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This article analyzes the scholarship on diversity-training outcomes
utilizing a systematic literature review (SLR) and provide insights for
future research. The article advances our understanding of diversity-
training outcomes through the integration of three perspectives: the
business case, learning, and social justice perspectives. The SLR revealed:
(@ a literature that is fragmented and diverse in terms of publication
outlets; (b) researchers conduct diversity-training outcomes research in a
diverse range or organizations, sectors, cultural and training contexts; (c)
studies primarily reflect the business case or learning perspectives; and
(d) existing studies have significant methodological limitations. We argue
the need for future research to adopt multiple perspectives ensure better
cross-fertilization of perspectives and make use of more sophisticated
methodologies.
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Introduction

More diverse workforces underscoring the need for organizations to invest
in diversity training (Boekhorst, 2015; Brooks & Clunis, 2007, Curtis &
Dreachslin, 2008). Diversity training has gained significant international cur-
rency among HRD researchers and learning and development practitioners
(Qin, Muenjohn, & Chhetri, 2013; Schmidt, Githens, Rocco, & Kormanik,
2012). Conceptually diversity training is defined as “a distinct set of programs
aimed at facilitating positive inter-group interactions, reducing prejudice and
discrimination and enhancing the skills, knowledge and motivation of people
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to interact with diverse others” (Bezrukova, Jehn, & Spell, 2012, p. 208).
Esen (2005) estimated that 67% of U.S. organizations and 74% of Fortune
500 companies invest in diversity-training programs. The Chartered Institute
of Personnel and Development (CIPD, 2010) found that four-fifths of U.K.
organizations integrated diversity training into talent management processes.
Diversity training in these situations is a strategic issue underpinned by the
“business case” (Noon, 2007). There are many advocates and evangelists of
diversity training; however, notwithstanding the growth in research on how to
design and implement diversity training in organizations, the evidence of its
positive impact on organizational performance is far from conclusive (Anand
& Winters, 2008).

There are additional problematic issues with the existing research base.
First, existing studies often focus research diversity training within individual
organizations and single countries and derive their theoretical justification
from an Anglo-Saxon perspective. There are difficulties of translating these
models and concepts to non-Western contexts (Peretz, Levi, & Fried, 2015).
Second, it is difficult to draw conclusions about the outcomes of diversity
training given the variety of training designs utilized. Organizations utilize
multiple approaches, including classroom-based delivery, online, and blended
approaches (Kulik & Roberson, 2008) Differences in training design will inev-
itably lead to different impacts and potentially explain the inconsistency of
outcomes across studies and the lack of evidence at the organizational level.

Third, those who emphasize the need for performance outcomes draw
heavily on a business case (Noon, 2007). The business case may have rele-
vance to commercial organizations, where there is a focus on short-term prof-
its; however, in public-sector and not-for-profit organizations, the rationale
for investment in diversity training will be significantly different. In public-
sector and voluntary organizations, the focus may be on a social justice and/
or learning issues (Bond & Haynes, 2014). They emphasize outcomes such
as procedural fairness, equity, equal opportunity, compliance with legal regu-
lations, and enhanced individual and organizational learning. However, few
studies have investigated diversity-training outcomes using these perspectives.
Fourth, the measurement of the diversity-training outcomes is methodologi-
cally deficient. Studies to date utilize different types of outcomes (Wang &
Wilcox, 2006), and they measure them in different ways. These differences
make the comparison of results difficult. Few studies utilize objective mea-
sures of outcomes.

Based on these problems, the aim of this article is to offer a broader set
of perspectives through which to more rigorously explore diversity-training
outcomes in a multiplicity of contexts, including different organizational
types, sectors, countries, and categories of employees. We seek to facilitate
dialogue across the theoretical perspectives (business, social justice, and
learning) and promote methodological approaches that link different levels
of outcome.
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Overall, the article provides a more holistic set of perspectives to
facilitate understanding and interpretation of diversity-training outcomes.
We achieve this objective through conducting a systematic literature
review (SLR) of the literature on diversity-training outcomes. We included
only empirical studies that studied diversity training in organizational set-
tings that studied a diversity-training intervention rather than a bundle of
diversity practices and published during the period 1994-2014. Research
on diversity training outcomes is fragmented, disjointed, and of mixed
quality. Researchers have published in many different outlets, resulting
in a body of literature published in HRD, HRM, education, counseling,
psychology, nursing and health care, and organizational behavior jour-
nals. An SLR is suitable in the context of our overall objective due to its
replicable, transparent, and scientific methodology (Tranfield, Denyer, &
Smart, 2003).

The following research objectives guided this SLR:

1. In what contexts (country, organization, and type of training) are
diversity-training outcomes empirically investigated?

2. What theoretical perspectives and specific theories are used to investigate
diversity-training outcomes?

3. How are diversity-training outcomes investigated (i.e., methodology)?

4. What are the results of these investigations in terms of outcomes?

We conceptualized outcomes into three categories: learning outcomes,
which included individual-, team-, and organizational-level outcomes;
social justice outcome, which included equal opportunity, procedural fair-
ness, and attitudes toward diversity; and business impacts, which included
individual, team, and organizational performance outcomes. We begin this
article by summarizing the most important theoretical perspectives that help
us to understand the outcomes of organizational diversity training. Next,
we explain the method used for selecting and reviewing the literature, with
details of our search strategy, analysis, and assessment of the quality of the
studies selected for inclusion in the SLR. Then we present our findings of the
SLR on empirical papers that have investigated diversity-training outcomes.
We conclude by offering suggestions for theory, methodology, and content
areas.

