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Objective 

To describe our practice for educating undergraduate 
students about diversity management* through 
dialogic organization development** with the social 
construction*** approach.

*Diversity management:
“The process and programs by which managers make everyone more 
aware of and sensitive to the needs and differences of others.” 
(Robbins & Judge, 2019, p. 94)

**Dialogic organization development:
“It emphasis on changing mindsets and what people think.” (Bush & 
Marshak, 2009, p. 357)

***Social construction: 
“What we take to be the truth about the world importantly depends on 
the social relationships of which we are a part.” (Gergen, 2015, p. 3)



“Yoshinaga seminar” as a learning community in a University

• Yoshinaga seminar is an official course with six credits and three 
semesters on the undergraduate curriculum of the School of Economics 
and Business Administration at Yokohama City University in Japan.

• The course has a traditional Japanese seminar-style in social science 
and humanities for second-grade and third-grade undergraduate students.

• The course has a unique and tailor-made learning program based on the 
professor’s specific academic field.

• The course has around 12 students in each grade.
• The course keeps a close relationship between the students and the 

professor.



“Yoshinaga seminar” as a learning community in a University

• Yoshinaga seminar runs for eight years from 2013 to the present to 
educate students about organization studies, such as organization design 
and organizational behavior.

• We designed the Yoshinaga seminar as a learning community where all 
students cooperate and respect what all students want to act during 
their learning process of organizational studies.

• Yoshinaga seminar uses English as a working language to welcome 
international exchange students who cannot speak Japanese well.

• Yoshinaga seminar has a learning orientation to understand "diversity 
makes creativity" from practical and theoretical perspectives.



Yoshinaga seminar has three programs that 
run simultaneously for one year.
Plus, some students tackles social issues with outside partners.

Dialogue 
session

Leadership 
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program

Project 
management 
development 
program



Dialogue session

• Yoshinaga seminar has a weekly dialogue session (at least 28 
times) with 90 minutes.

• Every student considers their question for dialogue before the 
session, referring to organization study concepts, such as theories 
for teamwork. 

• The session has four groups with from three to four students. The 
students generate their group randomly every time. 

• Before their dialogue, they choose the best question from all their 
questions.

• The students talk in an open-minded atmosphere and explore 
their assumptions for the question during the dialogue. 

• The session has a share time among groups.



Dialogue session

• After the session, they reflect on their experience of the dialogue and find 
their new ideas when they imagined themselves freed from their 
assumptions and share them with other students. 

• Dialogue reflection format
1. Question which they choose
2. Summary of the dialogue in which they participated.
3. Their assumption: Include their assumption, belief, or sense of value they found 

during the dialogue.
4. Their new thought: Their new findings or ideas when they imagined themselves 

freed from their above assumptions, beliefs, or sense of value.
5. Their idea for improvement on preparation and progress of the session.



A dialogue with three students on 
June 21, 2021



A question for a dialogue
June 21, 2021

How can members, who 
have different principles 
each other, increase 
their teamwork’s 
effectiveness and 
efficiency in an 
organizations?



Summary of the dialogue
• We shared the image of an ethical dilemma at first. For example, we talked 

about the salesperson in some companies. They focus on customer 
satisfaction. On the other hand, others focus on the boss's satisfaction. Then, 
employees have different ethical values, and it causes a gap between the 
company and subordinates.

• We came up with some solutions for that. Setting an organizational value for 
customers and making it visible, making new ethics under communication 
each other, leaders' behavior such as telling other members their 
organizational value and sharing ethical values, and checking the companies' 
ethical values are our solutions. In addition, we realized that being visible is 
significant to decide direction easily, clarify the difference between each 
employee and company, and make new ethics.



Assumption and new thought which the 
student notice through the dialogue

• Assumption: It is challenging to notice other employees' ethical values. 
Besides, if we noticed them, we might not respect them because they 
are sometimes complicated.

• New thought: Through this dialogue, I could notice some solutions 
thanks to other members' opinions. Especially, to make it visible is very 
important for sharing and respecting each ethical value, although it 
might be challenging. In addition, I realized that it might be more 
important to avoid adopting employees who have ethical values which 
are not appropriate for particular companies. To make it possible, I 
believe companies should make their ethical values visible.



