
International Journal of Coaching and Organizational Development (ISSN: 3052-3974) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 02 Issue: 01 Year: 2026 

https://doi.org/10.51137/wrp.ijcod.638     

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

Diagnostic Procedures as a Basis for Organizational 

Consulting 

Authors: 

Celina Löser (celina.loeser@posteo.de) 

Hochschule Fresenius - University of Applied Sciences, Hamburg, Germany  

Abstract: 

Modern organizations face challenges like digitalization and skills shortages, leading to increased 

reliance on external consulting. Psychological diagnostics serves as a crucial pillar in this context. It 

offers data-based insights into organizational structures to guide targeted interventions and change 

processes. This paper investigates how psychological diagnostic tools are meaningfully embedded 

within organizational consulting. It aims to evaluate the benefits of specific procedures while addressing 

associated methodological and ethical challenges. The study utilizes a systematic literature review to 

analyze the current state of research. It applies the action research approach as a theoretical framework. 

The review examines quantitative, qualitative, and mixed method designs to determine their specific 

utility and application in consulting contexts. Analysis reveals that quantitative methods ensure efficiency 

and comparability, while qualitative approaches offer necessary contextual depth. A mixed-methods 

strategy often yields optimal results. Effective diagnostics improve intervention accuracy and employee 

participation. However, significant ethical challenges regarding data privacy and interpretation require 

careful management. These findings demonstrate that scientifically grounded diagnostics are essential 

for sustainable organizational development. Consultants must balance methodological rigor with ethical 

responsibility. Future practice should consider digital tools and factors influencing stakeholder 

acceptance to enhance consulting effectiveness. 
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Introduction 

In today's working world, organizations are increasingly facing challenges such as digitalization, skills 

shortages and growing demand for new work methods (Kauffeld & Maier, 2020; Scheytt & Maier, 2022). 

To respond flexibly to this change, many companies are turning to external consulting services (Dériaz, 

2024). 

Psychological diagnostics is a key pillar of professional organizational consulting. It provides data-based 

information about structures, processes, attitudes and behaviors within an organization, thus forming 

the basis for targeted interventions. Psychological diagnostics primarily serve to take stock (current 

situation), analyze problems, collect data and subsequently evaluate change processes (Nerdinger et 

al., 2008). The methods used range from quantitative instruments such as employee surveys or 

standardized questionnaires to qualitative methods such as interviews or behavioral observations 

(Phellas et al., 2011). In practice, diagnostic data is primarily used to reveal, for example, management 

culture, working atmosphere or psychological stress within an organization (GDA, 2022). 

At the same time, the use of psychological diagnostics is associated with several challenges. These 

include the responsible handling of sensitive personal data, the transparency of the measures, the 

voluntary nature of participation and the risk that diagnostic information may be misinterpreted 

(International Test Commission, 2013). This means that consulting professionals have not only 

methodological but also ethical responsibility. 

This paper addresses the research question “How can psychological diagnostic tools be meaningfully 

embedded in organizational consulting processes?”, describes specific diagnostic procedures in this 

context, and highlights their benefits in organizational consulting in a differentiated manner. The benefits 

of diagnostic procedures are evaluated in relation to their challenges. 

Methodological Approach 

This paper is based on a systematic literature review with the aim of presenting a comprehensive and 

comprehensible overview of the current state of research on the use of psychological diagnostics in 

organizational consulting. The literature used meets scientific criteria to ensure a sound theoretical 

analysis. 

To classify the identified research contributions in a structured manner, the following section provides a 

systematic review of the relevant theoretical and empirical work. It integrates key developments in 

organizational consulting and psychological diagnostics as well as methodological, ethical and digital 

perspectives. The aim is to consolidate the conceptual framework within which diagnostic procedures 

can be embedded in consulting processes. 
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Literature Review 

The scientific literature on organizational consulting and organizational diagnostics makes it clear that 

diagnostic procedures are a central basis for planned change processes. In the context of organizational 

transformation, consulting is understood as a systematic intervention based on the analysis and further 

development of structures, processes and cultures (Cummings & Worley, 2015; French & Bell, 1995; 

Schreyögg & Geiger, 2024). Against the backdrop of increasing digitalization and skilled labor dynamics, 

external consulting is gaining additional strategic importance (Kauffeld & Maier, 2020; Scheytt & Maier, 

2022; Dériaz, 2024). 

In this context, psychological diagnostics is described as the methodological core of professional 

counselling. It comprises structured procedures for collecting and interpreting individual and 

organizational characteristics and is based on established quality criteria such as objectivity, reliability 

and validity (Hardegger, 2023; Moosbrugger & Kelava, 2020). International standards also emphasize 

requirements for test fairness, validity and the responsible use of diagnostic instruments (American 

Educational Research Association et al., 2014; International Examination Commission, 2013). 