Understanding the Outcomes of Diversity Training:
Multiple Perspectives

Three theoretical perspectives have achieved prominence on the literature:
the business case (Noon, 2007), social justice (Tomlinson & Schwabenland,
2010), and learning (D. A. Thomas & Ely, 1996).
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The Business Case Perspective

The business case perspective is highly influential in the diversity-training
literature (Noon, 2007). The essential argument is that employers are reluc-
tant to invest in diversity training because they lack awareness of the benefits
of such practices. The business case argues that diversity training is good for
business and profitability (Johnson & Schwabenland, 2013) or what Ozbilgin,
Tatli, Ipek, and Sammer (2014) call impacts. This perspective derives its legiti-
macy from a number of sources: its market-based motivation (D. A. Thomas
& Ely, 1996), its connection with core business priorities (Ortlieb, Sieben,
& Sichtmann, 2013), its impact on financial outcomes (Jones, King, Nelson,
Geller, & Bowes-Sperry, 2013), and its emphasis on sustained competitive
advantage (Ortlieb & Sieben, 2013). It operates at multiple levels: individual,
team, and organizational (Alcazar, Fernandez, & Gardey, 2013). Ozbilgin et al.
(2014) argue that in the context of diversity training, the focus is on impacts
rather than feedback from participants. They argue that these impacts should
consider economic benefit and environmental impact. Research based on the
business case arguments is disappointing, particularly in the case of team and
organizational impacts. Organizational impacts highlighted include improved
productivity (Ely, 2004), enhanced organizational commitment (Tsui, Egan, &
lii, 1992), but it may also result in less favorable outcomes such as absentee-
ism (Jehn, Northcraft, & Neale, 1999), poor in-role and extrarole performance
(Chatman, Polzer, Barsade, & Neale, 1998), and less effective team function-
ing. Alternative perspectives are therefore required to understand the impacts
of diversity training in organizations. Diversity-training outcomes are highly
context specific, and therefore the emphasis given to business case outcomes
will vary across organizations (Kochan et al., 2003).

The Social Justice Perspective

The social justice perspective emphasizes impacts such as equal opportu-
nity (Anand & Winters, 2008), fair treatment (D. A. Thomas & Ely, 1996),
the numbers of employees promoted from different minority groups (Noon,
2007), and the extent of assimilation (Tomlinson & Schwabenland, 2010).
Brown (2004) suggested that the social justice perspective challenges orga-
nizations to address residual racism, gender exclusion, religion intolerance,
and intolerance of lesbian, gay, bisexual, and transgender (LGBT) employ-
ees. Researchers also emphasize the perspective’s concern with challenging
exclusion, subjugation, marginalization, and isolation (Adams, Bell, & Griffin,
1997). Jones et al. (2013) suggested that diversity training has ethical dimen-
sions. Gotsis and Kortezi (2013) proposed a moral framework for the design
and implementation of diversity practices. They suggested three distinct
frameworks focusing on dignity, organizational virtue, and care. These per-
spectives have the potential to emphasize diversity as an end goal. Diversity
training should contribute to fair and socially responsive decision-making
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processes (Tomlinson & Schwabenland, 2010), the development of a justice-
responsive organization (Fujimoto, Hértel, & Azmat, 2013), and enhanced
perceived organizational support (Jones et al., 2013).

Diversity training can lead to both positive and negative social justice
outcomes. Positive outcomes include a reduction in discrimination and
harassment, and more development and job opportunities for minorities (Mor
Barak, 2005). Members of majority groups have also reported benefits such as
job satisfaction, where unfair practices and harassment are eliminated (Bond
& Haynes, 2014). Negative outcomes include more discrimination (Brown,
2004), expensive lawsuits involving employment discrimination issues
(Collins, 2011), decreased organizational trust among underrepresented
groups (Cropanzano & Rupp, 2008), and the illusion of fairness concerning
the treatment of underrepresented groups (Kaiser et al., 2012). There is scope
to investigate additional outcomes at individual, team, and organizational lev-
els. Individual outcomes include improved awareness of bias and enhanced
perceptions of procedural and interactional biases, and promote justice and
reduced bias. Team-level outcomes include increased team functioning and
team diversity. Organizational outcomes included changed norms around the
expression of discrimination and increased organizational trust. A fundamen-
tal test of the social justice approach concerns the extent to which organiza-
tions are motivated to implement diversity training without the accrual of
economic or business impacts. Tomlinson and Schwabenland (2010) have
highlighted fundamental contradictions between business and social justice
perspectives.

The Learning Perspective

Proponents of diversity training emphasize the learning outcomes derived
from such practices (Pendry, Driscoll, & Field, 2007). Dass and Parker (1999)
highlighted three characteristics of the learning perspective:

1. Similarities and differences are considered as dual aspects of workforce
diversity.

2. Diversity training can achieve multiple learning outcomes, including
the development of employee knowledge, skills, and attitude; enhanced
cultures; and innovation.

3. Both short- and long-term learning outcomes.

Anand and Winters (2008) emphasized additional characteristic of
this perspective, such as recognition that different viewpoints are a sign of a
healthy organization, that both learning and relearning are central to diver-
sity, and that organizational culture has a major role to play in shaping the
behavior of employees. The learning perspective is also valuable in making
employees aware of privilege and how unearned advantages come with such
privilege (McIntosh, 1998).
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Studies have highlighted positive and negative learning outcomes.
Positive outcomes include enhanced self-knowledge (Brickson, 2000), skills
to work with different groups (Ely & Thomas, 2001), and improved skills to
work with different cultural groups (Jayne & Dipboye, 2004). Negative out-
comes include negative interpersonal attitudes (Pendry et al., 2007), greater
levels of interpersonal conflict (Harrison & Klein, 2007), and a lack of mana-
gerial skills to create and manage diversity (Kochan et al., 2003).

In this SLR we investigated the extent to which there is evidence of out-
comes that support the business case, social justice, and learning perspectives.
This multiplicity of approaches, we suggest, will generate a stronger evidence
base to justify the value of diversity training and help to move the research
base away from traditional business case arguments.

Study Methodology

We analyzed 61 papers published from January 1994 to February 2014 found
in 48 journals. We followed the systematic review process (SLR) (Denyer &
Tranfield, 2008; Tranfield et al., 2003) using Business Source Premier, JOTOR,
SAGE, Psych, Info, and ProQuest. Figure 1 provides a summary of the system-
atic review process. We describe each element in more detail. Figure 2 sum-
marizes the trends in publication during the years 1994-2014.

Defining the Conceptual Boundaries

We started the systematic review with the specification of the research objec-
tives and definition of the conceptual boundaries for the review. We started
with a broad definition of diversity training as training that addressed issues
related to employees’ knowledge, awareness, and skills to address diversity
issues such as unequal treatment, discrimination, and prejudice in organiza-
tions. The research setting was any organization—public or private sector,
manufacturing or service, profit or not-for-profit, small to medium enterprise
(SME) or multinational corporation (MNC)—that provides diversity training
to employees.

