perhaps among the more challenging organizational change initiatives
recently introduced in U.S. healthcare organizations” (McAlearney & Butler, 2008, p. 327).
Since the change affects all levels of the organization, using training programs for leadership can

provide a vehicle for this organizational focus.



CASE STUDY 14

Not only will the leadership need to manage the change of the direction and vision of the
organization, they will also need to manage the change of location and computer systems.
Management training that focuses on project management would be beneficial for the move and
implementation of the new system. The move to the new facility will require detailed planning
and quick execution in order to keep the flow of business. The new system will require training
on how to use, implement, and manage it effectively. The changes must be planned out from top
to bottom to create a structure and plan that will not only be quick to execute, but leave little
room for error so that they are able to capitalize on the new facility and system to entice new
clients into the hospital.

The move to a new facility could pose challenges on many levels including resources,
operations and logistics. Operationally, the hospital would want to be able to maintain day to day
operations if possible or reduce the amount of time the operation of the hospital will be closed
for business to reduce costs. The transition to the new building may be done in stages but will
require careful planning in order for clients to know which facility different departments are
working in. It will be important to let all clients know of any changes as well as the community
to avoid a loss in business.

In addition to managing the operations of moving to a new facility, there may be a need
for additional resources to help facilitate the move, such as temporary staffing to help move
equipment, assist with clean-up, or even provide service so employees will be able to make the
transition. A challenge for this organization will be the cost associated with such additional
resources. It is possible to make plans but unforeseen events can add costs quickly.

Logistically, there will need to be a back-up for every plan. Weather could delay

timelines or inspections could fail and modifications need to be made depending on the new
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facility. Careful coordination of staffing and personnel will need to take place in order to ensure
coverage during this time. Additionally, the new computer system will need to be tested prior to
the move to ensure no data is lost in the transition.

This hospital has a complex undertaking to make an organizational change to attract new
clients while maintaining a long-standing mission. It will require the development of leaders
through a structured, focused management training program that will assist in preparing them to
lead teams that will facilitate a move to new facility and implement a new computer system
through effective change management.

Case Study 4

Extrusion is a Norwegian company that made the decision to make a change in its
organization by flattening its organizational structure and increasing the amount of employee
participation in the organization. The new CEO of the company fervently supported this change
and hired a management professor to document the progress and changes that would result from

the major change in organizational structure (Werner & DeSimone, 2012).

Organizations that have a flat structure have fewer managerial layers, or levels, than
traditional hierarchical structure. In organizations with a hierarchical structure, information is
typically isolated at the top level and challenging to pass on to all levels successfully (Wei, Liu,
& Herndon, 2011). Information and decision-making can be passed on much quicker and more
effectively in flatter organizations with fewer levels for the information to pass through
(Rodrigues, 1994). In organizations with a flat, or horizontal, structure, it is “easier for
employees to access information and collaborate across functional units” (Wei, Liu, & Herndon,
2011, p. 23). Unlike hierarchical structure, flat structure is commonly joined by decentralization,

“which relates to the decision-making discretion that is pushed down to lower levels of the
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organization” (Wei, Liu, &Herndon, 2011, p. 23). According to Wei, Liu, and Herndon (2011),
“decentralized organizations may be more effective, efficient, and adaptive because
decentralization allows for more flexibility, creativity, and responsiveness while seeking more

proactiveness from employees” (p. 23).

The Baldridge National Quality Award was established in 1987 to provide a systematic
national framework for assessing quality levels in U.S. companies. Rodrigues (1994) states
“Badlridge Award winners apply participative management, empower employees, and have a flat
organizational structure” (p. 30). These winning organizations use a participative approach in
decision making because the outcome has several benefits. Employees tend to accept a decision
more readily when they have been a part of making it and the variety of input that results from
employee participation often leads to a decision of high quality (Rodrigues, 1994). Additionally,
a participative approach “develops an environment of trust, which helps to develop an

achievement orientation among the employees” (Rodrigues, 1994, p. 30).

