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Foreword

Diverse workforces are seen as a reflection of structural trends and as an asset for
enterprises and societies. The rapid ageing of societies in industrialized and
emerging economies requires that members of all social groups join the ranks of
workers, if the shrinking of working age populations and economic output are to be
countered. People’s aspirations and desires are also changing. If given a choice, the
majority of women, including those who are currently not working for pay or profit,
would prefer to be in paid employment and look after their families, according to
a recently-released ILO-Gallup world survey study, Towards a Better Future
for Women and Work: Voices of Women and Men: http://www.ilo.org/global/
publications/books/WCMS_546256/lang–en/index.htm. Many older workers, who
are still fit for work, may be willing and ready to keep contributing to economies
with their skills and experience, while people with disabilities await the chance to
prove their talents and gain in autonomy and respect.

Diversity at the workplace is also a productive factor. A diverse and more
representative pool of employees, for instance, is more likely to understand and
address more effectively the equally diverse needs of their actual and potential
clients. Diverse workplaces when inclusive, namely when representing equally the
talents and aspirations of all groups of workers, can breed innovation, boost
motivation and raise overall productivity. However, while the arguments in favour
of diversity are compelling, the reality shows how elusive this goal is.

Everywhere in the world women, young and older workers and members of
ethnic minorities are still under-represented in the labour force. This is even more
so for people with disabilities or people living with HIV and AIDS. When in
employment, they are over-represented at the lower end of the earnings distribution
and are concentrated in a narrower range of occupations and sectors and in forms of
employment, such as temporary employment or short-hours employment or agency
employment, which are characterized by greater employment insecurity, fewer
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social security benefits, often lower hourly wages, and fewer prospects of skills
upgrading and career advancement. (Non-standard Employment around the World:
Understanding Challenges, Shaping Prospects, ILO, 2016: http://www.ilo.org/
global/publications/books/WCMS_534326/lang–en/index.htm)

While managing diversity in the workplace brings many benefits, it is clearly not
without efforts. Biases and prejudices regarding what members of particular groups
are good or not good at or what is considered to be appropriate or inappropriate
often unconsciously shape the rules, practices and institutions governing the
organization of work and interpersonal relations in the workplace. These biases
need to be identified, understood and properly managed if individual talents are to
be valued and employed for the benefit of the organization.

This book makes an important contribution towards understanding what it takes
to build diverse and inclusive workplaces. Drawing on a wide range of theoretical
and empirical research in the field of industrial relations and conflict management
(sociology, business, law and psychology), it makes two important points regarding
how to achieve inclusiveness. First, it acknowledges that discrimination—direct or
indirect—may arise at any time, during recruitment and selection, while assessing
an employee’s performance, while determining his or her remuneration or while
preventing and addressing violence and harassment at work. Hence the need to
embrace a cycle of inclusion approach which identifies and monitors each and every
such stage, acknowledging their interconnection and mutually-reinforcing nature.
Second, it rightly suggests that social dialogue, by fostering constructive and
transparent relations between management, employees and trade unions, is key to
advancing social innovation. Social dialogue—the authors contend—is not only a
means to promote a change of attitudes and develop effective organizational
responses, it is also the defining feature of a culture of diversity and inclusiveness at
the workplace. Work patterns and work organization, which equally reflect and
equally value the aspirations, talents and professional paths of a composite and
varied workforce, need to empower workers of under-represented groups and
provide the space for consultations and negotiations. Only through stronger rep-
resentation and bargaining power will these groups be able to challenge and
influence the reshaping of occupational structures and work culture and practices so
as to make them socially inclusive.

This is consistent with the ILO’s decent work agenda and the many international
labour standards dealing with non-discrimination and equality, notably Convention
No. 111 concerning Discrimination in Respect of Employment and Occupation, 1958
and its accompanying Recommendation; the Older Workers Recommendation, 1980
(No. 162) or the Vocational Rehabilitation and Employment (Disabled Persons)
Recommendation, 1983 (No. 168). Empirical evidence shows that adaptability to
change appears to be higher when equal employment opportunities act in combination
with policies aimed at raising workers’ participation in decision-making.
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Embracing a diversity model means embracing a transformative agenda. The aim
is to acknowledge diversity as an individual and societal asset and ensure inclusion
without assimilation. This is clearly a goal that cannot be achieved overnight: the
empowerment of disadvantaged individuals and groups and the promotion of an
enabling policy environment that protect and reward social dialogue at all levels, at
the organization level and beyond, is crucial to progress in that direction.

Manuela Tomei
Director Conditions of Work and Equality

Department (WORKQUALITY) ILO
Geneva, Switzerland
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Part I
Reframing Inclusive Workplaces



Chapter 1
Dialogue for Inclusion: When Managing
Diversity Is not Enough

Alicia Arenas, Donatella Di Marco, Lourdes Munduate
and Martin C. Euwema

Diversity is inviting people to the party whereas inclusion is
asking them to dance, as they are able. (Emily Hickey,
Vanderbilt University)

“Employment is crucial for the effective inclusion of refugees as it allows for
economic and social participation, as well as personal fulfillment. However,
many skilled refugees experience high levels of unemployment and their
skills are significantly underutilized as they are underemployed in
low-skilled, temporary, or low-paying jobs” (Alice Beste, United Nations
University, 2015).

“The Federal Employment Agency (BA) in Germany estimates that half of
the refugees will remain unemployed within five years (Salikutluk et al.
2016). Everyday thousands of people leave everything to escape the war and
persecution. More than a million refugees arrived in Europe last year, many
of them fleeing the wars in Syria, Afghanistan and Iraq. When they arrive in
the host countries things are not easy at all. They experience legal and social
barriers to integration starting from an insecure legal status, prejudices, and
employment opportunities, among others” (Robert Kunzig, October 2016).

This work was funded by the Spanish Ministry of Economy and Competitiveness
(MINECO/FEDER),grant reference n. PSI2015-64894-P.
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Refugees unable to enter the job market or having major problems to find a job
matching their competences is one example of the challenges our societies and
organizations face when it comes to inclusion. The negative impact of not having a
job is well-established; the impact is large and goes far beyond the effects on
income and on access to social security (see, for instance, Deaton 2008; Kunze and
Suppa 2014). Financial adversity is only one among many negative outcomes of
unemployment, a situation which also results in isolation and psychological stress.
Indeed, existing research indicates that a person’s employment situation affects his
or her social networks, levels of civic engagement, and overall trust in other people,
as well as in institutions (for examples from the empirical literature, see Norton and
de Haan 2012). Workers who are able to use their skills productively, who perceive
that they are treated fairly and are not disadvantaged in their search for jobs, are less
likely to disengage from social life (Wietzke and McLeod 2013).

The effects of vulnerable employment—often in the informal sector—and those
of insecure and temporary contracts are similar to those of unemployment in that
they restrain access “to social protection and sever links with social and political
organizations, including unions” (UN 2016a, p. 43). Vulnerable workers, in the
sense of access to jobs matching the competences and integrating into the work-
place, include also specific categories of people. In many societies, these can be
people with physical or mental disabilities, immigrants, lesbians, gay, or trans-
gender people. However, also often relate to the position of women, older workers,
or youngsters starting on the labor market.

Our initial example focuses on one of such groups: refugees. Political refugees
face many obstacles; language issues, cultural differences, lack of social network in
the host country, lack of school and professional skills, but also lengthy adminis-
trative procedures when it comes to obtain a permit to exercise a job, or recognition
of qualifications from the home country. Not to mention the coping with traumatic
experiences from their countries of origin. Social integration and employment can
help them rebuild their life histories and those of their families and enable them to
find means of survival where they have moved. If employment is fundamental to
social integration in all circumstances, it is much more so when it comes to refugees
who have fled their homes with little resources. They are highly vulnerable to
exclusion from or exploitation at the labor market. For societies striving for social
cohesion, it is necessary to guarantee both to help them find new tools for their
self-sufficiency and the reconstruction of their lives.

The entry and integration of refugees in the labor market is only one example of
today’s complexities and diversities. The recognition of women’s and social
minorities’ rights, the aging population, the elimination of spatial barriers, and,
consequently, the heterogeneity of society contribute to more diverse workplaces.
However, simply being “diverse” is no longer enough (Dobbin and Kalev 2016) and
inclusion needs to be fostered. In this sense, inclusion describes the way an organi-
zation configures opportunities, interactions, communication, and decision-making to
utilize the potential of its diversity (Woods 2002). Inclusive organizations implement
practices and goals in which those people, who have different backgrounds, are
welcomed and treated equally. Inclusive organizations are focused on values that
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empower open-mindedness, foster constructive conflict, value new perspectives, and
avoid judgmental attitudes, promoting social innovation.

This handbook explores whether and how organizations can be transformed so as
to promote equity, voice, participation, and empowerment in the workplace. In doing
so, we examine the role that Social Dialogue can play in encouraging organizational
change for inclusion. Although organizational change can have different rhythms and
be promoted by different stakeholders, shaping inclusive workplaces requires a sus-
tainable change and constant adjustment. This organizational change is connected
with the concept of continuous change (Weick and Quinn 1999), which is charac-
terized by the role played by change agents as sense-makers who redirect change. In
the path toward inclusive organizations, Human Resource managers are key to play
this important role as change agents. We briefly analyze below the theoretical
framework of continuous change. Within this framework of change lies the model we
propose to outline inclusive organizations, the Circle of Inclusion.

1.1 The Role of Social Dialogue in Organizational
Continuous Change

Weick and Quinn (1999) distinguish two different models of organizational change:
Change that is continuous, evolving, and incremental; change that is episodic,
discontinuous, and intermittent. The basic metaphor of continuous change is that of
organizations as emergent and self-organizing, where change is constant, evolving,
and cumulative. The idea here is that small continuous adjustments, created
simultaneously across units, can cumulate and create substantial change. In con-
trast, the metaphor of episodic change is of organizations that are inertial and where
change is infrequent and discontinuous. The underlying presumption is that epi-
sodic change attempts to reach a new equilibrium condition that resolves the grown
misalignment between an inertial deep structure and environmental demands. One
basic element that clustered the change process into these opposing forms is the
kind of innovation pursued—in terms of their radicalism and the level of risk and
novelty—and its implementation process (King and Anderson 1995). Thus, radical
innovation is distinguished from incremental innovations by a greater level of
uncertainty and complexity during its implementation. Tushman and Romanelli
(1985) suggest that incremental innovations occur in adaptable periods of contin-
uous change, while radical innovations occur during periods of discontinuous
change, with an enormous impact on organizations and within a relatively short
time span. Following this perspective, the promotion of inclusive organizations
seems to fit better with the objective of an incremental social innovation process,
occurring with the involvement of different stakeholders across units and seeking a
rather low level of uncertainty in adaptable periods of continuous change.