Building of Database

To build a comprehensive database of studies on diversity training conducted
in an organizational context, we applied the following criteria. First, we set
the search boundaries within academic journals listed in the Association of
Business Schools (ABS) Academic Journal Quality Guide Version 4, by subject
area (Harvey, Kelly, Morris, & Rowlinson, 2010), Second, we used categories
presented in Table 1. We focused on these categories because they primarily
included journals and published diversity-training research. Third, we con-
ducted searches using the electronic databases indicated. We searched the title
and abstract fields using the primary BOOLEAN search terms of “diversity
training and organizations,” “diversity and training,” and “diversity training
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Table 1. List of Journals and Associated Disciplines

Journals Disciplines

Human Resource Development Quarterly, Huiman Resource Development HRD
International, European Journal of Training and Development

Human Resource Planning, Human Resource Management, Journal of HRM
Organizational Behavior

Public Personnel Management, Group and Organization Management, Management
Journal of Sport Management, Evaluation and Program Planning,
International Journal of Contemporary Hospitality Management,
International Journal of Evidence Based Coaching and Mentoring

Professional Development in Education, Journal of Learning Disabilities, Social
Patient Education and Counselling, Educational Gerontology, Social Work Science
Education, Residency Education, Journal of Ethnic and Cultural Diversity

in Social Work, Journal of Multi-cultural Counselling and Development,

Journal of Social Work Education, Journal of Cultural Diversity, Journal

of Social Work in End-of-Life and Palliative Care, Aboriginal and Islander

Health Worker Journal, Journal of Applied Research in Intellectual Disability

Research, International Journal of Culture and Mental Health, Journal of

Intellectual Disability Research, Criminal Justice Policy Review

Journal of Nursing Scholarship, Journal of Continuing Education in Medical
Nursing, Journal of Advanced Nursing, Journal of Transcultural Nursing,

Journal of the National Medical Association, Archives of Disease in

Childhood, Contemporary Nurse: A Journal for the Australian Nursing

Profession, Nursing and Health Sciences, Academic Medicine: Journal of the

Association of American Medical Colleges, American Journal of Psychiatric
Rehabilitation, Physical Therapy, American Journal of Hospice and Palliative

Medicine, Clinical and Translational Science, Palliative Medicine, Activities

Adaptation and Aging, Social Science and Medicine

Military Psychology, School Psychology International, Journal of Community ~ Psychology
and Applied Social Psychology, South African Journal of Industrial Psychology,

Counselling Psychology Quarterly, Journal of Health Psychology, Behavior

Therapy, Journal of Police and Criminal Psychology

outcomes.” These search terms were sufficiently inclusive to capture the most
relevant papers that fell within our conceptual boundaries and exclusive
enough to ensure the elimination of irrelevant papers.

We generated a large number of articles, some of which were easily
excluded based on a reading of the title and/or abstract. This process nar-
rowed the result to 200 published articles. We then excluded any article that
researched diversity education programs or was not specifically about diversity
training. We excluded these studies from the analysis following the exclusion
criteria listed in Figure 1. This exclusion process produced 61 academic jour-
nal articles that were included in our final review. We manually cross-checked
our list of articles against two recent reviews by Bezrukova et al. (2012) and
Kalinoski et al. (2012) to ensure that our search process had captured all
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Figure 1. A Summary of Our Systematic Review Process

Setting the Research Objectives:

Investigate the outcomes of organizational diversity training programs in organizations.

2

Defining the Conceptual Boundaries:

e Defined organizational diversity training programs

Defined and categorized the outcomes of organizational diversity training programs

Setting the Inclusion Criteria
Search Boundaries Search Terms Cover Period

ABS Ranked Journals .
Primary and secondary

subject areas .
Electronic databases .

Diversity Training and
Organizations

Diversity and Training
Diversity Training Outcomes

e From January 1994 to
February 2014

v

Application of Exclusion Criteria

Articles that solely- focused on organizational diversity training and- not on other organizational
diversity practices

Articles that focused on organizational diversity training but not diversity training in educational
settings focusing on students

Validating Research Results

An independent literature search on organizational diversity training using Google Scholar was
conducted to compare with the above search.

Independent Data Coding Independent Data Coding
Author A Author B

\

Validating Data Coding

e The cross-checking of coding results
e Review of articles for recoding
e Evaluation of inter-rater reliability

of the relevant articles. Finally, to ensure we had not excluded key articles
due to the parameters of our search process—the second author conducted
an independent literature search in Google Scholar to replicate the results of
our primary literature search. We searched for articles using the same phrase,
“diversity training,” in Google Scholar from 1994 to February 2014. We found
400 papers. When we compared the top 29 items with the 61 papers included
in our systematic literature review, we achieved a 67% match. We found a
large number of additional published items including working papers, non-
peer-reviewed articles and articles that did not fall within our search criteria.
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Figure 2. Diversity Training in Organizations Publication Distribution
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Note: Studies published over the period from 1994 to 2014 inclusive.

We utilized two metrics to assess interrater agreement. First, we focused
on the total percentage agreement. We achieved an average percentage of total
agreement for all themes in our coding process of 87.56%, reflecting the low-
est (74.6%) and the type of organization the highest (98.76%). The median
percentage of total agreement was 92.65%. We utilized the intraclass correla-
tion coefficient (ICC) as our second metric to assess interrater agreement. The
average ICC was 86.5%, with needs identification displaying the lowest ICC
(0.671) and program duration displaying the highest (0.945). We encountered
some conceptual discrepancies. We discussed each discrepancy individually,
and following discussion, we achieved greater clarity on the distinctions. The
median ICC was 0.861. The majority of the total variance in theme coding was
due to between-rater variance.

Current State of the Diversity-Training Outcomes Literature

We begin by examining the journal outlets in terms of geographic distribution
and data sources. This analysis is informative when interpreting the pattern of
theory, methods, and outcomes investigated. The number and types of coun-
tries included in studies is relevant in explaining the relevance and generaliz-
ability of findings. Tables 2 and 3 summarize the papers included in the SLR.

