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Follmer et al. (2024) highlight the negative consequences of dismantling diversity, equity, and
inclusion (DEI) policies and practices, including reduced employee preparedness for diversity-
related issues, diminished organizational effectiveness, and a decline in the quality of employee
selection processes. Across education and employment contexts, research indicates that traditional
assessments can be biased (Leong et al., 2019; Pennock-Román, 1993). This bias results in
increased barriers to career opportunities and ongoing organizational inequities, such as hiring
and staffing discrimination, stemming from applicant evaluation bias against historically
marginalized groups (Hardy et al., 2022). The authors propose strategies for supporting DEI
efforts despite legal challenges and urge industrial and organizational psychologists to advocate for
continued investment in DEI programs through research and practice. Building on their call to
action, we argue for incorporating culturally responsive assessment (CRA) across the human
resources (HR) lifecycles to counteract anti-DEI legislation effectively. CRA is a relatively new
assessment design approach gaining traction among educational scholars (Montenegro &
Jankowski, 2017; Walker et al., 2023) and has yet to receive much attention from organizational
researchers. The goal of CRA is to integrate test takers’ diverse cultural backgrounds into
assessment content, format, or scoring, enhancing the assessment’s validity and equity for test
takers (Walker et al., 2023). Thus, we recommend CRAs as a method to counteract the negative
outcomes associated with anti-DEI legislation.

Within the HR lifecycle, employee selection and assessment processes may be particularly
susceptible to the implications of anti-DEI legislation. Traditional methods for addressing group
differences in assessment scores, such as differential item functioning or equating analyses, handle
biases by adjusting item-level and scoring data after an assessment is administered. However,
these methods do not address the content of assessments to reduce bias from the outset. Moreover,
these methods require demographic data collection, which anti-DEI efforts seek to prevent.
Alternatively, CRAs address inequity and bias during assessment development rather than
postadministration. Some key features of CRAs include considering the diverse groups served,
using inclusive language for intersecting identities, taking test-taker differences into account
during planning, and employing suitable assessment tools and methodologies (Montenegro &
Jankowski, 2017). Therefore, CRAs should, in theory, make the assessment experience feel
inclusive and fair for test takers (Bennett, 2023), an advantage not provided by statistical
adjustments.

Consider the development of a teacher licensure assessment as an illustrative example of
applying CRA strategies. First, test developers can gather insights from diverse stakeholders,
including teachers, students, parents, and administrators. Second, surveys can then enhance the
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diversity of perspectives in assessment content, drawing from varied professional viewpoints
across multiple locations. Third, oversampling individuals from underrepresented identities can
capture their perspectives (Martín-Raugh et al., 2016). Fourth, virtual cognitive interviews with
underrepresented groups can highlight cultural differences in item interpretation, improving
assessment accuracy (Zucker et al., 2004). Finally, findings from these methods can inform
adjustments to align assessments with intended constructs and address biases (Kūkea Shultz et al.,
2019). Incorporating CRA into various stages of the HR lifecycle—such as job analysis, selection,
training, assessment, and performance appraisal—can support DEI values and initiatives. Below,
we illustrate the potential benefits of CRA strategies by highlighting improvements in
inclusiveness and representation, mitigation of biases, and potential enhancement of the validity
of assessment scores.

Improving inclusiveness and representation
A primary benefit of CRAs is their ability to enhance inclusiveness and representation through the
principle of shared power, integrating diverse stakeholders across levels to ensure inclusivity and
acknowledgment, and demonstrating value for all voices and perspectives. Shared power is crucial
for achieving equity for marginalized groups and facilitates the development of assessment
frameworks that enable participants to effectively demonstrate their abilities (Walker et al., 2023).
By forming partnerships where stakeholders collaborate as equals in defining standards, designing
assessments, and monitoring and adapting assessments based on observed outcomes and
applications, CRAs have the potential to contribute to more equitable and responsive assessment
practices (Walker et al., 2023). HR professionals could integrate CRA principles, such as shared
power, into the job analysis process to promote inclusivity and representation to uphold DEI
principles.

