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Learning Objectives
◦ 1). Identify primary workplace stressors affecting diverse employees due to
the COVID crisis.
◦ 2). Recognize culturally responsive approaches to effectively support diverse
workers.

◦ 3). Identify three forms of organizational qualities that inhibit support for
diverse employees.
◦ 4). Describe management consultation approaches to help organizational
leadership become more reflective in their support of diverse employees.

Perspective Matters

What are the intersections of
your own identity?

State of the Global Workforce: 2021
45%

of people say their life has been
affected “a lot” by COVID

50% of workers received less money than
usual from their employer or business

53% of workers temporarily stopped
working at their job or business

49% of workers now work fewer hours at
their job or business

32% of workers lost their job or business
State of the Global Workforce: 2021 Gallup Report

during 2020 - 2021

COVID-19: 2020 - 2021:
Diverse Employee
Experience

Some Statistics

COVID-19: 2020 - 2021

Diverse Employee Experience

1.5x

1.4x

1.5x

Female employees were 1.5x as
likely as their male peers to be
concerned about challenges with
mental health and balancing
household responsibilities

LGBTQ+ employees were 1.4x as
likely as heterosexual and cisgender
employees to be concerned about
fairness of performance
evaluations, workload increases,
and belonging and connection

BIPOC employees were1.5x as likely
as white employees to be concerned
about career progression and
balancing household
responsibilities

McKinsey & Co. (Nov. 2020). Diverse employees are struggling the most during COVID-19

COVID-19: 2020 - 2021

Diverse Employee Experience

5x
Parents were up to 5x as likely as employees
without children to be concerned about
career progression and challenges in the
home
McKinsey & Co. (Nov. 2020). Diverse employees are struggling the most during COVID-19

Source: Moody’s Analytics

Diverse
Workers
Seeking
Another
Workplace

American Psychological Association (2022). Work and Wellbeing Survey: 2021.

COVID-19 in 2021:

LGBTQ+ Worker Experience
Reduction in Work Hours
◦ Overall LGBTQ+ population: 20% more likely

◦ LGBTQ+ BIPOC population: 44% more likely
◦ Transgender / Gender Diverse population: 125% more likely

Job Loss & Unemployment
◦ Overall LGBTQ+ population: 30% more likely
◦ LGBTQ+ BIPOC population: 70% more likely

◦ Bisexual identified: 20% increase since re-openings began
Human Rights Campaign & PSB Insight (2021).

Gallup, Inc. 2021

What are the experiences
of your
Diverse Employee
clients?

Workplace
Minority Stress
Minority Stress is understood to be:
•
•
•
•
•

Distal and Proximal
Cumulative and Additive
Chronic and Pervasive
Socially based and Systemic
Interpersonal

Who are the Hidden Workers
in your Organization?

Emotional Distress = Perceived Threat
Misunderstood
Nobody
Ignored
knows what
it’s like to be
me. Incompetent
Not good
enough

Negative Judgment

Retaliative Behavior

Ridicule and Rejection

Gartner Research (2019). Leader Guide to Fostering Psychological Safety During a Crisis.

“Perceived threats” harm Psychological Functioning
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What does this mean for Workplace Health?

Every Workplace has unique Psychological Risks
18

Workplace Psychological
Risk Factors:
International Standardization Organization (ISO)

•
•
•
•
•

•
•

Psychological Safety
Climate
Stigma
Physical Environment
Organizational Justice
Organizational
Change
Organizational
Support
Recognition and
Reward

Job Design

•
•
•
•

Job characteristics
Demand and control
Resources and engagement
Exposure to trauma

•
•
Organizational

Individual

Workplace

•
•
•

Psychological
Risks
•

•
•
•

Support from colleagues
and managers
Quality of work
relationships
Experience of leadership

Team-Work
Group

International Standardization Organization (ISO): https://www.iso.org/home.html

Home-Work
Conflict

•

•
•
•

Lifestyle factors
Mental health
history
Cognitive and
behavioral patterns
Early life events
Personality
Capacity for
nurturing resilience

Conflicting demands and
responsibilities
Significant life events
Phase of life change
Presence or absence of
emotional support at
19
home

Harmful Work Cultures

Perfectionistic
Culture

•
•
•
•
•

No room for mistakes
Relies on blame, guilt,
fear, and shame to
motivate
Resistance to change
Creates in-groups and
out-groups
Diversity is not valued

Power-hoarding
Culture

•
•
•
•
•
•

Against power-sharing
Defensive
Reinforces hierarchical
power dynamics
Secrecy and paternalism
Condescension, contempt,
and infantilizing are
common leadership traits
Inclusiveness is not valued

Individualistic
Culture

•
•
•

•
•

Devalues collaboration
Promotes competition
Suspiciousness and
paranoia are common
feelings among team
members
Withholding information
Equity is not valued
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The Centre for Community Organizations: https://coco-net.org/; The People’s Institute for Survival and Beyond: http://www.pisab.org/;
Dismantling Racism Works: www.dismantlingracism.org; McNutt (2021).

Organizational
Privileging Cultures
◦ What are the cultural privileges in your own
organizational context?
◦ What are the “taken for granted” privileges
that you have experienced in your
workplace?
◦ How are organizationally biased privileges
experienced by your employee clients?
◦ What are the cultural biases that inform
your organizational client’s leadership
decisions?

◦ How do those biases impact the
organization’s functioning?
◦ How do they affect the employees?

Organizations are facing the
challenge to build
Diverse & Inclusive
Work Cultures

How can EAPs support
Organizational
Leadership?
EAPs can play a key role in
facilitating self-reflection
among leadership,
management, and labor
representatives

Psychological Safety:
Basic Assumptions
1). People are constantly managing interpersonal and
emotional risks at work, consciously and unconsciously.
2). Psychological safety describes a climate where people feel
safe enough to take interpersonal risks.