Organizational diagnostics extends this perspective to the analysis of organizational systems. It serves 

to provide a structured inventory, problem analysis and evaluation of change measures (Harrison, 2005; 

Nerdinger et al., 2008). Quantitative, qualitative and combined designs are used methodologically. While 

quantitative methods ensure standardization and comparability, qualitative approaches enable a 

context-sensitive reconstruction of organizational dynamics (Phellas et al., 2011; Helfferich, 2011). The 

integration of both approaches in the sense of mixed-methods designs is described as particularly 

powerful, as it combines the breadth and depth of data collection (Creswell & Plano Clark, 2018; Fetters 

et al., 2013; Saraswati & Devi, 2023). 

In the context of organizational change processes, diagnostics are often embedded in cyclical learning 

and reflection processes, as described in the action research approach (Lewin, 1946; McNiff, 2013). 

Diagnostic data does not merely serve as control instruments, but as a starting point for collective 

learning and development processes. Narrative and dialogical elements can support these processes 

by promoting joint meaning construction and reflection (Giebe, 2021). 

With the advance of digitalization, the focus is increasingly shifting to digital and mobile diagnostic tools. 

Studies show that their successful implementation depends on acceptance factors, transparency and 

the participatory involvement of users (Giebe & Wohllebe, 2025). At the same time, digital transformation 

requires greater consideration of health-promoting process design and organizational resources, as the 

"human factor" is a decisive factor in the success of implementation processes (Bücks & Giebe, 2022). 
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In addition to methodological issues, ethical and legal requirements are coming to the fore. Data 

protection, informed consent and the responsible handling of sensitive data are central conditions for 

professional diagnostics (International Examination Commission, 2013; Kenneally & Dittrich, 2012). In 

the German context, the relevance of mental health risk assessments is further underlined by legal 

requirements (Federal Ministry of Justice, 1996/2023; GDA, 2022). 

This makes it clear that the literature does not view diagnostic procedures in isolation but embeds them 

in a complex network of organizational development, methodological quality, ethical responsibility and 

digital transformation. This theoretical foundation forms the basis for the conceptual classification of 

diagnostic procedures in the counselling process presented in the following section. 

Theoretical Background 

The following section provides a theoretical background that serves as a necessary foundation for this 

article, enabling the use of diagnostic procedures in consulting processes to be classified on a scientific 

basis. To this end, the first step is to define and distinguish between the key term’s psychological 

diagnostics, organizational diagnosis and organizational consulting. On this basis, the specific functions 

of diagnostic procedures within consulting processes are described. Subsequently, the action research 

approach is used to present a theoretical model that forms the basis for further analysis within this work. 

Definition of Terms 

Hardegger (2023) defines psychological diagnostics as “the application of scientific psychological 

methods in a structured process to describe and analyze relevant psychological constructs such as 

motives, interests, personality traits, values, performance factors, behavioral aspects, social influencing 

factors and relevant situational variables in order to derive prognostic insights for a decision, intervention 

or consultation” (Hardegger, 2023). Psychological diagnostics encompasses both qualitative and 

quantitative methods that are applied in accordance with scientific quality criteria (objectivity, reliability 

and validity) (Moosbrugger & Kelava, 2020). 

In an organizational context, diagnostics are closely linked to organizational diagnosis. While 

psychological diagnostics focuses on individual characteristics such as personality traits, attitudes or 

stress indicators and aims to provide a general methodological framework for the collection and 

interpretation of psychological data (Moosbrugger & Kelava, 2020), organizational diagnosis is a specific 

application of psychological diagnostics in an organizational context. It does not primarily refer to 

individuals, but to the entirety of an organization. The aim is to capture patterns of experience and 

behavior within the organization and its structures, processes and cultures as they currently exist and 

to provide starting points for targeted change measures (Nerdinger et al., 2008). Psychological 
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diagnostics therefore focus primarily on individual characteristics, while organizational diagnosis 

focuses on the organization as a social system. 

Organizational consulting can be understood as professional, theory-based support for organizations 

that aim to systematically analyze and further develop structures, processes and cultures. It comprises 

planned, evidence-based interventions for designing and supporting change processes to strengthen 

organizational learning and adaptability in the long term (Cummings & Worley, 2015; French & Bell, 

1995). The aim is to enable organizations to align their internal structures and decision-making 

processes in such a way that they can respond flexibly and efficiently to dynamic environmental 

requirements. While diagnostics primarily focus on the collection and interpretation of data, consulting 

pursues the goal of enabling organizations to implement concrete changes based on the findings of 

diagnostics. This means that both concepts are closely linked: diagnostics provides the information 

basis, consulting the framework for action (Schreyögg & Geiger, 2024). 

Functions of Diagnostic Procedures in Consulting Processes 

Diagnostic procedures essentially perform three key functions within consulting processes. Firstly, they 

serve to take stock and analyze problems, systematically recording the current situation in organizations 

and thus revealing the specific problem. Secondly, they support the planning of concrete measures. 

Based on the data collected, suitable intervention strategies can be developed that are precisely tailored 

to the identified needs. Finally, measures are evaluated, i.e. their success is assessed by measuring the 

changes that have occurred since their introduction (Nerdinger et al., 2008). Diagnostics are therefore 

an integral part of an evidence-based consulting process that combines scientific standards with 

practical relevance. 