A characteristic that contrasts continuous change with episodic change refers to
the role played by the change agent. As Cheng and Van de Ven (1996) point out,
innovation and change have to be understood from the point of view of the actors
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involved. In episodic change, the change agent’s role is that of the prime mover
who creates change, while in the continuous change model, this role is character-
ized as a sense-maker who redirects change. Weick and Quinn (1999) state that to
manage change is to tell people what to do (a logic of replacement) but to lead
change is to show people how to be (a logic of attraction). The continuous change
intervention is characterized by this “logic of attraction” that induces constant
adjustments and improvements. From the framework of continuous change, the
implementation of an inclusive organization will therefore imply that employers
and employees will value diversity because they are attracted to it, inspired by it.
The job of Human Resources managers as change agents that lead this process is
the thread of the chapters that compose this handbook.

Being inspired by the model of continuous change to shape inclusive organi-
zations means considering the following elements in the implementation process:
engage all stakeholders across units, expose them to the holistic view of the strategy
to be used, show them how to induce constant adjustment (logic of attraction), and
encourage social accountability for a sustainable change. In order to achieve this
environment, an organization needs a fully integrated approach driven by the
managerial board, facilitated by HR, and implemented at different levels.

In order to lead this process, considering the aforementioned elements, an
important strategy for Human Resources managers to use is Social Dialogue. As
theorists of continuous change suggest (Schein 1993; Weick and Quinn 1999), the
role of the change agent becomes one of managing language, dialogue, and identity.
To redirect continuous change is to be sensitive to discourse and dialogue. As
Barrett et al. (1995) and Dixon (1997) also argue, the most powerful interventions
occur at the level of everyday conversation. This daily dialogue between employees
and employers in the organization has been known as Social Dialogue from the
perspective of labor relations. This is defined as “all types of negotiation, consul-
tation or simply exchange of information between, or among, representatives of
governments, employers, and workers, on issues of common interest relating to
economic and social policy” (ILO 2005). The main goal of Social Dialogue is to
promote consensus and democratic involvement among the main stakeholders,
contributing to a more social and fair world of work (Pender et al. 2017). As an
incremental social innovation strategy, Social Dialogue asks for open dialogue and
constructive negotiations between management, trade unions, and employee rep-
resentatives in order to a) promote a change of attitudes, behaviors, and compe-
tences on diversity and social inclusion, and b) develop effective organizational
responses in terms of policies and procedural aspects to improve inclusion of
vulnerable groups at work.

We have seen before that change agents become important for their ability to
make sense of change dynamics already under way, to recognize adaptive emergent
changes, make them more salient, and reframe them (Weick and Quinn 1999). This
is the role to be played by Human Resource managers in a constructive dialogue
and creative negotiations with employee representatives. This is essential for
inclusion, as this is a social process directly impacting all employees. And too often
diversity and inclusion policies fail, because employees do not see any benefit; feel
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measures are imposed upon them, while they have to face to consequences.
Therefore, constructive dialogue is essential and should also focus on benefits of
inclusion for the organization, team, and employees. Social Dialogue might be
present in each step of the Human Resource Management (HRM) system, pro-
moting a continuous change in order to shape inclusive workplaces. The model of
the Circle of Inclusion that we propose later in this introduction is based on this idea
of revising the HRM system to create a shared set of meanings and a common
thinking process of inclusion at the organizational level.

For Social Dialogue to be effective, previous research (Pender et al. 2017) has
shown that it should aim at integrated values, policies, and practices at organiza-
tional level. These should be based on sound measures about current states and
progress made. The state of the art on Social Dialogue at organizational level has
been the aim of two European projects financed by the European Commission on
New European Industrial Relations (NEIRE). The results of the situation in 11
European countries, and the proposals provided by employers and employees to
improve the constructive dialogue in each participating country, have been pub-
lished in two volumes (Munduate et al. 2012; Euwema et al. 2015).

1.2 A Way to Go: From Diversity Toward Inclusion
in the Workplace

Diversity and inclusion are often used interchangeably. As Roberson et al. (2017)
pointed out, research to further distinguish the constructs, practices to support each,
and their effects on employees and organizations is needed. Previous research has
analyzed the effects of differences among members of work units (e.g., van
Knippenberg and Schippers 2007). However, there has been relatively scarce
attention to the organizational impacts of programs to manage such differences.
Most of the research has been focused on how to control for and examine the
influences of demographic differences in different HRM practices (e.g., selection,
performance evaluation, and training); however, few studies have examined the
design, process, and effects of practices specifically aimed to develop more inclu-
sive workplaces (for an exception, see Kalinoski et al. 2013). We do not usually
know the best practices to achieve real inclusion, or when programs and policies
might lead to negative reactions based on stereotypes and why.

On different continents and different countries, we see quite different frameworks
toward diversity. The legal framework in many countries supports diversity manage-
ment to promote social inclusion and tackle inequalities at work (e.g., European
Commission 2014, 2017; ILO 2012; UN 2016a). In fact, these issues are on the
mainstream development agenda, because there is now substantial evidence that social
exclusion and inequality exacerbate societal conflicts and conflicts at the workplace.

Social and labor exclusion lead to discontent that is often a prelude to violent
forms of conflict. Exclusion and the disparities associated with it can be particularly
threatening to peace when there is a perception that they are the result of
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deliberately discriminatory processes (Stewart 2002). Research has shown that
when people perceive they have been discriminated against, their physical and
psychological health suffer (Jones et al. 2014). It also affects the way people behave
and the choices they make, with long-term negative consequences. In turn, conflicts
are also often a driver of social exclusion and inequality, as the cases of workplace
bullying and harassment, exacerbating existing barriers between people and groups
and creating new ones. Conflicts result in deterioration in living standards and
employment opportunities and can also undermine transparency, accountability,
and trust in organizations (UN 2016b).

To promote equality of opportunity and treatment in the workplace, treating all
people in the same way is not enough. For the International Labor Organization
(ILO), it is necessary to get “substantive equality.” This relates to cope with dis-
advantage, underrepresentation, and marginalization within the labor market. In this
sense, “standard” practices may have to be reconsidered in order to not only
manage diversity of the workforce but also promote inclusion at the workplace.
Promoting inclusion, therefore, helps people overcome inequalities, but it also
requires creating resilience—that is, protecting people against major risks.

Jobs shape the opportunities people have in life. They are likely to be a source of
social inclusion and well-being when they provide sufficient earnings to maintain
adequate living standards, and particularly when they come with access to social
protection, decent working conditions, and prospects for career development.
Beyond being an important source of income, employment often confers social
identity and brings social acceptance to people’s lives, particularly when the
workplace enables them to create social and economic ties and build networks.
When they promote social dialogue, employment gives workers a voice and
therefore enables them to play an active role in making decisions that affect their
well-being. Jobs that offer few opportunities for social mobility or voice, in con-
trast, can lead to the marginalization and exclusion of workers (UN 2016a, b).

“An organization is inclusive when everyone has a sense of belonging, feels
respected, valued and seen for who they are as individuals, and experiences a level of
supportive energy and commitment from leaders, colleagues and stakeholders so that
all people—individually and collectively—can do their best at work” (Miller andKatz
2007, p. 2). For this aim, HRMpolicies and practices are the formal and informal rules
and norms that structure workers’ rights, entitlements, opportunities, and voice. They
shape most of the working interactions, including among employees, with the
supervisors, and with the stakeholders, influencing how organizations develop.

The rights to just and favorable conditions of work, protection against unem-
ployment, equal pay for equal work, access to trade unions and to social security are
universal and unalienable (UN 2016a, b). Informal work, however, carries fiscal
losses and has potentially negative consequences for competitiveness and growth as
well as social cohesion. Recognition that informal work has given opportunities to
groups that were formerly excluded from the labor market helps to highlight the
positive contribution of informal employment and the need to support informal
workers (Harris and Krueger 2015). However, it does not justify the absence of
decent work or security safeguards.
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In fact, low mobility and persistent wage gaps between informal and formal jobs
suggest the presence of a divide between employees in each sector who are, in
practice, part of different labor submarkets. A similar divide exists in developed
countries between adequately protected workers under open-ended labor contracts
and many of those under temporary, as well as other non-standard, labor contracts,
among whom young workers, women, migrants, and members of other disadvan-
taged groups are overrepresented (Harris and Krueger 2015).

In the case of young workers, the first barrier they face is the access to the labor
market. High and even growing youth unemployment rates in many societies are
coupled with longer job searches and with a surge in the number of discouraged
young workers who are not counted among the unemployed because they are not
actively seeking employment and are therefore at high risk of the long-term labor
market and overall social exclusion. Early unemployment has negative effects not
only on the future employability of young people but also on their self-esteem, their
role in the society can represent a serious economic burden on governments
finances.

Discrimination Suit Alleges Black Applicants Passed by for Temp Jobs
(Extracted from Tanzina Vega, December 7, 2016, CNNMoney)

In the summer of 2014, Kevin James was trying to find work as a day laborer.
He took a city bus from the south side of Chicago to MVP Staffing, an
employment agency in Cicero, Illinois, filled out the paperwork and was sent
to a local manufacturing plant, where he spent the day packaging cookies in
boxes.

That was the only day James, who is African-American, says he was sent
on a job assignment.

For the next two months, James says he would make the 35-minute trip to
MVP Staffing, a temporary employment agency with 60 offices nationwide,
and he would “sit there and wait” for an assignment for hours. None came. So
James stopped going. It was “mainly Hispanics” who were getting jobs,
according to James. “I didn’t see no reason to go down there just to be told to
go home,” said James, 29, who, despite having worked in various retail jobs,
factories and as a dishwasher, remains unemployed.