Journal Outlets

The two journals that have published the most diversity-training outcomes
research are Human Resource Development Quarterly and the Journal of
Organizational Behavior (See Table 1). Diversity-training outcomes research
is published primarily in HRD or organizational behavior (OB) journals;
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however, these two outlets account for only 14% of the total research out-
put. Other outlets used to publish diversity-training outcomes research
include nursing, medicine, health care, and psychology. We found no stud-
ies in international business or management journals. The academic conver-
sation on diversity-training outcomes is a dispersed one and not confined
to a particular subject area. Diversity-training outcomes research is a niche;
however, we found few published studies in specialist diversity and inclu-
sion journals. The dispersed nature of the field is not helpful and poten-
tially explains the lack of strong theoretical development. It can, however,
be an advantage if it encourages interdisciplinary dialogue where scholars
share and build upon related findings; however, we found very little evi-
dence of this type of dialogue. The key publication outputs are the Journal
of Organizational Behavior (N = 3), Human Resource Development Quarterly
(N = 3), and Human Resources Planning (N = 2). The majority of the research
is published in a broad mix of HRD (N = 3), HRM (N = 3), management
(N = 6), social science (N = 16), medical (N = 15), and psychology (N = 8)
journals.

Geographic Analysis of Authorship Origins and Data Sources

Our systematic review revealed 182 authors from institutions in the United
States, Canada, the United Kingdom, Australia, the Netherlands, Spain, and
Greece, dominated by the United States and Canada (N = 138) followed
by the United Kingdom (N = 17), Australia (N = 14), Greece (N = 8), the
Netherlands (N = 4), Sweden (N = 3), South Africa (N = 2), Spain (N = 1),
Austria (N = 1), Treland (N = 1), and Jamaica (N = 1). Nineteen percent
of papers were solo authored, 30% were written by two authors, 30% by
three authors, and 21% were written by four or more authors. One regionthe
United States and Canada—dominates the research landscape. A fraction of
diversity-training outcomes research papers are written by authors located
outside of the United States and Canada. This may be due to different notions
of what constitutes diversity training in different cultural contexts. We found
few authors from Asia, Africa, the Middle East, and mainland Europe. This is
a surprising finding given the number of international conferences devoted
to diversity and inclusion and the emergence of research networks in these
areas.

Empirical data are gathered primarily in organizations in the United States
and Canada. Developed countries account for almost 100% of the data samples
generated. Even where articles involved authors from two or more countries,
the primary data tended to be gathered in one country. It was uncommon
for authors to work with data from outside their country. We found that few
papers published in Institute for Scientific Information (ISI)-ranked journals.
The majority are niche journals, well respected within a particular field. This
has major implication for citation rates and the overall reputation of the field of
study in general management, business, and psychology.
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Theory

Next, we examined the theoretical perspectives employed in diversity-training
outcomes research (see Table 2). In order to undertake this task, we defined
theory as the building block that answers what, why, who, where, when,
and how questions (Sutton & Staw, 1995). We experienced in many of the
papers considerable difficulty in identifying the theoretical perspective uti-
lized. Therefore, we had to make a judgment call based on the stated purpose,
stated contributions, and/or implications set out in the paper. Only 25% of
the articles provided an explicit explanation of the theoretical background,
how theory was developed, and the contribution of the paper to theory. The
majority of papers simply described the context, the diversity-training pro-
gram, and the empirical findings.

The most frequently used theories included cultural/cross-cultural/mul-
ticultural, competence theory, training design theory, individual differences
theory, and a variety of learning theories. Cultural/cross-cultural/multicultural
competence theory is applied variously in 30 diversity-training outcomes
studies. Studies utilizing multicultural theory, for example, empirically inves-
tigated the impact of diversity training on cultural proficiency (Abernethy,
2005), the effects of participation in a cultural awareness program (Schim,
Doorenbos, & Borse, 2006), and the evaluation of a cultural competence
intervention (Brathwaite, 2005).

Ten studies derived their theoretical justification from training design
theory. These papers drew on theories and models that explained when
and how training works in organizations. Examples included the pretrain-
ing context, the design characteristics of effective training, and the transfer
of training. They focused on the characteristics of individuals in the train-
ing context, such as motivation to learn and transfer and general attitudes
toward diversity training (Wiethoff, 2004). Examples of studies included the
use of tests to assess trainer effectiveness (Hauenstein, Findlay, & McDonald,
2010), the design features of diversity-training programs in SMEs (Hite &
McDonald, 2010), the design considerations for diversity training (Downing
& Kowal, 2011), and how training design features explain outcomes (Sanchez
& Medkik, 2004).

Thirteen papers utilized theories that utilized individual differences to
investigate diversity-training outcomes. Examples of studies included attitudes
toward people with intellectual disabilities (Bailey, Barr, & Bunting, 2001),
implicit racial prejudices (Costello, Bouras, & Davis, 2007), individual dif-
ferences and participation in diversity training (Kulik, Pepper, Roberson, &
Parker, 2007), aging and disability awareness differences (L. Reynolds, 2010)
and the impact of diversity training on self-efficacy (Combs & Luthans,
2007). Other theoretical perspectives utilized include group diversity theory
(Ferguson, Keller, Haley, & Quirk, 2003) and social prejudice and stereotyp-
ing (Hite & McDonald, 2010). We observed little use of theories commonly
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found In the HRM, HRD, and OB literatures such as human capital theory, the
resource-based theory of the firm, institutional theory, organizational justice,
and perceived organizational support theory.

Methods Used

Our SLR provides useful insights concerning methodological approaches
(Table 2). The primary unit of analysis is the individual and/or the program.
The field is dominated by microanalysis that focuses on the individual learner
and/or particular program of training. The most common dependent variable
is a measure of subjective or perceptual outcomes such as satisfaction, rel-
evance, and utility. The majority of studies (90%) utilized a single key infor-
mant. This high percentage of single informant studies is unsatisfactory as is
the over-reliance on survey instruments (N = 37). We did, however, find use
of both pre and post measures. Cascio (2012) argued that when survey-based
measures are purely attitudinal or perceptual and come from one key infor-
mant the results are more likely to be subject to random error. This problem
is likely to occur when the same respondents are the sources of organizational
performance data.

A particularly striking feature of diversity-training outcomes research is
the use of small samples (< 100, N = 42). Sample size is important because
large samples enable the testing of statistical relationships. The majority of
studies utilized cross-sectional designs with a total absence of longitudinal
studies. A significant number of studies combined qualitative and quantitative
approaches (N = 28). A mixed methodology approach is valuable provided
both approaches serve complementary purposes. A good example is Celik,
Abma, Klinge, and Widdershoven (2012) where they combined surveys,
semistructured interview, observation, and group discussion to study cultural
awareness among patients and health professionals.