Theoretical Model: Action Research Approach 

Within the spectrum of topics relating to the integration of diagnostic procedures into consulting 

processes, Lewin's (1946) action research approach represents a central model. This approach 

describes a cyclical process which was later translated into a systematic representation with four phases 

– Plan, Act, Observe and Reflect – in the literature, for example by McNiff (2013). The cycle illustrates 

that diagnostics should not be understood as a one-off step, but as an ongoing part of organizational 

change processes (Lewin, 1946). 

According to the model (see figure 1), in the first phase, the planning phase (Plan), diagnostic 

procedures are used to generate hypotheses about problems and needs for change. Interviews, surveys 

or observations, for example, can be used to capture both objective structures and subjective 

perceptions. The subsequent intervention phase (Act) uses the findings from the first phase as a basis 

for selecting targeted measures, adapting them to the actual needs of the organization and then 
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implementing them there. After the measures have been implemented (Observe), renewed diagnostic 

procedures enable systematic observation and documentation of the changes. Here, an evaluation is 

carried out to determine the extent to which the interventions have had a noticeable effect. Finally, there 

is a reflection phase (Reflect) in which the data obtained is evaluated together with all those involved in 

the process (Lewin, 1946; McNiff, 2013). 

A key feature of the action research approach is the active participation of those affected in the entire 

process. Diagnostics is not understood as a pure measurement or control instrument, but as an 

integrative process that employees and managers shape together. This participation promotes 

acceptance and commitment because the results are not only presented but also interpreted jointly. At 

the same time, the cyclical process of the model helps organizations to learn continuously and adapt 

their development processes dynamically (Lewin, 1946; McNiff, 2013). 

This combination of empirical foundations in the form of diagnostics as a database and dialogical 

process design makes the action research approach relevant for organizational consulting practice by 

illustrating how scientific methodology and practical consulting can be combined into an integrative 

approach. 

 

Figure 1: Action research approach (Source: McNiff, 2013) 

The figure above shows the action research approach according to Lewin and McNiff.  

Diagnostic Procedures in Organizational Consulting 

The selection of suitable diagnostic procedures plays a decisive role in organizational consulting. It 

determines the quality of the data collected and thus forms the basis for concrete interventions 

(Nerdinger et al., 2008). In practice, both qualitative and quantitative methods are used, each with their 

own advantages and disadvantages. While quantitative methods are particularly convincing due to their 
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standardization and comparability, qualitative methods enable a deeper understanding of individual and 

organizational processes (Phellas et al., 2011). 

Quantitative Methods 

Quantitative methods are widely used in organizational diagnostics because standardization enables a 

high degree of comparability and reliability. Classic quantitative methods include standardized 

questionnaires and employee surveys, which often use scales to measure job satisfaction, leadership 

culture or stress factors (Moosbrugger & Kelava, 2020). A relevant example of the application of 

quantitative methods in an organizational context is the employee survey conducted as part of the risk 

assessment of psychological stress. This is mandatory in Germany (Joint German Occupational Safety 

and Health Strategy (GDA), 2022; ArbSchG, 1996/2023, § 5 (1)). Large-scale surveys can be used to 

identify patterns and trends within the workforce that provide important insights into areas for action 

(Nerdinger et al., 2008). 

A key advantage of quantitative methods is the efficiency of data collection. Large samples can be 

examined with comparatively little effort, which strengthens the external validity of the results. In 

addition, standardized methods enable the measurement of changes over time, for example in the form 

of pre-post measurements. This facilitates the evaluation of specific consulting and change measures 

in the context of organizational consulting (Moosbrugger & Kelava, 2020; Nerdinger et al., 2008). 

At the same time, the limitations of quantitative methods must not be ignored. The results are highly 

dependent on the quality of the instruments used. It is therefore particularly important that the quality 

criteria of objectivity, reliability and validity are proven, because only then can the data collected provide 

a sound basis for decisions (Moosbrugger & Kelava, 2020). In addition, quantitative methods generally 

have little context sensitivity. Although they capture the status quo in quantified form, they can only take 

individual and organizational characteristics into account to a limited extent (Phellas et al., 2011). 

Qualitative Methods 

In contrast to quantitative methods, qualitative methods take a more exploratory and context-sensitive 

approach. They are particularly suitable for capturing complex organizational dynamics that cannot be 

adequately represented by standardized questionnaires. Typical qualitative methods include guided 

interviews, group discussions, focus groups and participant observation (Phellas et al., 2011). 

Interviews make it possible to capture individual perceptions and experiences in a differentiated manner. 

They provide insights into employees' subjective perceptions of organizational structures and processes 

and can thus also reveal hidden conflicts or tensions (Phellas et al., 2011). Group discussions and focus 

groups also promote collective engagement with organizational issues, which can reveal implicit norms, 

values and patterns of behavior (Helfferich, 2011; Phellas et al., 2011). 
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A key advantage of qualitative methods is their flexibility. The discussion can be individually adapted to 

the dynamics of the interview or group. This also allows topics to be identified that are not covered in 

standardized questionnaires (Phellas et al., 2011). Furthermore, qualitative methods encourage the 

participation of an organization’s employees by actively involving them in the diagnostic process. This 

not only improves data quality but also increases acceptance of the subsequent consulting measures 

(Lewin, 1946; McNiff, 2013). 