[…] The complaint includes testimony from several former MVP workers
that “African American laborers were marked “Do Not Return” or DNR’d”
within hours of their assignments or at the end of their first shift.”When black
workers were given assignments, the complaint alleges, they were given
single assignments and “placed in the worst jobs with the most unpleasant
working conditions.” Joseph Sellers, chair of the civil rights and employment
practice at Cohen Milstein Sellers & Toll who is co-counsel for the plaintiffs
said that much of the discrimination was based on “a series of stereotypes
about African Americans and Latinos,” including that Latinos are
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immigrants that are less likely to complain about low pay or bad working
conditions out of fear.

The lawsuit contains statements from former MVP employees, including
Rosa Ceja, who was an on-site manager at one of MVP’s client companies in
Illinois. “I know that certain clients of MVP do not want African Americans
assigned to work at their company and that MVP has a policy of accom-
modating these requests,” Ceja said in her statement. She added that she had
been “yelled at” if she assigned black workers to a client.

Ceja’s statement includes some of the coded language she says MVP used
to describe black and Latino workers. Latino workers were described as
“feos” (Spanish for “ugly ones”), she said, while black workers were “gua-
pos” (Spanish for “handsome ones” or, according to the court filings, “pretty
boys—ones who don’t want to do dirty work.”)

“The obstacles in getting a job are among the most difficult to detect,”
Sellers said. “Most people have no idea if other people are treated differently
than they are in applications for jobs.”

There is even greater concern about the number of young people, often in
emerging and developing countries, who live in poverty despite having a job.
Young people struggling to find permanent jobs are inevitable to accept temporary
and intern positions. However, training and internships are not always considered
by employers as “real” work experience. Moreover, temporary jobs are less pro-
tected, often pay less, and do not offer job-related training and social benefits. As a
result, underemployed young people are more prone to poverty risk, lower wages,
and worst career opportunities.

Through most labor market indicators, there were large disparities between
young women and young men, which reinforce and fuel an increase in inequalities
during the transition to adulthood (ILO). In 2016, for example, the labor force
participation rate for young men stands at 53.9 percent, compared with 37.3 percent
for young women, which represents a disparity of 16.6 points. Indeed, women still
earn on average between 10 and 30 percent less than men when working full time
(OECD 2015).

Equal Pay for Men and Women? Iceland Wants Employers to Prove It
(Extracted from Liz Alderman, March 28, 2017, The New York Times)

REYKJAVIK, Iceland—On a chilly afternoon in October, Frida Ros
Valdimarsdottir, a former home-care worker turned women’s rights advocate,
left her office at exactly 2:38 p.m. and headed to Reykjavik’s main square,
where throngs of women were forming a boisterous crowd. It was the time—
roughly two and a half hours before the end of the workday—that many
protesters reckoned they stopped being paid for equal work.
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“For decades, we’ve said we’re going to fix this,” said Ms.
Valdimarsdottir, the chairwoman of the Icelandic Women’s Rights
Association and an organizer of the demonstration.” But women are still
getting lower pay, and that’s insane.”

The government wants to change that dynamic. Iceland on Tuesday
became the first country to introduce legislation requiring employers to prove
they are paying men and women equally.

Today, about half of Iceland’s Parliament members are women. Nearly 80
percent of women work and, with a gender quota in place, almost half of
company board members are women.

Yet many women still have less economic power than men. Top level and
intermediate managers are mostly men, and the pay gap is especially per-
sistent for working mothers and women in female-dominated fields.

Such inequalities are not simply due to differences in education and skills among
workers. The labor market continues to make socially driven distinctions based on
ethnicity, race, sex, age, and other personal attributes that should have no bearing
on job opportunities or workers’ competencies or ability. For instance, it is the case
of lesbian, gay, bisexual, or transgender people. Even when the legal framework is
supportive in many countries, overt and subtle discrimination still persist at the
workplace.

Lesbian College Coaches Still Face Difficult Atmosphere to Come Out
(Extracted from Shannon Ryan, January 17, 2017, Chicago Tribune)

Courtney Graham said everything was going smoothly with her assistant
coaching job with Drake University’s women’s basketball team. The
Bulldogs were building the program, and Graham said she was handling her
recruiting and scouting responsibilities well, resulting in bonuses and positive
performance reviews. That changed, she said, when she brought her now-wife
to a game to sit in the family section in November 2014. In a federal lawsuit
filed in late December, Graham alleges that as a result, head coach Jennie
Baranczyk ostracized her from the team, told her she was not acting like
herself, diminished her duties and asked her to resign in May 2015. Graham
turned in her resignation a month later after, she said, undue pressure from
Baranczyk. “She loves coaching,” Graham’s attorney, Tina Muhammad, told
the Tribune. […]

Drake has denied the allegations. A university statement in reply to the suit
said the school and Baranczyk “have a strong commitment to diversity, tol-
erance and non-discrimination.” Regardless of the suit’s outcome, the case
has stirred lingering questions about homophobia in college athletics and the
specific challenges lesbian coaches face. Stereotypes about women in sports
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lead to a don’t-ask-don’t-tell atmosphere that keeps many closeted, coaches
and advocates told the Tribune.

“There is still a lot of fear out there among lesbian coaches about coming
out and suffering professional consequences as a result,” said Pat Griffin, a
Massachusetts Amherst professor who has studied and written about homo-
phobia and sports.

From subtle aspects of coaching such as including family in media guides
or inviting the team to their home for a cookout to more significant areas such
as recruiting and job security, the culture of college athletics continues to
make their sexuality feel like a career risk. […]

“It’s hard when you’re hiding part of yourself at work when you’re trying to
be a role model to 20-year-olds,” said Howe, now executive director of the
Nashville LGBT chamber of commerce. “There are young people taking their
lives. There are young people getting kicked out of their homes and families.
I (was) on a daily basis sending this message: It’s OK to be gay as long as you
don’t tell anyone or hide it. Or maybe I (was) sending the message it’s not OK”.

“It finally became such an internal struggle that it was affecting a lot of
parts of my life. It affected how well I was coaching, my happiness, my
relationships with friends and my partner. You get tired of lying. I wasn’t
outright lying, but I wasn’t being honest. If you’re a person of integrity, you
want to be honest.”

Another vulnerable group increasingly visible and discriminated at the work-
place is transgender people. For example, in the UK’s Gender Recognition Act of
2004 and the 2010 Equality Act, discrimination on the basis of gender identity is
officially recognized as unacceptable. Even though many organizations worldwide
are starting to develop zero-tolerance policies to discrimination, data show that
transgender people still cope with many obstacles at the workplace. For example,
the last US Transgender Survey (James et al. 2016), with a total of 27,715 par-
ticipants, reports that one in six (16%) respondents who have ever been employed
—or 13% of all respondents in the sample—reported losing a job because of their
gender identity. In the past year, 27% of those who held or applied for a job during
that year—19% of all respondents—reported being fired, denied a promotion, or
not being hired for a job they applied for because of their gender identity. Fifteen
percent (15%) of respondents were verbally harassed, physically attacked, and/or
sexually assaulted at work because of their gender identity. Nearly one-quarter
(23%) reported other forms of mistreatment based on their gender identity, such as
being forced to use a restroom that did not match their gender identity, being told to
present in the wrong gender in order to keep their job, or having a boss or coworker
share private information about their transgender status without their permission.
Finally, more than three-quarters (77%) of respondents took steps to avoid
mistreatment in the workplace, such as hiding or delaying their gender transition or
quitting their job.
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Labor market exclusion is also severe among persons with disabilities, who may
be employed but unable to fully use their human capital, may not find jobs due to a
wide range of barriers, or may have left the labor force in the face of a lack of
opportunities. Persons with mental health difficulties or intellectual impairments
often have the lowest employment rates (World Bank 2011). People with disabil-
ities face not only physical but also psychological barriers in accessing the work-
place. Moreover, there are misconceptions among employers and society at large
about the ability of persons with disabilities to work and about their potential
productivity (e.g., Nelissen et al. 2016). Thus, open discrimination still exists.
Despite legal framework, such as the 2010 Equality Act in the UK, brought into
practice to prevent discrimination against disabled people in the workplace, workers
with disabilities in many countries are still often treated unfairly.

I’m Disabled and in My 50s—The Fear That I won’t Find a Job Is
Paralysing (Extracted from The Guardian, February 24, 2017)

I have a neurological movement disorder called dystonia which makes the
muscles of my face, tongue and larynx spasm uncontrollably. It’s a condition
most people have never heard of and there is no cure. The good news is it can
be managed with regular Botox injections. So six or seven times a year I get
injections to numb the muscles in my larynx, face and neck.

I am in my 50s and am fortunate to have a job, but the dystonia affects the
clarity of my speech, and it was made it clear to me recently that I would not
be progressing any further at work because people find it difficult to under-
stand me. My salary was then arbitrarily cut.

I’ve started looking for a new job, but it’s impossible. One of the problems
is the rise of telephone interviews. In a room full of people I can distract and
divert, the occasional muscle spasm or slurred S can be missed. On the
telephone—and most one-to-one interviews—it is just me and my dodgy
diction. There is always that moment: I stumble over a word. They notice.
I hesitate. There’s a dizzying second of silence and I know the gig is up. I can
almost hear them thinking: “Is he drunk? Is his mouth full?”

The fear that I am being coaxed into redundancy and that I won’t find
another job has become mentally—and physically, because stress makes my
spasms worse—paralysing.

The 2008 financial and economic crisis has exacerbated these trends, as
employment has become more unstable and precarious for a growing number of
workers since the crisis, and those unemployed are at growing risk of long-term
exclusion from the labor market (ILO 2014, 2015a). Globally in 2014, two billion
people of working age were not participating in the labor force, and the number is
projected to continue growing (ILO). For the majority of workers, informal jobs are
not a choice but reflect the limited availability of formal, more desirable jobs, as
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well as workers’ limited bargaining power in the businesses that employ them
(Harris and Krueger 2015).

Inclusion as business case for organizations

Within the picture delineated before, physical and psychological boundaries
among social groups are progressively deeper, increasing not only open but also
covert discrimination against vulnerable groups at the workplace. It comes with
important economic loss for the societies at large and for organizations which are
not profiting from and taking advantages of the business case of diversity and
inclusion. Indeed, inclusion is also a business opportunity. As some researchers
point out, real inclusion reduces costs associated with turnover, absenteeism, and
low productivity; makes greater/new market share as growing diversity of cus-
tomers; increases sales and profits; and mitigates and minimizes legal risks resulted
from grievances (e.g., Lockwood 2005; Özbilgin et al. 2016). When diversity and
inclusion come to the organizational agenda, both the moral/values case (the “right
thing to do”) and the business case (the “smart thing to do”) are important and
necessary; they do not contradict each other, but rather complement each other.
A strong business case for diversity will clearly show that creating a diverse and
inclusive workplace will benefit everyone in the organization, by making the
organization stronger, more resilient, and more competitive. In this sense, organi-
zations can build the business case for speeding up progress toward diversity and
inclusion, developing strategies that engage their stakeholders (Özbilgin et al.
2016). To do so, diversity management and inclusion should be seen as everyone’s
responsibility where Social Dialogue can help intertwine everyone’s needs to
achieve a successful continuous change.