3). Leaders of teams, departments, units, or other groups within
organizations play an important role in shaping psychological safety.
Edmondson, A. (2019). The fearless organization.

Key Elements of Psychological Safety
Mutual
Respect

Shared
DecisionMaking

Diversity
Belonging
Trust

Fairness

Psychological Safety

Leadership Actions to Promote
Psychological Safety
Reframing Work

Inviting Participation

• Reframing “failure”
• Accepting uncertainty
• Clarify the need for
shared voices
• Valuing interdependence
• Emphasize purpose
• Promote shared
expectations and
meaning

• Demonstrate situational
humility
• Acknowledge gaps
• Practice curious inquiry
• Model genuine
listening
• Create forums for input
• Provide supportive
guidelines for mutual
discussion

Responding Productively
• Express Appreciation
• Acknowledge all
contributions
• Destigmatize failure
• Collaborate about
performance
improvement
• Maintain boundaries
against clear violations
of trust

Edmondson, A. (2019). The fearless organization.

Learner
Safety
- Ask questions
- Experiment
- Make mistakes

- Look for new
opportunities
- Innovate & Create

Challenger
Safety
- Challenge the
status quo
- Speak up
- Express ideas

- Identify barriers to
change
- Expose problems

Collaborator
Safety
- Engage in
unrestrained way
- Have mutual
access

- Maintain open
dialogue
- Foster constructive
debate

Inclusion
Safety
- Know that you are
valued
- Treat all fairly
- Openly contribute

- Feel your ideas &
perspectives matter
- Include all,
regardless of roles

TEAM RELATIONSHIP OUTCOMES OF
PSYCHOLOGICAL SAFETY

Leading by Example:
Promoting a “Learning Culture”
• Encourage curiosity, inquiry, and
dialogue
• Support risk-taking and
innovation
• Celebrate mistakes
• Critique the process, not the
person
• Encourage collaboration and
prioritize teamwork
• All voices heard and respected
• Include the perspectives of all
stakeholders
• Model transparency in decisionmaking
• Emphasize a culture of
appreciation
• Engage in difficult conversations
Marsick & Watkins (2003). Demonstrating the value of an organization’s learning culture.

• When things go wrong, don’t
automatically search for someone
to blame
• Separate the person from the
mistake
• Explain and discuss how mistakes
sometimes lead to positive results
• Prioritize cooperation and
collaboration
• Encourage a culture of support
• Use team meetings as a place to
solve problems
• Articulate that collaboration is a
key skill

Management Consultation Vignette:
Derek & Sharon

◦ Derek is a 31-year-old, single, White, heterosexual, male, and employee of 4 years, who was recently
promoted to a supervisory position 9 months ago, replacing a predecessor of 13 years, and inheriting a
team of 6 direct report employees. Derek requested management consultation support due to recently
increased stress in his supervisory relationship with a direct report team member, Sharon, a 52-year-old,
divorced, Black, lesbian, female, and employee of over 20 years. Sharon is the only Black-identified
member of the work team.

◦ Derek described experiencing supervisory challenges with Sharon, citing that Sharon has had “technical
difficulties” with adjusting to recent system platform changes, as well as demonstrating challenges with
"competency" in her work. Derek stated, “Let’s just say that it’s well known that she has some issues,
but I don't want to get wrapped up in her issues while trying to be her manager." When asked further
about what he meant by “issues,” Derek described Sharon as being “defensive” towards colleagues.
Derek stated, “I don’t see much of it myself. Most of the complaints are what I hear from other people.
She's not engaged in her work. There's competency issues with her finishing her work. She doesn’t
seem to get what’s expected of her. She also seems to assume negative intentions from other people.”

Management Consultation Vignette:
Derek & Sharon

◦ When asked to describe how he has attempted to engage with Sharon from a supervisory approach,
Derek stated, “I think I've been over-indulgent with her. I’ve shown a lot of hand-holding, and it’s taken
up too much of my time. I haven't discussed any of this with her explicitly as far as what my concerns
are. I worry that it could lead to a negative spiral of her feeling attacked. She’s defensive, and I don’t
want to make this a racial thing or a gay thing."
◦ Derek acknowledged feeling apprehensive in approaching Sharon with critical feedback due to Sharon’s
racial and sexual identity. Derek also stated that Sharon received a demotion last year, shortly before he
was promoted to his current position. Derek stated that Sharon was demoted due to "problematic
behavior,” and acknowledged that she has expressed frustration about lacking advancement
opportunities: “She’s been passed over for promotions in the past. I think she even interviewed for my
job but didn’t get it. I think she feels that she's lost a lot of power. It’s been a hit to her ego. She's lost
some responsibilities and status, and she thinks her work is beneath her.”

Management Consultation Considerations
1). Clarify between system v interpersonal factors:
◦ What might be some indicators of systemic factors related to the culture of the organization or
department?
◦ What be might some indicators of interpersonal factors related to the manager or team member?
2). Clarify the role of emotion and the influence of personal bias:
◦ What do you hear are the primary emotional concerns of the manager?

◦ What might be some emotional concerns of the team member?
◦ Do you see any influence of personal or cultural bias influencing the manager’s view?

◦ What do you hear are the manager’s main incentives and goals in this situation?
3). Consider how to foster perspectives of psychological safety and a “learning culture”:
◦ How might you help facilitate the manager’s self-reflection about promoting psychological safety with the
team member?

◦ How can you help coach the manager in promoting a “learning culture” within the department?
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QUESTIONS?