Organizations making a big change, such as in their organizational structure, may find
resistance in employee willingness to change. According to Werner and DeSimone (2012),
“planned interventions are the primary means through which organizational improvement and
change takes place” (p. 478). There are three main roles that must be implemented: the change
manager, the change agent, and the employees within the organization that is undergoing change.
The change mangers role is to assess the need for change, determine what intervention activities
would be most appropriate, carrying out those activities, and evaluating the results. “Some
organizations elect to develop a parallel structure for introducing change- one person responsible
for ongoing management functions and another person responsible for managing change”

(Werner & DeSimone, 2012, p. 485). However, if an organization takes this route issues may
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arise from it. Werner and DeSimone (2012) state, “Using a parallel structure may lead to a
situation in which the change manager does not have sufficient power to create the conditions for
change, particularly if others perceive the functional manager in the organization as not
supporting the change process” (p. 485). Another issue that may come from a large change is
manager and executive lack of knowledge of the process of change and the skills to manage the
results of impact on employees from change. A problem that may stem from this is a manager’s
misunderstanding of the nature of planned change compared to forced change. Forced change
uses tactics such as threat of discipline that produce changes in behavior that may not be
permanent. Employees react quickly to avoid consequences but may, however, revert to their old
behaviors once the threats of discipline are relieved (Werner & DeSimone, 2012). Many
organizations appoint an internal member of their staff as the change agent because “the
knowledge they possess regarding the organization’s mission, structural components,
technology, internal politics, and social factors can be very important for establishing a trusting
relationship with members of the system that will undergo the change” (Werner & DeSimone,
2012, p. 486). However, the problem that may come from this is that “system members may feel
an internal change agent is too close to the existing situation and cannot be objective.
Additionally, the internal change agent may not possess the specialized knowledge needed for a

particular change intervention” (Werner & DeSimone, 2012, p. 486).

Werner and DeSimone (2012) offer several topics for an organization to address in order
to ease the issues that arise with organizational change. The question regarding discrepancy
needs to be answered. It must be clearly explained to individuals involved and affected why the
change is a necessary one. The question of efficacy must be addressed. Employees want the

assurance that the change is going to be successful and the outcome will be positive. The course
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of action to implement the change is a topic to be discussed. An explanation of why a certain
course of action was chosen and why it is the correct one is necessary. It is important for all
management to “practice what they preach” and it be addressed that the key leaders of an
organization also support the change. Finally, to ease the tensions of change, it is necessary to
discuss the topic regarding what about the change will benefit the employees. Employees want to
know what they will gain from these changes and why they should personally support it (Werner

& DeSimone, 2012).

There are many benefits to changing to a flat organizational structure such as more
efficient communication, more participation, and the creation of a trusting environment (Wei,
Liu, & Herndon, 2011). As Extrusion seeks to make this change in organizational structure
issues may surface such as lack of expertise or employee resistance (Werner & DeSimone,
2012). However, if proper measures are taken such as extensive communication and the
preparation of managers this company can successfully make the change to a flatter

organizational structure with more employee participation.

Case Study 5
IBM’s commitment to a diverse workforce is demonstrated by its rich corporate history.
The company hired its first woman employee as early as 1899 (Rangarajan, 2011). It was long
before women won the right to vote in the United States. Then, in 1914, IBM hired its first
employee with a disability, which was 76 years before the Americans with Disabilities Act came
in to effect (Rangarajan, 2011). Later, in 1924, the company appointed its first black sales man,
which was 18 years before the Title VII Civil Rights Act (Rangarajan, 2011). Nowadays, IBM

has become a leading role in workplace diversity with a nickname called Big Blue.
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There are variety kinds of diversity, such as race, gender, age, religion, and disability. In
our opinion, every form of diversity is important for the development of IBM, and the company
should emphasize diversity in all forms. Previous studies have shown that heterogeneous teams,
in other words diversity groups, tended to produce superior outcomes as compared to
homogeneous teams (Torres, 2010). Moreover, as the world economy becomes more and more
globalized, large IT companies, such as IBM, must be able to incorporate all forms of cultural
differentiation and diversity within their values and corporate culture (Kaiser, Major, Jurcevic,
Dover, Brady, & Shapiro, 2013). In addition, maintaining a multi-cultural knowledge and diverse
skill base would make the organization more competitive in the global economy. The reason is
that unique culture and diversity workforce is hard to be copied or imitated (Scott, 2007).