Outcomes of Diversity Training

The SLR revealed evidence of business, learning, and social justice—type out-
comes. A significant number of studies reported learning outcomes such as
enhanced employee knowledge and awareness of diversity issues (N = 38),
enhanced diversity behaviors and skills to handle diversity issues (N = 9),
and changed attitudes toward diversity (N = 5). We found some evidence
of business impacts such as productivity increases, enhanced employee per-
formance, enhanced customer satisfaction, and financial performance. We
found two studies that reported organizational performance impacts (Ellis
& Sonnenfield, 1994; Ely, 2004). One study (Ely, 2004) reported perfor-
mance impacts such as increased sales, customer satisfaction, and productiv-
ity gains. These impacts were measured using archival data on employees in
each branch annual survey and branch performance data. We found limited
evidence of social justice outcomes. The exceptions were studies on improved
relationships (Armour, Bain, & Rubio, 2004), enhanced tolerance toward
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minorities (Burch, 2008), and improve confidence to work with diversity
groups (Williams, 2005).

Discussion of Future Directions

The outcomes of the SLR highlight significant potential for future research to
investigate diversity training in a more rigorous and methodologically sophis-
ticated way and facilitate dialogue and integration across business, learning
and social justice perspectives. The SLR highlights four important findings
that highlight opportunities for future research direction. First, research on
outcomes is less than convincing with few studies demonstrating a strong
business case. Second, the research covers a very narrow base of organization
types, categories of employees, sectors, countries, and types of employment.
Third, the level of methodological sophistication of existing studies is low,
with very few research endeavors that longitudinally investigate outcomes.
Fourth, there is little evidence of studies that investigate outcomes using mul-
tiple perspectives. Therefore, following the structure of the SLR, we high-
light theoretical, methodological and content gaps that should be the focus
of future studies. Table 4 summarizes key research issues in respect of theory,
methodology, and content.

Theory: Future Directions

Our SLR highlights the need to utilize multiple theoretical perspectives to
investigate diversity-training outcomes. We consider a number of theoretical
perspectives that researchers can utilize to investigate the three perspectives
discussed earlier in this paper.

Business Case Perspective. Given the focus of the business case on
impacts, it is imperative to utilize appropriate theories from both the HRM
and HRD literatures to develop a more convincing research base on the indi-
vidual, team, and organizational impacts of diversity training. Four theories
that can serve this purpose are the resources-based view (RBV), human capital
theory, resources dependency theory, and the behavioral perspective. These
theories can help move the research away from theories that focus solely on
individual level outcomes.

The RBV helps researchers to explore the organization-level impacts of
investment in diversity training. Consistent with this view, diversity training
helps to align the knowledge and skills of employees with business strategy
thus resulting in competitive advantage (Richard, Murthi, & Ismail, 2007).
The RBV suggested that sustained competitive advantage is possible where
organizations possess the managerial capabilities to recognize and exploit the
productive opportunities that investment in diversity training may confer on
human resources. The RBV is valuable in understanding how human resources
are enhanced because of diversity-training interventions. Proponents of the
business case insist that diversity management practices such as diversity
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Table 4. Suggestion for Future Research and Theorizing on Diversity
Training Outcomes

Theory

* Identify and define different types of diversity training interventions and develop
prepositions on their relationships with outcomes.

» Focus theorizing on integrating the three perspectives to understand outcomes.

¢ Utilize a broader spectrum of underpinning theories to investigate the business case
learning and social justice perspectives.

 Investigate the antecedents of diversity training outcomes. Explore individual, team,
and organizational antecedents.

* Investigate mediators related to the three perspectives. These include diversity
climate, social exchange, organizational identification, and organizational justice.

» Embrace Insights and theoretical developments from research on human resources
management, dynamic capabilities and organizational behavior.

Methodology

* Use theory-based rationales to select organizational contexts, employee group, and
cross-cultural contexts.

* Move beyond the individual unit of analysis to investigate team and organizational
levels of analysis within the three perspectives.

* Greater samples that are more robust. Gather data from multiple informants and
conduct longitudinal analysis to establish causality.

» Engage with the use of multilevel models to investigate unique and cross-level
effects.

* Make greater use of qualitative research designs to capture subtle dimensions of
context and outcomes.

Content

e Understand the impact value of the business case at individual, team, and
organizational levels. Place particular focus on team and organizational outcomes.

» Study how diversity training enhances perceptions of organizational justice,
employee moral awareness, and organizational ethical climate.

e Understand the interdependence of individual, team and organizational level
outcomes.

 Study bundles of diversity training practices and the unique outcomes derived from
complementary practices.

training contribute to sustained competitive advantages. However, a meta-
analysis by Kalinoski et al. (2012) found that one-third of studies of outcomes
demonstrated no outcomes or negative outcomes. We consider this a trou-
bling finding given that the business case advocates a positive relationship
between training and business performance.

Human capital theory has significant explanatory power in the context of
the business case perspective. This theory argues that people possess knowl-
edge, skills, and attitudes that have economic value to an organization. It
acknowledges the value of a diverse group of employees (Shore et al., 2009),
in terms of knowledge and skills sets. Diversity training enables organizations
to build KSAs that have value both to employees and an organization that
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employee them. It can lead to both generic human capital and specific KSAs.
These KSAs potentially include knowledge and awareness of diversity chal-
lenges and more socially desirable diversity attitudes (Cocchiara, Connerley, &
Bell, 2010; Kalinoski et al., 2012). These outcomes of diversity-related KSAs
potentially enhance the career prospects of employees and contribute specific
human capital to enhance organizational success (King, Gulick, & Avery, 2010).

Resources dependency theory (RDT) is a particularly useful theoretical
perspective in the context of the business case (Ortlieb & Sieben, 2013). RDT
argues that organizational effectiveness depends on valuable people resources
over which it has control (Alcazar et al., 2013; Ortlieb & Sieben, 2013).
Ortlieb and Sieben (2013) specifically investigated the value to an organiza-
tional have a diverse groups of employees as a source of power and critically
for organizational success. RDT is valuable to understand diversity-training
outcomes because of its emphasis on: (a) conceptualising the resources that
diverse employees control and that contribute to organization success, (b) its
capacity to conceptualize the design and implementation of diversity-training
practices in organizations, and (c) its value in explaining the importance of
diversity-training practices that have become both internally and externally
legitimized.