One approach job analysts might consider during the initial stages of data collection includes
actively seeking input from a diverse group of incumbents, subject matter experts (SMEs), and
other stakeholders (e.g., customers, subordinates) to ensure that the job analysis data benefit from
a broad range of perspectives and insights. Analysts could consider various aspects of incumbents’
identities, interests, preferences, education, and needs to leverage participants’ unique strengths
effectively (Walker et al., 2023). A second approach includes incumbents and SMEs specifying
contextual factors associated with the unique experiences of historically marginalized populations
(Dalal et al., 2023), as the specific knowledge, skills, abilities, and other characteristics (KSAOs)
that influence job performance (e.g., contact tracing in underrepresented populations) may shift
across populations. This approach ensures that the KSAOs specified for successful performance
are comprehensive across contexts and populations. However, no matter the approach taken, it is
essential to account for subgroup differences, as environmental and societal factors can influence
how different demographic groups experience their positions or roles (Strah & Rupp, 2022).

When gathering meaningful and relevant work-related information, job analysts could
carefully consider the context and methods of data collection to effectively meet the diverse needs
of people and encourage full engagement. Customizing data collection methods based on the
distinct characteristics and abilities of incumbents and SMEs and utilizing various approaches
such as interviews, questionnaires, focus groups, SME workshops, and observation is important
for fostering flexibility in participation. Flexibility and accommodations for stakeholders’
participation can foster the involvement of underrepresented voices and lead to more diverse and
inclusive representation (Walker et al., 2023) in the job analysis process.

Furthermore, Strah and Rupp (2022) emphasize that group-based settings for gathering job
analysis data might impede underrepresented groups from expressing their opinions effectively or
diminish their willingness to share information openly. Thus, enabling stakeholders to participate
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in various ways could foster open and honest constructive feedback. Responsive job analysis
practices have the potential to align performance evaluations with diverse backgrounds, adjust
metrics, address counterproductive behaviors, and attract a more diverse candidate pool through
inclusive job postings that may ultimately advance organizational inclusivity and representa-
tion goals.

Mitigating biases
A second benefit of CRAs is their ability to mitigate biases in employee selection by designing and
administering assessments that consider cultural factors such as language, values, beliefs, norms,
and differing abilities. To achieve this, insights can be gleaned from North American higher
education CRA literature, incorporating key cross-cultural assessment characteristics: sensitivity
to diverse perspectives, integration of multiple viewpoints, and evaluation of cultural competence.
These practices could effectively address performance disparities across organizational settings,
fostering inclusivity (Mortaz Hejri et al., 2022).

The scope of CRAs extends beyond race, gender, and culture to promote inclusivity for
individuals with disabilities. The 1997 Individuals with Disabilities Education Actmarked a pivotal
moment in alternative assessment construct by advocating for college and career readiness among
students with disabilities. This laid the groundwork for strategic efforts such as the 2001 No Child
Left Behind Act and the Race to the Top initiative, which worked to broaden disability rights and
advance educational CRA principles on a state and federal level. Academic application of CRAs is
backed by some preliminary empirical evidence (Brown et al., 2022; Sinharay & Johnson, 2023)
that could be translated to organizational settings. By adopting similar inclusive assessment
strategies, organizations can enhance their hiring processes, ensure fair treatment of individuals
with disabilities, and promote diversity and inclusion within the workplace.

Organizations can invest in inclusive assessment formats that empower individuals by offering
external control, ensuring stakeholder involvement, and fostering opportunities for choice and
partnership (Walker et al., 2023). Research indicates that involving historically marginalized
groups in the development process challenges stereotypes and benefits broader audiences with
culturally valid information (Kūkea Shultz et al., 2019). Moreover, incorporating diverse
representation among SMEs mitigates biases and enhances confidence in the reliability of
information. However, bias exists beyond SMEs and significantly affects the selection process.
Cognitive ability tests are notoriously problematic for producing group differences and would
benefit from CRA inclusion as they vary widely and require creative problem-solving (Moscoso,
2003). CRAs can enhance these tests by leveraging candidates’ strengths and encouraging fairness
where subjective judgments may arise.