Therefore, IBM should create a culture that diversity, is should include every employee
and exclude no one. Also, the HR professionals and supervisors within the company should
foster the idea and understanding of diversity among the employees and partners by conducting
multi-cultural trainings and setting related policies. In order to develop and ensure the successful
changes of diversity structures, the company should pay more attention to employees’ personal
identities, higher-order needs, and their authentic self-expressions. Moreover, leaders of IBM
need to support HR professionals to promote the understanding, respect, valuing and
accommodating of human and cultural diversity.

On the other hand, if it must be an emphasis, in my opinion, IBM should emphasize on
gender differences. According to current data, about 30% of IBM’s employees today are women
and this percentage is predicted to increase in the next few years (Rangarajan, 2011). In this case,
it is important to take gender differences in to consideration and IBM should design more related

programs for its female employees in order to provide women with a fair work environment.
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As mentioned above, in order to create effective and comprehensive initiatives of
diversity, employees at all levels should get involved in the initiative process. The top
management’s role is to focus on individuals’ needs and provide support and facility to the
initiatives. According to Slater and his colleagues (2008), the role of the CEOs of IBM is crucial
to the initiatives. CEOs within the company should communicate with every diversity group, in
order to carry out further progress and amend existed programs (Slater, Stanley, Weigand, Robert,
Zweilein & Thomas, 2008). Moreover, for the organization level, build a closer relationship with
minority groups can provide its employees an impression that the company truly cares and
supports the diversity initiatives.

On top of that, supervisors and HR professionals in IBM can use self-directed approach
to create diversity-related policies and programs. The self-directed approach can be used by an
organization of any size. Organizations use this approach to cast a wide net and reach as many
employees as possible throughout the initiatives ("So you need,” 2013). For a large organization,
like IBM, it is hard for the HR department to evaluate and create unique-designed diversity
initiatives for every individual within the diversity groups. However, by implementing the self-
designed model to the individual level, the HR professionals can leave most of the direction-
setting up to the employees. In this case, the global programs become the employees’ initiative to
set developmental goals and needs with their supervisors or HR consultants. And as a
consequence, it increases the individuals’ own mobility, and ultimately helps them achieve the
right fit within the organization.

Moreover, a successful diversity initiative also needs to be continual rather than a one-off
effort. In this case, enhancing the corporation of all levels, the ongoing trainings, and

communications between different levels within the company will help to create and maintain a
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corporate culture that welcomes diversity. Additionally, the HR department should also
continually search for new and diverse talent pools in order to meet the evolving staffing needs.

We don’t think it is a good idea for IBM to maintain the same diversity initiatives in the
other countries. Although the United States is one of the first countries that carry out the concept
of workplace diversity initiatives (Dowling, 2013), it is not a concept that can be exported
wholesale all over the world. National cultural differences play an important role in determining
whether diversity initiatives take hold. In other words, while conducting the diversity initiatives,
IBM must keep those differences in mind.

Every country has its own unique culture. For instance, when it comes to initiatives that
aimed at gays and lesbians, in the United States organizations can freely discuss about it.
However, in most of the Asian countries, such as my homeland China, it is not appropriate to
speak up about issues related gays and lesbians in offices or at meetings. Moreover, in India, it is
against the law to be gay (Dowling, 2013). If IBM conducts the same homosexual-related
initiatives in India, it could lead to great conflicts and violations. In this case, for multinational
organizations, like IBM, sticking with the same initiatives in other countries may leads to greater
cultural and policy-related conflicts. In other words, the diversity initiatives in IBM have to vary
at the national or local level.

On top of that, besides the universal concerns of diversity, such as gender differences
(Dowling, 2013), different countries have different emphasis in targeting diversity groups. For
example, organizations in the USA tend to seek racial and ethnic balance, while European and
Canadian companies pay more attention to immigration and nationality issues (Dowling, 2013).
Therefore, as a multinational corporation, while striving for consistency in their HR policies

across countries, IBM should also strive for policies that respect local cultures and traditions.
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