The behavioral perspective (Jackson et al., 1991) postulates that dif-
ferent business strategies require different role behaviors from employees in
order to increase their effective realization. It places primacy on the role of
employee behavior as a mediator between business strategy and organizational
performance. In the context of the business case perspective, the behavioral
approach helps researchers to understand how investment in diversity training
develops appropriate employee behavior that contribute to the achievement of
strategic goals (Groggins & Ryan, 2013). Diversity training is therefore likely
to bring about desirable behavior outcomes that help the achievement of busi-
ness strategy. The behavioral approach can help open up the black box that
is the role of mediators in the context of the relationships between diversity
training and individual, team, and organizational impacts. Mediators that can
be investigated include organizational climate concepts (Rogg, Schmidt, Shull,
& Schmitt, 2001), diversity climate theory (Groggins & Ryan, 2013), and
social exchange theory. Greater use can be made of concepts such as organi-
zational identification, organizational justice, and the AMO model. The AMO
model suggests that the ability, motivation, and opportunities to perform are
keys to explaining the impact of diversity training on firm performance (Jiang,
Lepak, Hu, & Baer, 2012). Dynamic capabilities theory can explain the influ-
ence of mediating mechanisms (Leiblein, 2011). Dynamic capabilities relevant
to understanding diversity-training outcomes relationships include the extent
of knowledge integration, the flexibility and ambidexterity of the organization,
and its capacity to absorb new knowledge.

The Social Justice Perspective. We suggest a number of theoretical per-
spectives to enhance our understanding of social justice outcomes of diversity
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training. Insights can be gained from the use of various social justice theo-
ries and help emancipate diversity training from its strong anchorage in the
business case perspective. Conceptualization of social justice that emphasizes
social harmony (Chavez & Weisinger, 2008) can help researchers to under-
stand how diversity training helps employees to understand their talents and
how they contribute to positive outcomes in organizations.

Theoretical traditions such as those put forward by Kant (1956) and
Rawls (1971) are valuable. For Kant, the focus of social justice is equality.
Emphasis on equality can help researchers understand how diversity training
contributes to organizational decision making on diversity issues. In contrast,
Rawls emphasizes equity rather than equality. Equity notions help research-
ers to understand both the positive and negative consequences of diversity
training and whether it reinforces social inequity and social injustice. Other
theorists view social justice differently and highlight the important role of eth-
ics. Ethical perspectives suggest that individuals are worthy of respect simply
because they are human being. Jones et al. (2013) argued that diversity train-
ing could be used to increase employees’ moral awareness of diversity issues.
Gotsis and Kortezi (2013) emphasized notions such as dignity and respect,
the importance of virtue and a focus on care. This in turn should contrib-
ute to enhanced diversity related behavior in the workplace. They consider
moral awareness theory (Butterfield, Trevin & Weaver, 2000) to have value in
emphasizing both individual and organizational diversity behavior.

Another stream of social justice related theories focus on organizational
justice (DiTomaso, Post, & Parks-Yancy, 2007). Fujimoto et al. (2013) argued
that this theory set has value in the context of diversity training given the
reality that minority groups are more likely to report discrimination and mar-
ginalization (Wooten & James, 2004). Organizational justice theory empha-
sizes distributive, procedural, and interactional justice. Fujimoto et al. (2013)
proposed a diversity justice management model. They emphasized that orga-
nizational justice can both mediate and moderate the relationships between
diversity-training practices and outcomes. There outcomes can be negative in
nature, for example, where diversity-training programs that focus on reduc-
ing managerial biases towards racial groups can lead to subsequent decreased
rather than enhanced racial diversity (Kalev, Kelly, & Dobbin, 2006). Kaiser
etal. (2012) suggested that diversity training might not reduce bias or increase
diversity. Social exchange theory has emerged as a particularly well-researched
theory in the context of justice concepts. Cropanzano and Rupp (2008) pro-
posed contemporary social exchange as an interpersonal relationship and
highlighting the role of symbolic resources and notions of reciprocity.

Learning Perspective. Both individual and organizational level learning
theories help us to understand diversity-training outcome. Given that diver-
sity training is about learning, the development of diversity-related knowl-
edge, skills, and attitude learning theories are considered appropriate. We
highlighted four theories: experiential learning theory (D. A. Kolb, 1984),
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the theory of planned behavior (Wiethoff, 2004), learning climate theory
(Govaerts, Kyndt, Dochy, & Baert, 2011), and organizational learning culture
theory (Froehlich, Segers, & Van den Bossche, 2014)

Experiential learning theory is an appropriate theoretical lens through
which to examine the learning outcomes of diversity training (D. A. Kolb,
1984). Learning as a continual process that emphasizes both gaining and
transforming experience. A. Y. Kolb and Kolb (2005) have highlighted the
value of experiential learning theory in explaining learner’s skills and cognitive
attitudes, the ability to apply knowledge in work situation and the encourage-
ment of self-directed learning behavior. The theory is particularly valuable
in the diversity-training context in explaining differences in individual-level
learning outcomes. Moreover, Combs and Luthans (2007) emphasized that
self-efficacy is central to experiential learning theory. The choices and actions
that learners engage in both during and post-training influence learning out-
comes. A fundamental dimension of the D. A. Kolb (1984) framework is its
emphasis on tacit learning and the transformation of that learning with new
diversity related experiences (Lenartowicz, Johnson, & Konopaske, 2014).

The theory of planned behavior (Wiethoff, 2004) helps us to understand
why employees will be motivated to learn diversity related behaviors. It places
particularly salience on the role of perceived social norms in explaining how
employees develop behavioral control toward diversity training, beliefs about
the value of diversity training and about the availability of resources to engage
in diversity-training activities. The focus on diversity-training-related attitudes
is a potential valuable contribution to understanding how diversity-related
knowledge and skills transfer to the workplace.

Learning climate theory also has value in explaining individual, team,
and organizational learning outcomes. Learning climate influences the transfer
of new diversity knowledge and skills to the workplace and the emergence
of diversity climate (Govaerts et al., 2011). The openness of a learning cli-
mate helps explain the functioning of climates that espouse diversity and the
emergence of positivity and values such as connectedness and commonalities
(Bond & Haynes, 2014). Our fourth theory focuses on organizational learn-
ing culture (Froehlich et al., 2014). Marsick (2013) argued that organizational
leaning culture affects the learning outcomes of both formal and informal
learning processes. Therefore, in contexts where an organizational learning
culture is conducive to learning it will result in more positive diversity learn-
ing outcomes. Ely and Thomas (2001), for example, found that organizational
culture influenced outcomes of diversity training.