Like quantitative methods, qualitative methods do not only have advantages. The biggest challenge of 

qualitative methods lies in their low level of standardization. This makes them more susceptible to bias. 

In addition, their results are more difficult to generalize. Furthermore, they require a high level of 

methodological competence on the part of consulting professionals to obtain valid and reliable results 

(Phellas et al., 2011). 

In practice, qualitative methods are considered particularly valuable because they contribute 

significantly to understanding complex changing processes and, on this basis, enable the development 

of individual interventions. They are often used to complement quantitative methods to achieve both a 

broad empirical basis and a deep contextual understanding (Nerdinger et al., 2008). 

Mixed Methods Approach 

The mixed methods approach systematically combines quantitative and qualitative methods. It 

considers that quantitative methods primarily ensure high standardization and comparability, while 

qualitative methods create a deeper understanding of dynamics. By combining both methods, the 

respective advantages can be exploited, and the methodological weaknesses of individual methods can 

be compensated for to a certain extent (Saraswati & Devi, 2023). The use of mixed methods is 

particularly useful in organizational diagnostics. They help to make diagnostic procedures context-

sensitive and enable organizational dynamics to be captured both broadly and deeply (Creswell & Plano 

Clark, 2018). 

A classic mixed-methods approach in the context of organizational diagnostics is explanatory sequential 

design. In this approach, standardized quantitative data (e.g. from employee surveys or psychological 

stress scales) is first collected, and the results are then explored in more depth in a second step through 

qualitative interviews or focus groups. This allows striking findings from the quantitative survey to be 

better interpreted and placed in the individual organizational context (Creswell & Plano Clark, 2018). 

An alternative to explanatory sequential design is exploratory sequential design. Here, the survey begins 

with qualitative data (e.g. open interviews or observations) to generate hypotheses on this basis. These 

are then tested and generalized through a quantitative survey. This approach plays a particularly 
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relevant role in the context of change processes or the development of new diagnostic tools (Fetters et 

al., 2013). 

Evidence-Based Integration Into Consulting Processes 

The embedding of diagnostic procedures in consulting processes follows an evidence-based approach. 

This is characterized by the elements of analysis, intervention and evaluation. The aim is not merely to 

collect data, but also to integrate it systematically into the consulting process. This enables changing 

measures to be designed effectively and their sustainability to be ensured. 

Behavior in Organizations 

Behavior in organizations can be described as a complex interplay between organizational requirements 

and resources and the individual needs, goals and competencies of employees. The following figure 

illustrates this relationship. According to this, organizational needs and objectives initially lead to 

objective requirements for the individual. These requirements are perceived, evaluated and redefined 

within the framework of personal values and goals. On this basis, employees develop individual 

behavioral plans regarding their performance strategies and efforts, which in turn are related to their 

personal skills and motivation. Organizational resources such as time, budget, technical equipment and 

social support also play a central role. These influence the extent to which employees can implement 

their plans. Within the framework of behavior-outcome contingency (which describes what the 

organization does to ensure that certain behavior on the part of its employees actually leads to certain 

outcomes), they increase or decrease the likelihood that certain behavior will lead to the desired 

performance or satisfaction. Resources are thus the link between organizational structures and 

individual behavior. Actual work behavior is therefore a result of motivational factors and structural 

conditions. Ideally, the results of this process are reflected in the performance and satisfaction of 

employees, which in turn feed back into the organizational cycle (Nerdinger et al., 2008). Transformation 

processes show that the human factor is crucial for the sustainable implementation of structural 

changes. Health-promoting process design and consideration of individual resources and stresses 

increase the likelihood of success of organizational measures (Bücks & Giebe, 2022). Organizational 

diagnostics should systematically integrate this dimension. 

The model of behavior in organizations (see figure 2) illustrates how closely individual perceptions and 

actions are linked to organizational conditions. It thus provides a relevant basis for organizational 

diagnosis. Only when a comprehensive overall picture of individual organizational behavior has been 

obtained can targeted consulting and development measures be developed (Nerdinger et al., 2008). 
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Figure 2: Model of behaviour in organisations (adapted from Nerdinger et al., 2008) 

Inventory and Problem Analysis 

The basis of any consulting intervention is a clear clarification of the assignment. Here, the current 

situation in the company is analyzed together with all relevant stakeholders (e.g. management and 

executives) and it is determined which specific problem is to be solved, what the framework conditions 

are and what the central objective is (Nerdinger et al., 2008). 

Diagnostic procedures play a central role in this phase. They help to formulate diagnostic hypotheses 

about possible causes of organizational problems. For example, initial employee surveys can provide 

indications of deficits in leadership culture, increased psychological stress or other difficulties (GDA, 

2022). Qualitative explorations such as guided interviews can also help to uncover blind spots that may 

remain hidden in a purely quantitative analysis (Phellas et al., 2011). 