Enhancing the validity of assessment scores
A third benefit of CRAs is their potential to enhance the validity of assessments by ensuring that
the measures accurately reflect the diverse abilities and knowledge of all individuals. This is crucial
because assessment scores inform various personnel selection and decision-making processes.
Implementing the principles of flexibility and engagement from Walker et al.’s (2023) CRA
framework could benefit internal selection systems such as performance appraisal and learning
management systems (LMS).

In the context of performance appraisal, the flexibility principle involves assessment design
elements that account for differences in culture, interest, and identity, allowing for a representative
conceptualization of performance. The engagement principle encourages active participation and
a sense of belonging through content-rich assessments, giving employees control over their
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evaluations to reflect their strengths and contributions (Walker et al., 2023). For example, a project
manager valuing team leadership and innovation could choose to be evaluated on these
dimensions, presenting a recent project to illustrate her skills. This approach ensures the appraisal
process accurately reflects the employee’s strengths. As a result, the project manager feels more
engaged and confident in her evaluations.

Regarding LMS, flexible and engaging training options allow employees to tailor their learning
experiences to align with their individual backgrounds and experiences, providing opportunities
for low-income and marginalized populations (Long, 2009). For instance, offering online courses
and evening workshops enables single working mothers to participate in training sessions after
work hours, balancing their work and parental duties. Integrating CRAs into performance
appraisals and training potentially enhances validity through cultural representation. However,
this approach risks introducing culture-specific content that may not apply to all subgroups,
resulting in construct irrelevant variance.

Conclusion
In recent years, legislative initiatives have established a precedent for the dismantling of DEI
initiatives across organizational settings that push an identity-blind perspective to diversity. This
precedent has been associated with negative outcomes such as reduced support for DEI initiatives,
decreased minority employee workplace engagement, increased prejudice, and a reduction of
inclusive perspectives and behaviors (Follmer et al.; Yi et al., 2022). Moreover, these legislative
initiatives do not reflect public opinion, which supports various DEI initiatives, including but not
limited to businesses supporting DEI efforts and initiatives (Gallup, 2022). Building on Follmer
et al.’s call to continue advocacy for investment in DEI programs, we suggest incorporating CRA
across the HR lifecycles to improve inclusiveness and representation, mitigate biases, and
potentially enhance the validity of assessment scores.

First, we recommend using diverse SMEs and various data-gathering methods via job analysis
to enhance cultural responsiveness in selection procedures. For example, in highly heterogeneous
work environments, one-on-one interviews may help all employees share their perspectives, thus
establishing equality and producing culturally competent job-related data (Strah & Rupp, 2022).
Second, we suggest incorporating culturally responsive design elements into assessment tools to
mitigate bias and increase inclusivity. Assessment designers should consider varying languages,
values, beliefs, norms, and differing abilities for more comprehensive assessments. These practices
also address potential performance disparities across organizational settings (Mortaz Hejri et al.,
2022). Finally, we advocate for integrating the CRA framework principles of flexibility and
engagement (Walker et al., 2023) across internal selection systems such as performance appraisal
systems and LMS. Using design elements that offer employees choices in appraisal criteria and
learning content formats increases perceived cultural representation and engagement from diverse
employees (Long, 2009).

Although CRA practices have great potential for promoting positive education, workplace, and
broader societal outcomes by fostering inclusivity and resulting in other positive benefits for both
organizations and test takers, empirical evidence supporting CRA is thus far lacking (Walker et al.,
2023). However, given more recent calls for more personalized assessment content, formats, and
scoring approaches (e.g., Bennett, 2023; Walker et al., 2023), one viable way of addressing Follmer
et al.’s call to action is through the implementation of CRA into organizational practices,
procedures, and much-needed empirical research to support its potential efficacy.
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