Facebook Pushes Outside Law Firms to Become More Diverse
(Extracted from Ellen Rosen, April 2, 2017, The New York Times)

Like other Silicon Valley giants, Facebook has faced criticism over whether
its work force and board are too white and too male. Last year, the social
media behemoth started a new push on diversity in hiring and retention.

Now, it is extending its efforts into another corner: the outside lawyers
who represent the company in legal matters.

Facebook is requiring that women and ethnic minorities account for at
least 33% of law firm teams working on its matters.

Numbers alone, however, are not enough, under a policy that went in
effect on Saturday. Law firms must also show that they “actively identify and
create clear and measurable leadership opportunities for women and
minorities” when they represent the company in litigation and other legal
matters.
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A holistic view of diversity: The Circle of Inclusion

To date, diversity has been managed through HRM policies like a fixed picture
of the work environment. Although it has been one of the core strategies to be
successful in the current global market, most organizations have not reached a real
inclusion of people belonging to minority or vulnerable groups. Inclusion is not
about assimilating and homogenizing differences, it is about valuing difference. It is
about the power that an organization can derive from deliberatively nurturing and
integrating heterogeneous groups of people so that they fit together (Sposato et al.
2015). This kind of supportive organizational environments can develop policies
that promote inclusion more likely to be adopted, embraced, and flourished.

Recent research is wondering how we measure the success of organizational
inclusion policies. For example, Adamson et al. (2016) underline the importance of
looking at the quality of inclusion in the workplace. In this sense, it becomes more
relevant to ask not only “how many,” but also “how” and “what types” of
protected/vulnerable people are included in an organization. Where are they loca-
ted? What roles do they occupy? What kind of people are they? Has our organi-
zation managed to challenge some of the stereotypes and cultural biases? As these
authors show, although there may be a similar number of women and men in
employment, more women are employed on a part-time basis, on less favorable
contracts, and in jobs for which they are overqualified.

This means that HRM practices can enable or reinforce discrimination through
excluding or incorporating in adverse conditions people from vulnerable groups
(women, people with disabilities, ethnic minorities, older people, non-heterosexual
employees, etc.).

To date, HR processes have been treated separately as well as diversity man-
agement interventions. This handbook synthesizes key illustrative evidence in
relevant HR areas (recruitment and selection, onboarding and socialization,
assessment and remuneration, training and development, career development,
workplace design, health, and employee relations) from a holistic approach.

For instance, in the last review about recruitment and selection carried out by
Ployhart et al. (2017), authors highlight that many organizations include diversity
hiring goals as part of their mission, so it is not surprising that research has been
focused on how recruitment can enhance workforce diversity. Much of this work
has attempted to identify the recruiting tactics that increase the attraction of diverse
candidates (Walker et al. 2009, 2012).

Moreover, Allen et al. (2017) reflect on how globalization and the increasing
demographic diversity of the workforce have powered both socialization and
mentoring research in order to create an inclusive work environment. Socialization
processes and the development of mentoring networks are crucial in terms of
preparing employees for new challenges and increasing the success of global and
diverse assignments. Diverse mentorships are those in which members differ on the
basis of race, ethnicity, gender, sexual orientation, class, religion, disability, and
other group membership characteristics (Ragins 1997).
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However, as Dobbin and Kalev (2016) point out many diversity programs fail.
The problem is that organizations are trying to reduce bias with the same kinds of
programs they have been using since the 1960s. And the usual tools—diversity
training, hiring tests, performance ratings, grievance systems—tend to make things
worse, not better. Authors analyze data from 829 firms over three decades and show
that these tools actually decrease the proportion of women and minorities in
management. Most diversity programs focus on controlling managers’ behavior,
and as studies show, that approach tends to activate bias rather than cancel it.

In this research, the authors show that the positive effects of diversity training rarely
last beyond a day or two, and sometimes can activate bias. Nonetheless, nearly half of
midsize companies use it, as do nearly all the Fortune 500. Trainers tell us that people
often respond to compulsory courses with anger and resistance—and many partici-
pants actually report more animosity toward other groups afterward.

Moreover, some 40% of companies now tries to fight bias with mandatory hiring
tests assessing the skills of candidates for frontline jobs. But managers do not like
being told that they cannot hire whomever they like, and Dobbin and Kalev’s
research suggests that they often use the tests selectively. But even managers who
test everyone applying for a position may ignore the results. Other companies use
performance rating systems trying to prevent biased treatment. However, studies
show that raters tend to lower women and minorities in performance reviews.
Therefore, ratings do not always boost diversity. Finally, Dobbin and Kalev (2016)
refer that when people see that a grievance system does not restrain bad behavior in
their organization, they may become less likely to speak up. This leads to another
unintended consequence: Managers who receive few complaints conclude that their
firms do not have a problem.

In Fig. 1.1, we present the Circle of Inclusion. This model tries to highlight the
need to cover each step in the HRM system from a holistic approach in order to
create and sustain inclusive organizational environments.

Bearing in mind that diversity and inclusion are key issues to business success in
our societies, HRM practices through Human Resource managers as change agents
need to show commitment and accountability in achieving the goal that everyone in
the organization has the same rights and opportunities and feels valued and
respected. In order to ensure everyone, whatever his/her characteristics or back-
ground, has equal opportunities in the access to a job position, the organization
should develop practices which promote inclusive recruitment and discrimination-
free selection (see Bozani et al., Chap. 6 and Salgado et al., Chap. 7 in this volume).
That means not to focus on any cues which are not relevant for the job using
unbiased tools and instruments in the selection process as well as taking into
account candidates’ perceptions.

Many organizations could think that they would be accomplishing the goal to be
diverse, even inclusive, with the previous step. However, when the new employee
enters in a new work environment, sometimes she/he needs some kind of accom-
modations in order to fill in the expectations and job requirements. That is, we need
workplaces with work designs that work to include people with different charac-
teristics and capabilities (see Zijlstra et al., Chap. 8 in this volume).
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Being and feeling part of the new environment is sometimes difficult and could
entail conflicts, isolation, or lack of adjustment. Through colorful socialization and
training, we emphasize the need for guidelines and training in the new job, where
the role of supervisor and coworkers is key to overcome initial barriers and to rule
out conscious and unconscious bias (see Medina and Gamero, Chap. 9 and Torres
and Hanashiro, Chap. 10 in this volume). Along the employee lifecycle, perfor-
mance appraisal and compensation with fairness become also crucial to have
motivated and productive people, who feel identified with the organizational values.
To ensure true and constructive performance appraisal and reward accordingly help
develop trust and communication.

Healthy and safe workers should be the ideal aim of each organization. However,
this is not the case when people do not feel respected or not supported due to any
personal feature or trait. Organizations will attain a sustainable development only
when a safe place for all is promoted, a placewhere people feel free to bewhat they are
(see Deakin, Chap. 11 and Di Marco, Chap. 12 in this volume). In this sense, to have
the possibility of managing your own career is one way to show what everybody is.

Fig. 1.1 Circle of Inclusion through social dialogue
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Developing multiple careers is the result of taking into account the different roles in
life trying to remain employable (see Peters et al., Chap. 14 and Martinez-Corts and
Demerouti, Chap. 15 in this volume). It also means promoting the career develop-
ment of invisible groups in those countries where inclusion is not an important value
for organizations (see Obi and Bollen, Chap. 16 in this volume). The final step of this
circle is not a real end. Nowadays, there are more diverse ways to stay linked to the
organization you were working for. Part-time or mentoring programs, compressed
workweek, or job sharing could be some of the key elements to adopt a phased
retirement. Therefore, farewell is not a goodbye.

All of these steps should be present in a diverse and inclusive HRM system. To
do it possible, every organization can start from a different place and in a unique
context, but all have room for improvement. In developing a real and complete
diversity management which promotes inclusion, it is important to focus on the
multiple stakeholders, business environment, and the stage of the process of
organizational change. If the conditions of the business environment are supportive,
stakeholders have voice and participation; there is a true commitment to diversity
and inclusion; and the organization can move toward developing more sophisticated
strategies. As Özbilgin et al. (2016) highlight, a strong business case is key in
convincing all organizational actors about the importance of diversity management
and inclusion, “creating a sense of relevance, urgency, and immediacy.”

We have seen in the previous sections the important role that the HRM system can
play in the promotion of equity, voice, participation, and empowerment in the process
of organizational change. Although some practices can change quickly, organiza-
tional change is often a slow and gradual process. In this sense, to be inclusive, it is
essential that policies are aligned, both with each other as well as with the broader
values, strategy, and priorities of the organization. We need to focus on the employee
life cycle to identify diversity gaps in the HRM system and to define how overcoming
barriers to diversity can leverage to a successful continuous change.

Once inclusive and participatory organizational policies are in place, they gen-
erate virtuous cycles that prevent inequalities and discriminations and tend to
support the creation of inclusive organizational environments. Some successful
companies have overcome such obstacles applying several basic principles: engage
managers, promote Social Dialogue and participation, and encourage social
accountability for promoting inclusion. Organizational leaders and other partners
commonly present play an important role in setting the tone for the shift toward
increased diversity and inclusiveness in an organization. Open, effective commu-
nication, as well as clear channels for feedback, optimizes the opportunity for
discussion of issues related to inclusion and discrimination.

Changing organizations requires challenging norms and values that evolve
slowly and are deeply affected by context, culture, and history. Therefore, there is
no only one-size-fits-all template for how organizations can initiate the process of
sustainable change, but with concerted effort from all stakeholders involved, they
can move forward. Taking initial steps—however modest—toward a more inclusive
approach can slowly encourage different group of interest to come together and
push for further change.
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In doing so, organizations can create an enabling environment for such partic-
ipation by building capacity, opening spaces for consultation, and forming alliances
between social partners, including employers, workers representatives, employees,
and unions. These new voices can help to “create momentum” for further change
and for those organizations to look beyond the needs of their current agents. While
the success of such efforts depends on national and local circumstances as well, it is
clear that organizations should lead the way. The continuous change required
should be based on Social Dialogue as an incremental social innovation strategy.