It should always be noted that problems can never be understood solely at the individual level. As Figure 

2 clearly shows, demands on employees are interpreted through personal needs, values and goals and 

are directly related to the organizational resources provided. These interrelationships should be 

considered when clarifying the assignment to formulate diagnostic hypotheses that are as realistic as 

possible (Nerdinger et al., 2008). 

Diagnostic Design & Implementation 

Based on the first phase formulated hypotheses, a diagnostic design is developed in the second step. 

This involves determining which methods will be used in the further course of the process (quantitative, 
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qualitative or combined). In addition, the target group is defined, and measurement times are determined 

(Harrison, 2005). An evidence-based design considers both scientific quality criteria (objectivity, 

reliability, validity) (Moosbrugger & Kelava, 2020) and practical aspects such as time required, 

acceptance by employees and data protection guidelines (ITC, 2013). 

With increasing digitalization, mobile applications are also gaining importance in the diagnostic context. 

However, their effectiveness depends largely on acceptance factors such as transparency, perceived 

usefulness and voluntary use (Giebe & Wohllebe, 2025). Digital diagnostics should therefore be 

implemented in a participatory manner and designed to be context sensitive. 

Good diagnostics not only capture individual perceptions, but also the objective requirements placed on 

employees and the structural resources available to them (Nerdinger et al., 2008). 

The specific implementation is based on the diagnostic design. The previously selected participants are 

instructed and provided with transparent information about objectives and data protection. In addition, 

the measurement is carried out in a standardized manner to avoid or minimize distortions. The entire 

process is constantly monitored and controlled to ensure methodologically sound implementation and 

reliable, comparable results (Harrison, 2005). 

Feedback and Joint Interpretation 

Feedback on the results is a central element of evidence-based consulting. The results are not only 

communicated to the organization in the form of a report or presentation but are also interpreted jointly 

with all participants. This approach promotes participation and strengthens commitment to the 

subsequent measures (Lewin, 1946; McNiff, 2013). 

Diagnostic results can have a greater impact if they are communicated not only analytically, but also 

narratively. Narrative coaching approaches show that metaphorical framing promotes collective 

reflection and makes change processes more connectable (Giebe, 2021). Diagnostics is thus 

understood more as a joint development process. 

Furthermore, it should always be noted that results such as performance and satisfaction are not viewed 

in isolation, but in connection with valence, expectations and behavior-outcome contingency. Joint 

interpretation ensures that these connections are made visible and integrated into the subsequent action 

planning (Nerdinger et al., 2008). 

Evaluation and Sustainability 

The embedding of diagnostic procedures ultimately also includes an evaluation phase. Here, 

quantitative and qualitative methods are used again, for example in the form of pre-post measurements 

or follow-up surveys (Nerdinger et al., 2008). This evaluation is also carried out, for example, in the 
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psychological risk assessment. Here, not only is it determined whether stress has been reduced, but 

also how sustainable the measures introduced are (GDA, 2022). 

It is important to note that diagnosis and the intervention based on it are two different but interrelated 

processes. While diagnosis systematically records and analyses the current situation, the intervention 

or action process serves to develop and implement targeted change measures (Nerdinger et al., 2008). 

The evaluation phase follows on from the intervention phase and represents a follow-up diagnosis. 

Benefits of Diagnostic Procedures for Consulting 

Diagnostic procedures only develop their full effect in conjunction with consulting processes. They not 

only provide an empirical sound basis but also contribute significantly to the ability to design consulting 

interventions that are tailored, effective and sustainable. The concrete benefits of diagnostic procedures 

for consulting are evident on several levels. They increase the accuracy of the measures, promote 

acceptance on the part of employees and enable continuous monitoring of success (Nerdinger et al., 

2008). 

Another key benefit of diagnostic procedures is that they provide empirical evidence to support the 

consulting process. They enable consulting processes to be based on objectively collected data. This 

helps to identify the causes of organizational problems precisely and develop targeted interventions 

(Nerdinger et al., 2008). 

In addition, diagnostic procedures increase the acceptance of change processes within an organization. 

Employees experience that their perceptions and assessments are seen and considered, for example 

through surveys. As already mentioned, this promotes participation and identification with the measures 

following the diagnosis (Lewin, 1946; McNiff, 2013). Qualitative methods, such as group discussions, 

help to capture the perspectives of different organizational groups and integrate them into the consulting 

work (Phellas et al., 2011). 

Another relevant benefit of diagnostic procedures lies in the evaluation phase. Only when changes are 

made measurable can it be verified whether the goals set at the outset have been achieved (Nerdinger 

et al., 2008). 

Ultimately, diagnostic procedures are characterized by their legitimizing function. The results of 

standardised procedures can serve as a basis for decision-making by managers, enabling them to 

provide concrete justification for planned measures to employees or external stakeholders. This can 

increase the transparency and traceability of organizational changes (Moosbrugger & Kelava, 2020). 
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Ethical Challenges 

In addition to the advantages outlined above, the use of diagnostic procedures in organizational 

consulting also presents several ethical challenges. Diagnostic procedures work with sensitive personal 

information. Handling data such as this requires a high degree of professionalism and responsibility 

(International Test Commission (ITC), 2013). 