The leadership development program

• Yoshinaga seminar changes the seminar leader monthly in providing a 
leadership development opportunity for every student.

• If they want to become the leader, they must volunteer for it before the month 
starts. Besides, they must set one or more objectives for leading other 
seminar students with concrete action plans as the leader.

• They need to establish a clear goal which every student can catch the meaning 
correctly. Other seminar students need to consider them carefully and raise an 
objection if they disagree with the objectives.

• When other students approve the goals as a follower, their leadership is valid.
The followers need to cooperate with the leader proactively under the objective.

• The leader also needs to help other student project activities and encourage 
them to make creative decisions to manage the seminar activities. 



The project management development program

• All of them can own a project with two or more Yoshinaga seminar students to 
develop teamwork and project management KSA (knowledge, skills, and attitudes), such 
as team-building, planning, practicing achievements, and reporting.

• Every project must have an orientation that provides other students concrete learning 
opportunities. They must set clear objectives for achievement. They need to notice other 
students when they can modify or change their project objects. 

• They need to propose their project plan to other students to recruit the project members.
• They (owner) and other project members have equal responsibility for the 

achievement. That means all members are required proactive attitudes, commitment for 
the performance, and mutual support. They need to try to avoid "free-riding" and "social 
loafing." They need to take a consultation by their instructor before their project starts. 
They need to run a kickoff (first) meeting with all your project members. All members 
need to consider the objective and each role. 

• All project members must make their project accomplishment report to other seminar 
students in English after their project finishes and within two weeks. They can take 
positive feedback from other students after reporting.



13 projects by 13 students are running for one year 
in 2020-2021 season
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Increase of means for 
the organization, group, 
and task socializations’ 
scales* (Max. 4.0) in 
2019-2020 season 
(N=13)

*Haueter, Macan, and Winter 
(2003)
- The organization and group 
socialization scale have 12 
question items.
- The task socialization scale has 
11 question items.
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Increase of means 
for organizational 
identification scale* 
(Max. 4.0) in 2019-
2020 season (N=13)

*Kodama (2011)
The scale has six question items.

2.51

3.33

0

0.5

1

1.5

2

2.5

3

3.5

Organizational indentification

17-May-19 20-Dec-21



Increase of means with 
perceived organizational 
support* and helping in the 
organizational citizenship 
behavior** scales (Max. 
4.0) in 2019-2020 season 
(N=13)

*Eisenberger, Cummings, Armeli, 
and Lynch (1997)
The scale has eight question 
items.

** Organ, Podsakoff, and 
MacKenzie (2006)
The scale has five question 
items.
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Discussion

• Yoshinaga seminar students realized their differences, such as their 
assumptions, leadership style, and project orientation. It helps the students to 
learn from other students' activities and promote collaboration among the students.

• Dialogue and practice, leadership and project management development program, 
worked simultaneously to develop the Yoshinaga Seminar. Rather than the dialogue 
sessions directly generating ideas for practice, the students, having learned how 
to dialogue, naturally incorporated their dialogic attitude into their practice by 
themselves and enable them to keep their autonomy.
Cf. Constructs of change on dialogic organization development (Bushe & Marshak, 2009, p. 357)

• Creating containers and processes to produce generative ideas leads to change
• Change can be encouraged but is mainly self-organizing
• Change may be continuous and/or cyclical

• We confirmed that their orientations for organization socialization (Haueter et al., 
2003), organizational identification (Kodama, 2011), perceived organizational 
support (Eisenberger et al., 1997), and the helping aspect of the organizational 
citizenship behavior (Organ et al, 2006) for the seminar had increased through their 
practices.



Limitation

• Why did the students' orientation for socialization 
and organizational identification, and mutual help 
increase by introducing the container and 
process? How related other interaction, such as 
their informal exchanges or their social 
activities collaborating outsiders?

• What is an interactive process between dialogue 
and practice?

• How does the dialogue session work as a change 
mindsets training?

• How Japanese culture affects the programs?
• How can the education system keep 

sustainability?
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