This handbook is the fourth volume in Springer series on Industrial Relations &
Conflict Management. The series takes an interdisciplinary approach; however, it is
firmly based on theories about human behavior in relation to work and
organizations.

The goal of this handbook is to highlight the connections between theory,
research, and practice on diversity and inclusion and how to successfully manage
them through Social Dialogue following the HRM system. In doing so, we integrate
multiple disciplinary perspectives (e.g., management, business, psychology, law,
and sociology) and showcases from different organizational contexts, countries, and
cultures. Starting with a conceptual and legislative approach to diversity and
inclusion in organizations (see Dovidio et al., Chap. 2 and Demetriades, Chap. 4 in
this volume), this handbook teaches how to create and shape inclusive and sup-
portive work environments showing primarily the need for management commit-
ment and organizational code of practices (see Hoel and McBride, Chap. 3 in this
volume). The HRM system is covered by empirical research regarding different
vulnerable groups. And, finally, the Circle of Inclusion is put into practice through
several showcases along the handbook developed in international organizations (see
Patricia et al., Chap. 5; Verschueren and Euwema, Chap. 13; Ramirez and Ramirez,
Chap. 17 in this volume).

Organizations cannot be considered inclusive if inequalities are high or growing,
and decent work opportunities are lacking. Many people remain vulnerable and are
“being left behind” (UN 2016a, b). An initial step toward creating more and better
work for all, which is the main purpose of this handbook, is to address these
inequalities through the whole HRM system, giving voice, and participation with
Social Dialogue as incremental innovation strategy, to achieve the successful
continuous change needed.
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Chapter 2
General Concepts About Inclusion
in Organizations: A Psychological
Approach to Understanding Diversity
and Inclusion in Organizations

John F. Dovidio, Silvia Abad-Merino and Carmen Tabernero

2.1 A Psychological Approach to Diversity

Humans evolved as social animals developing groups and social organizations; in
this sense, the groups individuals identify with continue to profoundly affect all
aspects of social and individual functioning. Social identities delineate those who
are members of one’s group (ingroup members) and those who are not (outgroup
members). Ingroup membership, in turn, defines a bounded community of mutual
trust and obligation that delimit mutual interdependence and cooperation. The
ingroup provides valuable material benefits (e.g., through reciprocity and support)
but also psychological value (e.g., by increasing a sense of security and feelings of
esteem). By contrast, when others are defined as outgroup members, they can
readily arouse threat and elicit competitive orientations, which often justify their
exclusion and exploitation. In complex societies in which people have multiple
roles and diverse identities, the dimensions on which people are included or
excluded can have significant impact on both individuals and organizations.
Diversity can thus either be a valuable resource or a detriment to effective func-
tioning within organizations, depending how it is approached and managed.

In this chapter, we next consider the powerful psychological effects of group
identity and categorization—boundaries that define who is included and who is
excluded. Then, we discuss the two most dominant approaches to managing
diversity in societies and organizations, colorblindness and associated assimila-
tionist strategies compare to multiculturalism. After that, we highlight how
understanding the psychological challenges and benefits of diversity is critical for
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managing the dynamic landscape in which diversity operates within organizations
and to build more inclusive and effective organizations.

2.2 Social Identity and Categorization

Because of the evolutionary significance of group life, people automatically cate-
gorize others as members of the ingroup or the outgroup. This distinction has
profound psychological and social consequences (see Dovidio and Gaertner 2010,
for a review). When they think about others in terms of their membership in the
ingroup or outgroups, people spontaneously value those perceived to be part of the
ingroup more (ingroup favoritism) and often devalue those viewed as members of a
different group. People process information more deeply and accurately about
ingroup than outgroup members (Van Bavel et al. 2008), evaluate them more
positively (Otten and Moskowitz 2000), and communicate more effectively with
them (Greenaway et al. 2015). Also, people typically behave in a spontaneous
cooperative manner in their exchanges with others within their group (Bear and
Rand 2016) and display greater loyalty to their group and its members when
attractive alternatives are available (Van Vugt and Hart 2004).

While cohesion, cooperation, and commitment represent generally positive
organizational qualities, the dynamics of social categorization processes may
compromise these benefits as the boundaries defining group membership unfairly
exclude individuals because of their social group membership. Because of the social
significance of the group distinctions, people automatically—often without con-
scious intention—categorize others based on gender, race, ethnicity, age, disability,
and other socially significant dimensions. This process can create substantial social
divides and fissures that undermine coordination, morale, and performance within
organizations. Internationally, social diversity is rapidly increasing, and thus
understanding the impact of different strategies for managing diversity within
organizations is a critical, pressing issue.

2.3 Psychological Theory and Approaches to Managing
Diversity

Approaches to managing diversity involve two broad types of diversity ideologies,
colorblindness, which is a form of assimilation that focuses on de-emphasizing
different group memberships (Wolsko et al. 2000), and multiculturalism, which
focuses on acknowledging and valuing diversity.
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2.3.1 Colorblindness and Assimilation

Assimilation of members of other groups into a society can take many forms. One
of the most common of such approaches in organizations is colorblindness that
emphasizes a shared identity in place of other (e.g., ethnic, gender) group identities.
If successfully adopted, it has a number of immediate benefits, particularly with
respect to reducing existing intergroup tensions within an organization.

According to the common ingroup identity model (Gaertner and Dovidio 2000;
Gaertner et al. 2016), factors that induce members of different groups (e.g., ethnic
groups) to recategorize themselves as members of the same more inclusive group
(e.g., the particular organization) can reduce intergroup bias through cognitive and
motivational processes involving ingroup favoritism (Gaertner and Dovidio 2000;
Gaertner et al. 2016). Recategorization changes the conceptual representations of
the different groups from an “us” versus “them” orientation to a more encom-
passing, superordinate “we” connection. Creating a salient common identity thus
harnesses the forces of ingroup bias that produce more positive beliefs, feelings,
and behaviors usually reserved for ingroup members, but now extends or redirects
these forces toward former outgroup members because of their recategorized
ingroup status. As a consequence, when members of an organization accept and
endorse a common identity they show more positive attitudes toward each other and
to the organization and are more trusting and cooperative with each other and more
committed to the organization.

However, the effectiveness of colorblindness may be limited both in imple-
menting the approach and in its consequences. Attempts to create a colorblind
community may face resistance, particularly among individual with strong alle-
giance to other identities. Individuals are often reluctant to forsake personally and
socially important group identities (e.g., ethnic group identity) to adopt a new
shared identity. When attempts are made to forge a common identity, they show
resistance and often experience distress (Crisp et al. 2006). Moreover, attempts
perceived as imposing a colorblind ideology within an organization are likely to be
perceived as communicating disrespect to those who identify with other groups. In
intergroup contexts, members of minority and traditionally disadvantaged groups
are highly motivated to be respected by majority and advantaged-group members
(Bergsieker et al. 2010; Shnabel and Nadler 2005), and the failure to acknowledge
their social group identity is perceived as an affront to them and their group
(Apfelbaum et al. 2008). In terms of consequences, emphasizing commonality
through colorblindness while de-emphasizing others, distinct social identities
increase conformity of views and action, narrow the perspectives expressed within
an organization, and reduce the organization’s ability to consider and respond
effectively to the diversity that exists in global markets.
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2.3.2 Multiculturalism

To the extent to which multiculturalism makes different group memberships salient,
it can activate ingroup-outgroup biases and exacerbate intergroup tensions. For
example, emphasizing a multicultural ideology tends to increase stereotyping of
members of other groups (Wolsko et al. 2000). Moreover, this heighten salience can
increase realistic (material) threat or symbolic threat to traditional values and cul-
ture experienced by majority group members and produce social backlash by the
majority group to minority groups (Craig and Richeson 2014; Plaut et al. 2011;
Yogeeswaran and Dasgupta 2014). For these reasons, members of majority groups
support a multicultural ideology less (and a colorblind ideology more) than do
members of minority groups.

However, multiculturalism typically involves more than recognizing and
accepting group differences; it also highlights the positive interdependence of the
various groups. Gaertner and Dovidio (2000), Gaertner et al. (2016) proposed that
thinking in terms of a dual identity, different groups within an overarching common
identity, permits the recognition of distinctive qualities of members of different
groups in ways that support a common identity—conceiving the relationship as
“different groups on the same team.” Thus, group differences in a dual identity, a
form of multiculturalism, are considered a beneficial resource to achieve common
goals. As a consequence, members of majority groups attend more closely to the
needs and ideas of members of minority groups when they adopt a multicultural
perspective than when they endorse a colorblind perspective (Vorauer et al. 2009).
This deeper and more individuated processing promotes dialogue and the exchange
of personalized information, which in turn facilitates perspective-taking and miti-
gates the influence of stereotypes within the immediate interaction and undermines
that application of stereotypes to the group as a whole (Miller 2002; see also Peters
et al., Chap. 12 in this volume). Moreover, dialogue groups, because they recognize
the different perspectives, needs, and experiences of members of different groups
while fostering interpersonal and intergroup connections, foster the kind of respect
between groups that is central to multiculturalism (Gurin et al. 2013).

However, multiculturalism under some circumstances can exacerbate social
discord within an organization. To the extent to which members of a majority group
believe that their identity is not included and respected in multiculturalism, they
respond more negatively to the policy and show greater negativity toward other
groups and may be more competitive in their orientation (Plaut et al. 2011).
Affirming the importance of the majority group within the organization with a
multicultural orientation can also have negative consequences. To the extent that
both subgroup (e.g., ethnic) and superordinate group (e.g., organizational) identities
are salient, people—mainly members of the ethnic majority group or of the socially
dominant in the context—may tend to project the standards of their group as the
standards for the superordinate group (i.e., ingroup projection; Mummendey and
Wenzel 1999). That is, when a common identity is salient for members of different
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groups, members of one group or both groups regard their subgroup’s character-
istics (such as norms, values, and goals) as more prototypical of the common,
inclusive category compared with those of the other subgroup. When this occurs,
the outgroup is judged as substandard, deviant, or inferior, leading to greater bias
between the subgroups (e.g., Waldzus et al. 2004). However, this ingroup projec-
tion effect is ameliorated when the superordinate identity is one that is complex,
including many facets that are necessary and desirable, rather than simple, in which
membership is defined along a singular dimension (Ukes et al. 2012).