The various theories that we propose should help researchers to explain
the learning, social justice, and business impact outcomes (individual, team,
and organizational) that are derived from diversity training. Consistent with
the arguments of Shore et al. (2009), we need to broaden our perspective and
explore diversity from multiple perspectives. We currently lack an integrative
theory of diversity-training outcomes.
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Methods: Future Directions

Consistent with the three theoretical perspectives, we proposed in the theory
selection, we emphasize the need to enhance the methodological rigor of
diversity-training outcomes research. Some of our suggestions address neces-
sary steps to overcome significance weakness, whereas others call for signifi-
cant advancement and development of existing methodological approaches.

Data Collection and Samples. In the future, researchers need to collect
data in a number of different ways. Cross-sectional designs are not effective
in demonstrating causality or the impact of mediated relationships (Chen,
Thomas, & Wallace, 2005). We need to understand for how long the out-
comes of diversity training will be evident or observable. What is the lasting
effect of investment in diversity training? It is necessary to conduct longitudi-
nal studies that allow conclusions about the impacts of diversity training over
time. Second, the measurement of diversity-training outcomes by simply ask-
ing participants does not capture the complex effects of diversity training at
different levels within the organization. How participants perceive outcomes
may be significantly different from manager reported outcomes. Therefore,
researchers should collect data from both participants and managers. To over-
come the limitation of using a single key informant, Cascio (2012) proposed
that researchers should “(1) obtain data on independent and dependent vari-
ables from different sources (2) measure the independent and dependent vari-
ables at different times, or (3) counterbalance the order in which variables are
measured” (p. 2536). Third, researchers need to collect pre and post measures
of outcomes and to utilize measures other than those that are self-report in
nature. The use of archival training records or measures of diversity training
that are based on multiple rather than single items (Chen et al., 2005) will sig-
nificantly enhance the quality of diversity outcomes research. Fourth, our SLR
highlighted the need to research diversity-training outcomes in a variety of
organizational and country contexts. It is also important for researchers to be
given access to organizational rather than graduate samples. We acknowledge
this is a complex issue because as Guillaume, Dawson, Woods, Sacramento, &
West (2013) pointed out that there may be gatekeepers in organizations who
do not wish to have organizational-level outcomes investigated due to the fear
of negative results.

There is a strong bias in existing studies in the countries investigated. Our
analysis revealed that diversity has been a particular concern in countries such
as the United Kingdom, United States, Canada, and Australia, where there
are significant indigenous or immigrant populations and where as a result,
diversity issues have surfaced in national and organizational policy agendas.
We acknowledge that outside of these countries with an Anglo-Saxon perspec-
tive, there is a need to investigate the outcomes of diversity training differently.
Theodorakopoulos and Budhwar (2015) suggested that India represents an
exemplar with a scarcity of research on diversity issues. Similarly, in countries
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such as China and Russia with authoritarian pasts but with significant ethnic
populations, the diversity agenda has not emerged at the national level as a
policy priority. Methodological approaches must account for these contextual
and cultural differences.

Data Analysis and Levels of Analysis. We recommend that researchers
utilize a more diverse and sophisticated set of analytical tools and statisti-
cal techniques. The most important innovations in this context include the
creative combination of quantitative and qualitative methods, the analysis of
archival data, the use of field studies, and experiments in order to collect rich
data. There is major scope to utilize advanced statistical technique includ-
ing structural equation modeling (SEM), hierarchical linear modeling, and
approaches appropriate for the multilevel analyses of data. It is important to
consider multilevel research designs. Multilevel design helps researchers to
understand the complexity of diversity-training outcomes and relationships
across different levels of analysis.

Context: Future Directions

Our SLR highlights two major content gaps that should be the focus of
future research. First, there is a major lack of research on the antecedents of
diversity-training outcomes, and second, we have a paucity of research that
focuses on multilevel outcomes of the business, learning, and social justice
perspectives.

Antecedents of Diversity-Training Outcomes

There is a paucity of research on the antecedents of diversity-training out-
comes. Increasingly, there is a literature emerging that investigates a variety of
individual-, team-, and organizational-level concepts that serve as antecedents
of diversity-training outcomes. The theoretical perspectives we suggested ear-
lier point to a number of potential antecedents at individual, team, and orga-
nizational levels. However, we discuss here a number of unique antecedents
that have particular salience to diversity-training outcomes. Diversity beliefs
has emerged as an important individual-level antecedent. Diversity beliefs are
individual beliefs and attitudes toward diversity (Hostage & DeMeuse, 2002).
Diversity beliefs may therefore influence how individuals respond to diversity
training. We need to understand how these beliefs operate in the diversity-
training context (Homan, Van Knippenberg, Van Kleef, & De Dreu, 2007).
Homan, Greer, Jehn, and Koning (2010) found that diversity beliefs play a
major role in shaping how individuals will construe diversity and diversity
initiatives.

Scholars have also highlighted the important role of team level ante-
cedents. Konrad, Yang, and Maurer (2015) suggested that the more organi-
zations make use of team structures as part of their work processes. These
processes will influence diversity-training outcomes. Similarly, the diversity
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of work groups or teams is an important antecedent. Researchers have high-
lighted the important role of social category diversity (e.g., gender, age, and
ethnicity) and informational/functional diversity, which focuses on job-related
dimensions such as educational background and functional differences (Van
Knippenberg, De Dreu, & Homan 2004).

Organizational-level antecedents that have relevance include the strate-
gic goals of the business, the extent of internationalization (Way & Johnson,
2005), the integration of HRM practices with business strategy (Konrad et al.,
2015), and the presence of a diversity or training expert (Kalev et al., 2006).
The presence of HRD or training experts helps to make the case for diver-
sity and ensure its effective implementation. Scholars have highlighted the
important role of organizational and unit diversity climate and the role of
cultures that value diversity (Ely & Thomas, 2001). Ely and Thomas (2001)
suggested that a positive diversity culture would lead to more favorable diver-
sity outcomes.

PROPOSITION 1: Pro-diversity beliefs are more likely to result in positive diversity-
training business, learning, and justice outcomes.

PROPOSITION 2: Team diversity characteristics such as social category and informa-
tional/functional diversity will influence diversity-training business, learning, and
justice outcomes.

PROPOSITION 3: Organizational characteristics such as its strategy, extent of inter-
nationalization, alignment of HRM practices, organizational culture and climate,
and existence of diversity/training expertise will influence diversity-training busi-
ness, learning, and justice outcomes.