Ethical Challenges in Data Collection 

The data collection phase is a particularly critical point in the diagnostic process in terms of ethical 

challenges. During this phase, sensitive information about individuals and groups is collected. 

Meticulous attention must be paid to compliance with basic principles such as informed consent, 

transparency, voluntariness and anonymity (ITC, 2013). Participants must be clearly informed about the 

objectives of the diagnosis, how the data will be used and that their participation is voluntary. Only when 

these criteria are met does the process comply with international standards (ITC, 2013). 

Failure to maintain anonymity can not only lead to mistrust on the part of participants but also jeopardize 

the validity of the results. The reason for this is the risk that participants may give socially desirable 

answers, which can lead to a significant distortion effect. Data protection is therefore not only a legal 

obligation, but also an ethical one (ITC, 2013). 

Ethical Challenges in Test Quality 

The selection of diagnostic procedures is also subject to ethical responsibility. Only instruments that are 

scientifically sound and meet the quality criteria of objectivity, reliability and validity may be used 

(Moosbrugger & Kelava, 2020). The use of inadequate tests can lead to misinterpretations and thus 

result in inappropriate or even harmful measures (ITC, 2013). 

Furthermore, it is extremely important to pay attention to context sensitivity. Procedures that have been 

developed in a specific context, for example cultural or organizational, cannot simply be transferred to 

any other context. Uncritical use can lead to distortions and, for example, promote cultural bias (AERA 

et al., 2014). This jeopardizes the fairness and validity of the diagnosis. Consultants therefore have a 

duty to check the suitability of procedures before use and to adjust if necessary (ITC, 2013). 

Ethical Challenges in the Use of Results 

Ultimately, the phase of using the results is also a particularly sensitive one. In this phase, concrete 

measures are derived from the collected data, whereby the principle of do no harm applies. Accordingly, 

results must not be misused, for example to stigmatize individual employees or to legitimize power 

structures (Kenneally & Dittrich, 2012). Instead, results must be communicated transparently and 
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reflected upon them together with the participants concerned. Selective or manipulative presentations 

of results can not only jeopardize credibility but also trust in the entire consultation process (Lewin, 1946; 

McNiff, 2013). 

Ultimately, consultants are responsible for ensuring that the measures derived are in the best interests 

of the organization and its employees. Diagnostics should not be used purely as a control tool, but rather 

to promote development and learning processes (ITC, 2013). 

Conclusion and Limitations of the Methodology 

This article is based on a systematic literature review. No empirical surveys were conducted, which is 

why the results should be interpreted as a theory-driven synthesis of the existing state of research. This 

results in a methodological limitation regarding the generalizability and context-specific transferability of 

the conclusions. 

The analysis shows that psychological diagnostics in the context of organizational consulting should not 

be understood merely as a technical assessment tool, but rather as a structure-forming foundation for 

evidence-based consulting processes (Nerdinger et al., 2008). Through the targeted use of quantitative 

and qualitative methods, organizational structures, processes and cultures can be captured in a 

differentiated manner and systematically integrated into intervention and evaluation logics (Phellas et 

al., 2011). Diagnostics thus contribute significantly to the refinement of problem analyses, the planning 

of tailor-made measures and the verification of their effectiveness. 

At the same time, it has become clear that diagnostic procedures involve not only methodological 

requirements but also considerable ethical challenges. Issues of test quality, data security and the 

responsible handling of results are an integral part of professional organizational consulting (ITC, 2013; 

Kenneally & Dittrich, 2012). Diagnostic processes must therefore meet both scientific quality criteria and 

normative standards. 

Furthermore, it must be considered that diagnostics are always embedded in organizational power and 

interest structures. Results can not only contribute to improving organizational conditions, but also 

potentially stabilize or legitimize existing structures (Alderfer, 1976). Critical reflection on the data and 

the inclusion of different stakeholder perspectives is therefore essential to avoid instrumental or one-

sided uses of diagnostic findings. 

From a research-related perspective, several follow-up questions arise. Factors influencing the 

acceptance of diagnostic procedures should be systematically investigated. In addition, an in-depth 

analysis of digital and AI-supported diagnostic procedures appears to be appropriate to be able to 

evaluate their potential and risks for organizational consulting in a differentiated manner. 

https://doi.org/10.51137/wrp.ijcod.638
https://www.wr-publishing.org/


International Journal of Coaching and Organizational Development (ISSN: 3052-3974) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 02 Issue: 01 Year: 2026 

https://doi.org/10.51137/wrp.ijcod.638     

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

In summary, it can be said that the evidence-based and ethically reflective integration of diagnostic 

procedures makes a substantial contribution to coping with organizational transformation requirements 

(Kauffeld & Maier, 2020). Diagnostics unfolds its added value when it is methodologically sound, 

designed in a participatory manner and critically reflected in consulting processes. 