2.4 Building XXI Century Inclusive Organizations:
Psychological Challenges and Benefits

Not only do the different approaches to managing diversity psychologically—col-
orblind assimilation and multiculturalism, have different benefits and potential
costs, but their effectiveness depends on many different dynamic factors within
organizations. Thus, colorblindness and multiculturalism may be viewed as com-
plementary rather than competing strategies for managing diversity and inclusion
within organizations. When group tensions within an organization are high,
members of different groups tend to be mistrusting of other groups, sensitive to cues
of bias, and unwilling to engage in behaviors, such as informal contact or coop-
erative actions, that can reduce intergroup anxiety and promote organizational
cohesion—not simply because of their personal negative feelings but also because
they anticipate rejection by members of the other group (Shelton and Richeson
2005). Under such circumstances, emphasizing diversity can create even greater
psychological and social divide (Insko et al. 2001). Thus promoting a sense of
common identity—a key element of colorblind assimilation—among the members
of different groups may be a critical first step to relieve tensions and create a
foundation for mutual trust. Organizations and their Human Resource Management
System play a key role in developing collective codes (see Hoel and McBride,
Chap. 3 in this volume) and learning as an effective answer to promote inclusive
leadership and workplaces (Workman-Stark 2017).

Although establishing a sense of common ingroup identity is challenging during
periods of intergroup tension and conflict, it is possible. Indeed, the issue of conflict
is one that the groups already have in common. Kelman (2005), for example,
described the activities and outcomes of a program of workshops for Israeli and
Palestinian leaders designed to improve intergroup relations and to contribute to
peace in the Middle East. These workshops attempted to create a sense of com-
monality by emphasizing common fate in terms of the existential interdependence
of the groups: The long-term fates of Israeli-Jews and Palestinians in the Middle
East are inexorably intertwined, and mutual cooperation is an outcome that is more
desirable to both groups than is conflict. After conflict is allayed and opportunities
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are introduced to induce cooperation between members of different groups to
achieve mutually desirable goals (superordinate goals; Sherif et al. 1961) formal
acknowledgment of group differences can be reinstated, but in a way that highlights
how these differences contribute in essential ways to the successful accomplishment
of these goals.

While this emphasis on commonality and colorblindness can have some
immediate organizational benefits, harmony achieved through colorblindness can
be unstable. One reason is that groups have different orientations toward color-
blindness depending on their status (Verkuyten and Martinovic 2012). Members of
traditionally advantaged groups tend to prefer colorblindness over multiculturalism.
One reason, which may not represent conscious intention, is that colorblindness
tends to be system-justifying (Jost et al. 2015)—it reinforces traditional standards,
policies, and procedures, which tend to favor members of already advantaged
groups. By contrast, members of traditionally disadvantaged groups, within orga-
nizations as well as societies, generally favor multicultural approaches and policies,
which convey respect (Bergsieker et al. 2010) and affirm and empower (Shnabel
and Nadler 2005) their group. Moreover, colorblindness can cloak group-based
disparities, for example, in opportunities and achievements, within an organization;
to the extent to which group memberships other than the common organizational
group identity are de-emphasized, disparities between the subgroups within the
organization often go unnoticed or unaddressed (Dovidio et al. 2016). Thus, unless
there is salient, concrete evidence that subgroups are appropriately represented in
high-status positions within the organization, members of minority groups are
suspicious of colorblind policies, which erode their interest in and commitment to
the organization (Purdie-Vaughns et al. 2008).

Adopting forms of multiculturalism that acknowledge both difference and
commonality may be less comfortable and arouse more intergroup tensions than
emphasizing only common identity, colorblindness, and assimilation, but these
potentially negative effects may be relieved when diversity is seen as essential to
organizational identity. When an overarching organizational identity is represented
as one that is more complex and in which different groups are not only included but
also integral (e.g., by highlighting the importance of diversity), members of tradi-
tionally advantaged groups are less likely to project their group’s standards onto the
organization, and they are more likely to accept members of other groups within the
shared organization identity. As a consequence, they have a more positive orien-
tation to diversity and difference. Members of traditionally disadvantaged groups
experience a greater sense of belonging in organizations that espouse a complex
identity that they perceive is inclusive of their group. As a result, they experience
less stress and less interference with their cognitive functioning, which enhances
their personal productivity, as well as their organizational commitment (Cheryan
2012).

In the long term, respecting difference within the context of common connection
can reap social and material benefits for both majority- and minority-group
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members, as well as for the organization as a whole. People show greater inte-
grative complexity (Antonio et al. 2004) and display greater creativity in diverse
than homogeneous groups (Crisp and Turner 2011; Leung et al. 2008), and when
diversity is acknowledged and respected people are more open and motivated to
learn from each other (Migacheva et al. 2011; see also Hahn et al. 2014).
Endorsement of a dual identity and the adoption of a multicultural perspective can
thus motivate members of majority groups to perceive the value of the distinctive
potential contributions of members of different group and communicate the respect
that minority-group members seek in their intergroup interactions in ways that
promote understanding and acceptance of diversity for common advantage. This
collectively generated environment favors social dialogue and facilitates the cre-
ation of integrated inclusive values, policies, and practices at organizational level.

2.5 Conclusion

Groups are essential to human existence, both evolutionarily and in contemporary
life. Group identity has potent effects psychologically. It can bring individuals
together: People automatically value others whom they see as members of their
group and willingly cooperate with them to promote the interests of their common
group. Group identity can also divide: People value members of other groups less
than members of their group, and are more spontaneously competitive and
mistrusting toward them. The challenge of diversity in organizations is thus to
recognize that diversity is the “social default”—that the world is diverse—and that
managing diversity effectively is critical for attracting, retaining, and maximizing
the productivity of employees for the organization. However, this management
requires a thoughtful and informed balance between stressing commonality—at its
extreme colorblindness—and difference within the context of common identity or
cooperative relationships among groups. Understanding the psychological
dynamics of group identity can thus help leaders respond nimbly and effectively to
the social circumstances of their organizations. Intergroup relations are dynamic,
often shaped by broad social influences outside the organization, and so assessment
of organizational clime and knowledge of psychological process are critical to
developing and applying the appropriate policies to cultivate the significant benefits
that diversity offers. Social dialogue promotes organizational change to help
achieve more inclusive workplaces (Gurin et al. 2013; Munduate et al. 2014). These
dialogues, however, require both organizational commitment, reflected in man-
agement’s inclusive policies and practices, and the reinforcement of positive atti-
tudes and behaviors in the reward structure of the organization. When nurtured and
supported, diversity and difference can be valuable resources and can enrich the
experiences of both majority- and minority-group members within the organization.
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Chapter 3
‘Getting In,’ ‘Staying In,’ and ‘Moving
On’: Using Standards to Achieve Diversity
and Inclusion

Helge Hoel and Anne McBride

3.1 Introduction

The British Standards Institution (BSI) provides standards for UK organizational
activity. At their core, standards contain advice about organizational performance
and knowledge about how to succeed, in a distilled form. Despite its UK base, the
BSI’s operation is global in scope, assisting organizations with achieving standards
through accreditation and advice. In this, the BSI parallels the work of international
standards bodies such as the International Standards Institution (ISO). Whilst
standards in connection with organizational activities such as occupational health
and safety (BS OHSAS 18001), quality management (ISO 9001), and social
responsibility (ISO 26000) are well known to many, the BSI has recently embarked
on a process of developing standards for management systems for ‘valuing people
at work’, a process facilitated by the BSI and carried out by means of broad
stakeholder involvement. This is new territory for BSI as this is the first British or
indeed, first standard altogether which relates directly to the management of people
within an organization.

It is a fundamental premise of this new standard (BS 76000) (BSI 2015) that
people are inherently valuable—they are an organization’s biggest asset and should
be treated as such. This standard provides a management system or framework for
any organization to put processes in place that will help harness the relationship
with their members and assist in realizing people’s potential whether in terms of
knowledge, skills, experience, behaviors, and attitudes. In line with BSI’s adher-
ence to principles of sustainability, it is envisaged that the new standard will also
contribute to sustainable operation, ensuring current and future success. The stan-
dard was developed using a collaborative, consensus-based approach, drawing on
expertise from a range of employers, trade unions, academics, and a variety of
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industry bodies, including the Chartered Institute of Personnel and Development
(CIPD), which from the start has played a key role in initiating this undertaking.

To support the practical application of the standard, a new set of management
Codes of Practice (CoPs) are currently being developed, themselves free standing
standards, the first of which focuses on Diversity and Inclusion, which is the focus
of this chapter. The uniqueness of this Code is its focus on people being a value in
themselves and is based on the same set of high-level values and principles for
valuing people in an organization (BS 76000):

(a) People working on behalf of the organization have intrinsic value in addition to
their protections under the law or in regulation, which needs to be respected;

(b) Stakeholders and their interests are integral to the best interests of the
organization;

(c) Every organization is part of a wider society and has a responsibility to respect
its social contract as a corporate citizen and operate in a manner that is
sustainable;

(d) A commitment to valuing people who work on behalf of the organization and
meeting the requirements of this standard which are made and supported at the
highest level; and

(e) Each principle is of equal importance (BSI 2015).

Together these principles form a holistic approach to valuing diversity and
inclusion. They go beyond any legal requirements, engaging with organizations
with respect to what they could and should do to improve diversity and inclusion.
The language of the code is therefore normative, giving directions as to what
managers should be doing. The informative role of the Code should also be
emphasized as it provides information about a wide array of activities necessary to
meet its requirements, points in annexes to relevant regulations which organizations
must uphold but which themselves do not form part of the standard, and gives
details about management systems necessary to ensure its application and uptake.
Whilst statutory obligations with respect to equality and diversity focus on the
rights of protected groups with the aim of preventing discrimination (e.g., Equality
Act 2010), the Code goes further to ‘capture individual difference, life experience,
and social context.’ Furthermore, a unique aspect of this Code is the requirement for
communication and dialogue about diversity and inclusion with a broad range of
stakeholders within and beyond the organization including customers and clients,
communities and supply chains.