Outcomes of Diversity Training

Business Case Outcomes. Studies have primarily investigated individ-
ual outcomes. We have knowledge gaps on particular types of individual-,
team-, and organization-level outcomes. Research on individual outcomes
should focus on both task and contextual performance dimensions (Borman
& Motowidlo, 1997). Task performance will relate to the effective execution
and maintenance of technical processes within an organization; however,
this may be less the focus of diversity training than contextual performance
dimensions such as individuals’ contribution to team diversity climate, and
the social/psychological environment within an organization. We have limited
understanding of the impact of diversity training on team level performance.
Team-level performance outcomes should include both behavioral and perfor-
mance affects (Salas, Tannenbaum, Kraiger, & Smith-Jentsch, 2012). We also
need to understand how team performacne outcomes impact organizational
performance outcomes.
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Complexities exist in measuring organizational level performance out-
comes. Dyer and Reeves (1995) and Tharenou, Saks, and Moore (2007) sug-
gested a framework that has direct relevance to diversity-training research.
Their categorization essentially breaks down into HR impacts (employee
performance, discretionary behavior), operational impacts (customer ser-
vice, quality) and financial impacts (return on investment, profitability).
The latter is terra incognita in the context of diversity-training outcomes
research. The organization-level impact is complex theoretically and meth-
odologically because of the need to establish causality. We need to explore
the role of mediators that affect organizational level impacts. It is also neces-
sary to follow the suggestion by Ortlieb et al. (2013) to consider multiple
benefits when investigating organizational-level impacts using the business
case perspective.

PROPOSITION 4: Diversity training will impact a multiplicity of individual, team, and
organizatinal performance outcomes such as task and contextual performance,
HR impacts team effectiveness, profitability, customer mix and sales.

Social Justices Perspective Outcomes. The diversity-training outcomes
literature provides few insights on social justice outcomes at individual, team,
and organizational levels of analysis. At the individual level question that can
be investigated include the impact of diversity training on employee belief
about diversity (Tatto, 1996) perception of fairness (Bies, 1987) perceptions
on employees of different race, culture ethnicity of gender, religion, and soci-
ety (Harrison & Klein, 2007), the influence of diversity training on employee
perceptions of fairness and moral judgments (Roberson & Stevens, 2006).
Team-level social justice outcomes include how diversity-training impacts the
extent of team diversity (Harrison & Klein, 2007), team climate for diversity
(Roberson & Colquitt, 2005), team perceptions of interpersonal and interac-
tional fairness (Chavez & Weisinger, 2008), team communication processes,
and team integration (Adams et al., 1997). Organizational-level social jus-
tice outcomes include the impact of diversity training on perceived organiza-
tional support (Wayne, Shore, & Liden, 1997), cultural belief about diversity
(Roberson & Stevens, 2006), tolerance of ethnic and racial diversity (Brown,
2004), the extent of equal opportunity and recognition and development
opportunities (Dickens, 1999).

PROPOSITION 5: Diversity training will lead to a multiplicity of social justice out-
comes at individual, team, and organizational level such as employee beliefs about
diversity, fairness, and moral judgments, team climate of fairness and cultural
tolerance of differences.

Learning Perspective Outcomes. There is scope to investigate a num-
ber of individual-level outcomes including changed attitude (Holladay,
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Knight, Paige, & Quifiones, 2003), openness to new perspectives (Holladay
& Quinones, 2005), enhanced social skills to work with others (Wentling
& Palma-Rivas, 1999), skills to work with different groups and knowledge
about different groups (Moore, 1999). Opportunities to investigate team-level
learning outcomes are considerable. We suggest that research should inves-
tigate the impact of team-focused diversity training on team leadership com-
petence (Day, Gronn, & Salas, 2004), team skills to address diversity issues
(Ely, 2004), team norms of interaction and communication (Moore, 1999)
and team skills and capabilities to work in diverse settings (Jayne & Dipboye,
2004). It is important to be clear as to the team diversity-training construct.
Does it focus on the team as the unit of analysis or is it training designed to
enhance team functioning (Kochan et al., 2003)?

There are considerable opportunities to investigate organizational level
learning outcomes. We suggest the investigation of outcomes such as organi-
zational skills/competences to create and sustain diversity initiatives (Collins,
2011), collective skills to develop specific organizational diversity norms
(Pelled, Eisenhardt, & Xin, 1999), development of management skills and
capability to create and maintain a diversity climate and organizational com-
petences to address different diversity situations and customer groups.

PROPOSITION 6: Diversity training will enhance individual knowledge, awareness,
and attitudes team skills to cope with diversity and organizational learning out-
comes such as collective skills around diversity norms.

Conclusion

This SLR is the first synthesize of empirical studies analyzed diversity-training
outcomes studies conducted in organizational settings. The review seeks to
enhance our understanding of the organizational setting, research focus, type
of outcomes, and methodological issues central to diversity-training outcomes
research. A number of trends emerged: (1) research on diversity-training out-
comes is published in a diverse set of publication outlets; (2) studies uti-
lize a narrow range of theoretical perspectives; (3) methodologically, studies
suffer from significant limitations including small sample sizes, poor use of
diversity-training measures, too much reliance on self-report measures and
little longitudinal investigation of outcomes. Therefore, the research base is a
theoretically, methodologically flawed and fragmented.

Researchers need to both broaden and integrate the perspectives used
to investigate diversity-training outcomes. The business case, learning, and
social justice perspectives have value as a lens through which to investigated
outcomes; however, they must not operate as separate silos. The business case
by itself does not capture the complexity of outcomes and is not appropri-
ate to all organizational contexts. Shore et al. (2009) has argued that busi-
ness case represents something of a distraction that does not do justice to
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the multiplicity of outcomes derived from diversity-training social justice and
learning perspectives provide alternative lens through which to make sense of
diversity-training outcomes. We call for the use of more sophisticated research
methodologies, more detailed investigation of both the antecedents of diver-
sity-training outcomes and the use of multilevel models. From a practice per-
spective, diversity-training outcomes research should yield better insights for
HRD practitioners and organizational decision makers to help them select
diversity-training interventions and evaluate outcomes. From a policy per-
spective, it may be possible to identify best practice diversity training that help
national diversity agencies to realize diversity objectives. We recognize that
this review will generate more questions than it answers; however, we believe
that it will help scholars to better understand the complexities of researching
the outcomes of diversity training in organizational settings.
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