References 

American Educational Research Association, American Psychological Association, & National Council 

on Measurement in Education. (2014). Standards for Educational and Psychological Testing (7th ed.). 

AERA. https://www.testingstandards.net/uploads/7/6/6/4/76643089/standards_2014edition.pdf [Last 

accessed September 2025] 

Bücks, B., & Giebe, C. (2022). Der Faktor Mensch bei der digitalen Transformation in der 

Pflegebranche–ein methodischer Ansatz für die erfolgreiche Implementierung unter Berücksichtigung 

gesundheitsförderlicher Prozessgestaltung in mittelständischen Pflegeunternehmen. In 

Pflegemanagement und Innovation in der Pflege: Wie sich Mensch und Maschine sinnvoll ergänze (pp. 

333-345). Wiesbaden: Springer Fachmedien Wiesbaden. https://doi.org/10.1007/978-3-658-35631-

6_25  

Bundesministerium der Justiz. (1996/2023). Arbeitsschutzgesetz (ArbSchG) in der Fassung vom 7. 

August 1996, zuletzt geändert am 19. Oktober 2023. Bundesgesetzblatt I, S. 1470. https://www.gesetze-

im-internet.de/arbschg/ [Last accessed September 2025]Creswell, J. W., & Plano Clark, V. L. (2018). 

Designing and conducting mixed methods research (3rd ed.). SAGE Publications. 

https://www.cambridgeenglish.org/Images/735110-studies-in-language-testing-volume-

43.pdf#page=53 [Last accessed September 2025] 

Cummings, T., & Worley, C. (2015). Transformational change. Organization development & change 

(10th ed., pp. 529–567). Cengage Learning. 

Dériaz, S. (2024). Workforce Transformation: Jedes zweite Unternehmen setzt auf externe Beratung. 

managerSeminare, 317. https://www.managerseminare.de/ms_Artikel/Workforce-Transformation-

Jedes-zweite-Unternehmen-setzt-auf-externe-Beratung,284569 [Last accessed September 2025] 

Fetters, M. D., Curry, L. A., & Creswell, J. W. (2013). Achieving integration in mixed methods designs: 

Principles and practices. Health Services Research, 48(6pt2), 2134–2156. https://doi.org/10.1111/1475-

6773.12117  

French, W. L., & Bell, C. (1995). Organization development: Behavioral science interventions for 

organization improvement. Pearson Educación. 

https://doi.org/10.51137/wrp.ijcod.638
https://www.wr-publishing.org/
https://www.testingstandards.net/uploads/7/6/6/4/76643089/standards_2014edition.pdf
https://doi.org/10.1007/978-3-658-35631-6_25
https://doi.org/10.1007/978-3-658-35631-6_25
https://www.gesetze-im-internet.de/arbschg/
https://www.gesetze-im-internet.de/arbschg/
https://www.cambridgeenglish.org/Images/735110-studies-in-language-testing-volume-43.pdf#page=53
https://www.cambridgeenglish.org/Images/735110-studies-in-language-testing-volume-43.pdf#page=53
https://www.managerseminare.de/ms_Artikel/Workforce-Transformation-Jedes-zweite-Unternehmen-setzt-auf-externe-Beratung,284569
https://www.managerseminare.de/ms_Artikel/Workforce-Transformation-Jedes-zweite-Unternehmen-setzt-auf-externe-Beratung,284569
https://doi.org/10.1111/1475-6773.12117
https://doi.org/10.1111/1475-6773.12117


International Journal of Coaching and Organizational Development (ISSN: 3052-3974) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 02 Issue: 01 Year: 2026 

https://doi.org/10.51137/wrp.ijcod.638     

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

Gemeinsame Deutsche Arbeitsschutzstrategie [GDA]. (2022). Berücksichtigung psychischer Belastung 

in der Gefährdungsbeurteilung: Empfehlungen zur Umsetzung in der betrieblichen Praxis (4. Aufl.). 

Bundesministerium für Arbeit und Soziales. https://www.gda-portal.de/DE/Downloads/pdf/Psychische-

Belastung-Gefaehrdungsbeurteilung-4-Auflage.pdf [Last accessed September 2025] 

Giebe, C. (2021). It’s A Pirate Tale – A Supplementary Approach To Coaching In Business And 

Management. International Journal of Applied Research in Business and Management, 2(1), 38–50. 

https://doi.org/10.51137/ijarbm.2021.2.1.4  

Giebe, C., Wohllebe, A. (2025). Acceptance, Installation and Uninstallation: Literature Review on the 

Use of Mobile Apps in Personal Coaching. International Journal of Coaching and Organizational 

Development, 1(1). https://doi.org/10.51137/wrp.ijcod.2025.cgat.45792  

Hardegger, S. C. (2023). Psychologische Diagnostik – ein wichtiger Eckpfeiler in der Psychologie. In C. 