To develop the standard, a BSI sponsored fifteen strong working party ensuring
broad stakeholder engagement was assembled. The working party encompassed
members representing organizations within private industry such as construction
and transport industry, the public sector including representatives from universities,
key industry bodies such as CIPD, Advisory, Conciliation and Arbitration Service
(ACAS) and the Chartered Institute of Management (CIM), as well as private
consultancies, all with broad expertise in the area of diversity and social inclusion.
To support the development of the CoP and ensure its validity, the development
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was supported by a broad evidence-based literature review (FairWRC 2015)
undertaken by a collective of academics from the University of Manchester’s
Fairness at Work Research Centre (FairWRC), all acknowledged experts within
subjects associated with equality, diversity, and inclusion.

In this chapter, we outline and discuss the dynamic development of the Code of
Practice, its scope, and principles on which it rests, assisted by definitions of
diversity and inclusion. Although the rationale for the Code resides in the intrinsic
value people represent to the organization, its potential benefits are highlighted. As
the CoP is set to look beyond the strict confines of the organization with the aim of
influencing others and aligning their practices and behaviors with those of the
organization, we draw attention to such processes, their objectives, and their
prospective impact on diversity and inclusion. To get a clearer picture of the CoP
and its normative recommendations, extracts and examples from the Code are
provided and discussed under the headings ‘getting in,’ ‘staying in,’ and ‘moving
on’ capturing the entire cycle of employment. Where appropriate these are sup-
plemented with comments from the academic debate on the issues. To ensure the
CoP’s successful implementation and effectiveness, it comes with a set of recom-
mendations in terms of management systems and leadership requirements, some of
which we will touch upon. Moreover, with the CoP concerned with continuous
development and improvement, particular attention is given to the concept of
maturity and the role of benchmarking in achieving this. Finally, in a concluding
section we discuss some of the key strengths and potential weaknesses of the
approach.

3.2 Developing the Code

The fifteen strong working party or writing panel has since its formation played a
key role in developing the CoP. To ensure compatibility with other relevant BSI
standards (BS 76000) and adherence to BSI practices, norms, and legal require-
ments, the panel’s work has been facilitated by the BSI secretariat whose repre-
sentative has acted as panel secretary, including providing minutes of meetings,
revising drafts to ensure adherence to BSI linguistic requirements, and providing
advice on the process. Moreover, despite the fact that the panel at the outset was
given clear instructions with respect to expectations and overall scope of their task,
there was considerable freedom in developing the content of the standard as well as
its scope. From the start, the panel acted as a collective, gradually developing the
Code section by section, through inputs by individuals or groups, and through
discussion at and between meetings. Although the resource document (FairWRC
2015) referred to above-provided important insights and guidance, members also
relied on their own expertise and insights in offering clarity and innovation to the
process. For example, the resources document does not discuss the process of
bringing the relationship with the organization to an end, which in the current
version of the Code is organized under the heading ‘moving on.’ In line with this,
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by arranging the organization’s activity to achieve diversity and inclusion under the
headings ‘getting in,’ ‘staying in’ and ‘moving on,’ rather than more familiar labels
such as recruitment and selection, the panel initially agreed that these labels better
captured the totality of activities or responses required (although there were some
differences when the panel expanded at a later date). Equally, whilst the scope of
the standard at the beginning in its entirety focused its recommendation on the
organization itself, the arrival of new panel members with different experiences and
outlooks midway through the writing process inserted new ideas and energy into
the process, particularly with respect to expanding the scope beyond the organi-
zation. Thus, with a focus on influencing others, it was agreed after considerable
discussion to expand the scope to address customers and clients, supply chains, and
communities. It should be stressed that arriving at an agreed draft is not an easy task
as the broad composition of the panel also suggested considerable differences with
respect to political views and priorities as far as diversity and inclusion are con-
cerned and the method by which such objectives are best achieved. The application
of positive action is one such example where some members consider this as
resembling positive discrimination which in most cases is not permitted in the UK,
whilst others emphasized that the law clearly allows for positive actions where
initiatives primarily are seen to enable people from disadvantaged or dispropor-
tionally represented groups to compete for jobs, promotions, etc., on a level playing
field. The panel in most cases reached consensus through discussion and negotia-
tion. Where disagreements persisted, for example, the definition of diversity and
inclusion (see below) existing BSI definitions were invoked. It should also be noted
that as the current draft no doubt will go through further changes and transitions
following the public consultation period, any reference to details in the Code in this
chapter should not be taken as evidence of the final Code, but seen as examples of
the ongoing thinking underpinning the standard.

3.3 Principles and Definitions

In terms of its scope, when successfully launched the CoP will represent a holistic
approach to diversity and inclusion where people are valued for what they are and
where the dignity of everyone at work (and beyond) can be realized. It also rests on
the assumption that organizations respect and comply with regulations and statutory
requirements to ensure equality of treatment of their members. In this respect, it is
worth noting that any requirements that go beyond the organization cannot be
legislated for in the first place. As the standard focuses on voluntary requirements
over and above the statutory ones, it does not provide or describe any minimum or
base-line level of compliance. Instead, it urges organizations to note and internalize
the imperative of moving toward a more diverse and inclusive workplace as this is
considered as being of self-interest with respect to the success and sustainability of
the organization. It sets out an approach which combines recommendations for
reviewing, valuing, and undertaking an approach to diversity and inclusion based

36 H. Hoel and A. McBride



on a set of principles. It applies to and is intended to be realized in any organization
irrespective of size, sector, or degree of development or maturity. It is written to
recognize that organizations differ, and it therefore leaves it to employers and
decision-makers to decide which path to follow. It should, therefore, not be con-
sidered a set of specific actions to be undertaken, but gives normative recom-
mendations in terms of policies, practices, processes, and behaviors.

Two working definitions were central to the development of the Code: diversity
and inclusion (BSI 2016).

“Diversity—recognition of the differences and similarities between people in
society such that people are both unique as individuals but may share characteristics
that are defined through demographic attributes and/or historical, economic, and
cultural exclusion.”

This definition amalgamates a view which focuses on individual uniqueness and
difference (e.g., Wilson and Iles 1999) with a more traditional equality approach
which, to a greater extent, emphasizes social group membership (Hoque and Noon
2004), paying attention to both aspects of diversity.

“Inclusion—this is the approach an organization takes, and the infrastructure it
puts in place, to recognize, value, and embed diversity within its operations and
relationships with customers/clients, supply chains, and communities, and ensure
that everyone has the same chance to do what they can.”

The definition highlights that adopting an inclusive approach to diversity would
require a relevant organizational framework for its development, implementation
and maintenance, and willingness based on internalizing the imperative of the
approach to embark upon a long-term journey toward greater diversity and inclu-
sion. By focusing on what people can do rather than necessarily on what they are
doing, it draws attention to the need to remove any obstacles to participation and
contributions (Robertson 2006). Moreover, by signaling the need to incorporate
relationships beyond the confines of the organization, it recognizes the opportunity
for organizations to influence others in their mutual striving for diversity and
inclusion. This issue will be explored in more depth below.

3.4 Benefits of Adopting This Standard

Whilst the justification for this standard resides in the inherent or intrinsic value of
people and what they bring to the organization, implementation of the standard is
likely to provide a variety of benefits whilst simultaneously mitigating potential
risks. Three levels of benefits can be identified: first, there is a convincing business
case for implementing this standard within organizations and their associated
supply chains. It could be argued that changing socioeconomic realities makes a
diverse workforce an imperative and a necessity rather than a choice. Being diverse
and socially inclusive minimizes the risk of being unable to attract prospective
employees from a wide pool of talent. A diverse workforce better represents the
wider world and the local community within which it is located. It does this by

3 ‘Getting In,’ ‘Staying In’ and ‘Moving On’: Using … 37



broadening the customer base, assisting businesses in becoming more adaptable and
responsive, and addressing their products and services appropriately and encour-
aging sensitivity to new markets (BIS 2015). A diverse and socially inclusive
workforce also assists in enhancing reputation and improves responsiveness to
vacancies through recruitment from within local communities (Wilson and Iles
1999). Internally, greater diversity contributes to improved decision-making,
problem-solving, creativity, and innovation. It increases the pool of talent and
reduces loss of talent due to unwanted levels of attrition through turnover. In this
way, it realizes human capital by improving learning opportunities, improving skills
utilization, and reducing loss and waste (BIS 2015). Equally, it improves the per-
ception of fairness and dignity with positive implications for productivity and job
satisfaction. It improves service provision and reduces the risk of mistakes and
accidents affecting customers/clients (e.g., improves accuracy and sensitivity in
communications to different stakeholders), thereby lowering potential costs of
compensation and liability.

Second, adhering to this standard brings benefits to individuals by better ful-
filling their capabilities, needs, opportunities, and personal growth, increasing
happiness and contentment in the job, improving wellbeing, job-security, and
personal safety. It assists in improving a better balancing of personal life and
working life, e.g., fulfilling roles as parents, and enhancing opportunities for par-
ticipation and social relationships. Such a transparent approach enhances the social
role and public perceptions of the management processes and the organization.

Third, greater long-term social value can be achieved through more inclusive
policies, procedures, and behaviors. Such policies can increase social mobility,
thereby reducing social problems, and health and welfare expenditure as a whole,
and make society more cohesive and, therefore, more stable. Furthermore, by
strengthening the opportunity to work flexibly and thus maintaining contact with
the workplace throughout the various life-stages, labor markets, and the pool of
workers can be increased, producing gains for society in terms of productivity as
well as expanding the capacity to cater for those in society who require care.

Altogether, whilst adhering to this standard no doubt will represent a cost to
organizations, the many potential benefits pointed out above suggest that they are
likely to be outweighed by the benefits accrued and the overall reduction of risk.

3.5 Influencing Others: Going Beyond the Organization

It is recognized that for diversity and inclusion to become a reality, it needs to go
beyond the organization itself to include relationships with customers/clients,
communities, and supply chains which operate at the boundaries of the organization
or within which organizations are located, directly, or indirectly. It follows that the
nature of this relationship, whether manifest in policies, processes, practices,
behavior, or attitudes, would impact on the ability to achieve diversity and inclusion
within the organization. For example, different practices and attitudes to flexible
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working or personal conduct, say workplace bullying, could lead to disagreement
and tension at the interface of the organization itself and the contracting
organization/supplier, creating conflicts within the respective organizations as well
as between their members when occupying the same space. Potential for conflict
and tension also applies to interactions with customers where the conduct of either
party may be perceived to breach acceptable standards. Consequently, it is con-
sidered essential for organizations to influence these relationships where they can as
any change or progress would be mutually beneficial. Vis-à-vis communities this
could mean providing opportunity for work in the locality or support to local
activities, at the same time, from the organization’s perspective, raising awareness
of their products/services as well as any future work opportunities, thus assisting
with workforce planning.