Hättenschwiler, S. C. Hardegger, & R. E. Hefti (Hrsg.), Was bewirkt Psychologie in Arbeit und 

Gesellschaft? (S. 31–43). Springer. https://doi.org/10.1007/978-3-662-66420-9_4  

Harrison, M. I. (2005). Diagnosing organizations: Methods, models, and processes (3rd ed.). Thousand 

Oaks, CA: Sage Publications. https://doi.org/10.4135/9781452231262  

International Test Commission. (2013). ITC guidelines on test use (Version 1.2). 

https://www.intestcom.org/files/guideline_test_use.pdf [Last accessed September 2025] 

Kauffeld, S., & Maier, G. W. (2020). Schöne digitale Arbeitswelt–Chancen, Risiken und 

Herausforderungen. Gruppe. Interaktion. Organisation. Zeitschrift für Angewandte 

Organisationspsychologie (GIO), 51(3), 255-258. https://doi.org/10.1007/s11612-020-00532-y  

Kenneally, E., & Dittrich, D. (2012). The Menlo Report: Ethical Principles Guiding Information and 

Communication Technology Research (Technical Report). U.S. Department of Homeland Security. 

https://www.dhs.gov/sites/default/files/publications/CSD-MenloPrinciplesCOMPANION-20120103-

r731_1.pdf [Last accessed September 2025] 

Lewin, K. (1946). Action research and minority problems. Journal of Social Issues, 2(4), 34–46. 

https://doi.org/10.1111/j.1540-4560.1946.tb02295.x  

McNiff, J. (2013). Action research: Principles and practice (3rd ed.). Routledge. 

https://doi.org/10.4324/9780203112755  

Moosbrugger, H., & Kelava, A. (2020). Testtheorie und Fragebogenkonstruktion (3. Aufl.). Springer. 

https://doi.org/10.1007/978-3-662-61532-4   

https://doi.org/10.51137/wrp.ijcod.638
https://www.wr-publishing.org/
https://www.gda-portal.de/DE/Downloads/pdf/Psychische-Belastung-Gefaehrdungsbeurteilung-4-Auflage.pdf
https://www.gda-portal.de/DE/Downloads/pdf/Psychische-Belastung-Gefaehrdungsbeurteilung-4-Auflage.pdf
https://doi.org/10.51137/ijarbm.2021.2.1.4
https://doi.org/10.51137/wrp.ijcod.2025.cgat.45792
https://doi.org/10.1007/978-3-662-66420-9_4
https://doi.org/10.4135/9781452231262
https://www.intestcom.org/files/guideline_test_use.pdf
https://doi.org/10.1007/s11612-020-00532-y
https://www.dhs.gov/sites/default/files/publications/CSD-MenloPrinciplesCOMPANION-20120103-r731_1.pdf
https://www.dhs.gov/sites/default/files/publications/CSD-MenloPrinciplesCOMPANION-20120103-r731_1.pdf
https://doi.org/10.1111/j.1540-4560.1946.tb02295.x
https://doi.org/10.4324/9780203112755
https://doi.org/10.1007/978-3-662-61532-4


International Journal of Coaching and Organizational Development (ISSN: 3052-3974) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 02 Issue: 01 Year: 2026 

https://doi.org/10.51137/wrp.ijcod.638     

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

Nerdinger, F. W., Blickle, G., & Schaper, N. (2008). Organisationsdiagnostik. In F. W. Nerdinger, G. 

Blickle, & N. Schaper (Hrsg.), Arbeits- und Organisationspsychologie (S. 135–146). Springer. 

https://doi.org/10.1007/978-3-540-74705-5_10  

Phellas, C. N., Bloch, A., & Seale, C. (2011). Structured methods: Interviews, questionnaires and 

observation. In C. Seale (Hrsg.), Researching society and culture (3. Aufl., S. 181–205). SAGE. 

https://us.sagepub.com/sites/default/files/upm-binaries/47370_Seale_Chapter_11.pdf [Last accessed 

September 2025] 

Saraswati, P., & Devi, A. (2023). Mixed Methods-Research Methodology: An Overview. Mathews Journal 

of Nursing and Health Care, 5(4), 24. https://doi.org/10.30654/MJNH.100024  

Scheytt, T., & Maier, C. (2022). Betriebe im Spagat zwischen Digitalisierungs- und 

Fachkräftesicherungsdruck. Zeitschrift für Arbeitswissenschaft, 76(2), 85–95. 

https://doi.org/10.1007/s41449-022-00330-w 

Schreyögg, G., & Geiger, D. (2024). Organisation Grundlagen moderner Organisationsgestaltung. Mit 

Fallstudien 7. Auflage. Berlin, Hamburg: Springer Gabler Wiesbaden. https://doi.org/10.1007/978-3-

658-43439-7 

  

https://doi.org/10.51137/wrp.ijcod.638
https://www.wr-publishing.org/
https://doi.org/10.1007/978-3-540-74705-5_10
https://us.sagepub.com/sites/default/files/upm-binaries/47370_Seale_Chapter_11.pdf
https://doi.org/10.30654/MJNH.100024
https://doi.org/10.1007/s41449-022-00330-w
https://doi.org/10.1007/978-3-658-43439-7
https://doi.org/10.1007/978-3-658-43439-7