Influence can be achieved by means of engaging, consulting, and indeed, when it
comes to suppliers, contracting. The exact form this influencing would take would
depend on the nature of the relationship and the context within which it takes place.
For example, although they depend on market factors, organizations will have
considerable opportunity to influence their supplier, whether through dialogue and
consultation or more directly via procurement obligations reinforced in contracts.
Where relationships are long-term the opportunity to align policy and practices
would increase as deeper understanding for the value of diversity and inclusion
increases. Similarly, through monitoring of interactions between the organization’s
service providers and customers/clients, need for improvement in terms of
demonstration of inclusive behavior can be identified and expectations expressed
through dialogue and consultation. This would apply equally whether the practice
or behavior identified in this way resides in the organization or its service providers
or indeed is exhibited by customers/clients. Where the customer relationship is
ongoing and long-term, there may be a need to involve customers more closely in
the development of policy and practices affecting diversity and inclusion. Finally,
when it comes to opportunities to influence and engage with communities this
would depend upon context and strategic consideration but will involve a combi-
nation of exploring the situation, engaging with the community and consulting with
regard to policy and practices.

3.6 Implementation: From Principle to Action

To give the reader a feeling for the details or specifics of the standard or CoP, we
provide some examples from two of the Code’s sections, detailing starting the
relationship (‘getting in’) and continuing the relationship (‘staying in’), and discuss
how these fit in with the overall approach in achieving diversity and inclusion. (For
a comparison see also the Circle of inclusion through social dialogue in this book’s
introductory chapter.) At the outset, one should note that to address these issues
effectively, the advance toward greater diversity and inclusion would combine a set
of relevant objectives, policies, practices, and behaviors. Moreover, to highlight the
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complexity of the issues and address the potential obstacles for the full realization
of the Code, we engage with the public debate on these issues. Please also note that
the extracts provided here from the Code may diverge from the final CoP due to
further revisions following the consultation process.

Getting in.

The objective set out in this part of the Code is to arrive at a fair selection and
recruitment process with minimum bias in a way which achieves a ‘skilled, talented
and more diverse workforce’. The ‘getting in’ phase would include the following
actions or processes:

• Job design
• Candidate requirements and expectations
• Attracting candidates
• Candidate search
• Shortlisting of candidates
• Selection process
• Appointment decision
• Feedback and evaluation.

Here, we will look particularly at some of the normative recommendation asso-
ciated with ‘candidate attraction’. A smaller group of panel members provided the
first draft on this section which has subsequently been changed and revised in
plenary panel discussions. As this issue is well covered in the resource document
(FairWRC 2015), we draw extensively on this here to provide justifications for the
way issues with widening participation are covered in the Code (see below).

Central to this approach is the aim of achieving social mobility through widening
participation, acknowledging that ‘who you know,’ rather than ‘what you know’
often may impact on recruitment processes (see Salgado et al., Chap. 7 in this
volume). The term ‘widening participation’, thus, refers to fair access to jobs and
higher education in order to ensure social mobility. With regard to jobs, the term
equally applies to attempts to open up entry-level jobs to those who are
marginalized and socially excluded (McBride and Mustchin 2013) as well as the
opening up of professions or jobs previously considered closed to other than a
narrow section of potential recruits (e.g., from a narrow set of elite universities or
social backgrounds) (Morley 2007).

Unfortunately, widening participation efforts have often been frustrated by a
narrow business case outlook. For example, Ashley’s (2010) UK study of law
firms’ initiatives to widen access to those candidates from non-traditional
backgrounds/non-elite universities was thwarted by the business imperative to
project a particular type of reputation for clients. Such a strategy was deemed too
‘high risk’, with managers believing it did not make business sense to employ
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people who did not fit the Oxbridge mold. This example indicates the need for
organization-wide dialogue and agreement and support of senior and line man-
agement, if changing norms is not to be problematic.

The importance of an organization-wide approach is further underpinned by the
findings of the CIPD report on talent management and diversity, where firms who
did try to employ diverse candidates soon found that candidates would leave
because they did not feel that they belonged (CIPD 2010). Research also indicates
the need for a critical mass of competitor firms to commit to change at a similar
pace, as any single organization would fear implementing a new approach to
recruitment in case it was only their brand being compromised (Ashley and
Empsom 2013).

Exclusion experienced by particular social groups may be facilitated by the
greater focus on employability by employers (see Peters et al., Chap. 14 in this
volume). For example, with more than a quarter of graduate positions filled by
individuals who had previously worked for organizations as interns or through
work experience schemes (AGR 2015), the current focus on employability might
disadvantage those graduates who cannot afford to work without compensation or
who cannot rely on nepotistic processes used to allocate work experience place-
ments (Rolfe and Anderson 2003). Research by Browne (2010) indicates that 69%
of interns in financial services are on traditional entry pathways and attended one of
the top universities (FairWRC 2015). This issue was also addressed at a break-out
session at the launch of the BS 76000, where the extensive use of internships was
seen as a key barrier to social mobility with organizations encouraged to find
alternative and more democratic ways of filling such posts rather than relying on
personal recommendation.

Let us look at how the Code addresses these issues in codified form having
explicitly emphasized the importance of using a multitude of avenues to attract
talent, and as addressed in the discussion above, acknowledging that each mech-
anism carries its own strengths and weaknesses.

The following are some of the aspects identified by the panel in an earlier draft
as being essential to widening participation:

To broaden outreach and attract candidates from a wider pool of people,
organizations should ensure that:
opportunities are promoted broadly and transparently using a range of
methods and media private recruitment agencies have a clear understanding
of the roles being advertised and the organization’s culture and commitment
to diversity and inclusion;
private recruitment agencies have a clear commitment to diversity and
inclusion and are able to demonstrate this in measurable and transparent
ways;
the wording of advertisements accurately describe the purpose and objectives
of the role and is inclusive;
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Also,

Targeted activities should be provided to members of under-represented
groups to better prepare them for the process of recruitment and selection.
Such action of this kind should be underpinned by statistical analysis of
excluded groups and its justification widely communicated within the
organization.

The above list of normative recommendations/requirements emphasizes the
complexity of the task and the challenge for the organization. Here, we will par-
ticularly draw attention to the issue of targeted actions. This implies that positive
action should be applied where it is statistically justified, in other words, where
certain groups are disproportionally disadvantaged or where the organization has a
particular need to become more diverse.

Staying in—Continuing the relationship

As the subheading implies, this section incorporated a series of activities linked to
diversity and inclusion and associated with maintaining and developing the
employment relationship. Whilst some of these activities will apply to and affect
members of organizations in different ways, e.g., learning and development and
compensation/benefits, others by contrast target systems or infrastructure that would
apply in a similar way to all employees, e.g., health, safety and wellbeing.

Overview

• Induction
• Appearance
• Job quality
• Working time
• Compensation and benefits
• Promotion
• Performance appraisal
• Coaching, mentoring and employee networks
• Learning and development
• Relationships
• Voice and representation
• Health, safety and wellbeing

Under the heading Relationships (colleagues and supervisors), the Code
addresses a number of issues associated with workplace dignity. In terms of
behavioral conduct associated with dignified work experience, the CoP
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acknowledges that boundaries for acceptable/unacceptable behavior need to be
discussed, agreed upon and communicated within the organization. A more diverse
workplace would also have a greater need for such dialogues to avoid unnecessary
conflict and social exclusion. An interesting point associated with this issue was
raised at one of the writing panel’s meetings, where it was pointed out that for
people unfamiliar with work due to long-term unemployment or no previous work
experience, such an approach is paramount in order to avoid social exclusion of
such workers due to potential norm-breaking behavior. Moreover, as standards for
what is considered acceptable behavior will change over time, examples provided in
local policies must change accordingly. Following a discussion at another meeting
it was agreed to focus more attention on the need for role modeling of behavior, as
emphasized by ACAS (2015), with managers perceived to play a particularly
important role in setting and reinforcing such standards. However, this may not
always be straightforward given that line managers frequently are identified as the
alleged perpetrators in bullying scenarios, with accusations of bullying often
emerging in response to performance management issues, and these, therefore, may
be contested and downplayed by managers (Harrington et al. 2012). Still, for
anti-bullying policies (or alternatively Dignity at Work policies) to be effective they
would require commitment from senior management, which needs to be demon-
strated in deed as well as in writing. This is seemingly often a sticking point with
bullying policies often being considered ineffective (ACAS 2015; Rayner and
Lewis 2011), mostly due to a lack of real commitment from the top.

In recent years there has been a concerted effort in the UK to seek to shift
organizational responses to conflict from formal methods (e.g., disciplinary and
grievance) toward a more integrated, strategic and informal approach, e.g., through
a greater use of mediation and management training in conflict management skills
(see Deakin, Chap. 11 in this volume). As dealing with conflicts can be expensive
for organizations, addressing conflict in a more efficient and cost effective way has
been on the policy agenda for a number of years (e.g., Gibbons 2007). It is rec-
ognized that mediation can help facilitate understanding of the situation and lay the
foundation for an improved relationship. However, it is potentially contentious to
use workplace mediation and/or other informal mechanisms to deal with issues of
harassment and discrimination where an employer may have a legal duty or an
employee may have a legal right under current legislation. Moreover, there is also a
risk of privatizing and personalizing potential structural and societal problems, e.g.,
by reclassifying sexual harassment as an interpersonal issue and denying organi-
zations an opportunity to learn and develop (Deakin 2014; see Deakin, Chap. 11 in
this volume). This is particularly the case where being in a socially exposed
position, or being part of a minority, has been shown to increase the risk of bullying
(Einarsen et al. 2011). In this respect UK research has consistently identified dis-
abled workers (those with learning difficulties and social/emotional disabilities in
particular), gay, lesbian and bisexual workers as well as younger workers as being
at particular risk (e.g., Fevre et al. 2012; Hoel et al. 2014).

The above findings are compelling reasons for organizations to develop systems
to deal with complaints of unacceptable behavioral conduct, including bullying and
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harassment (ACAS 2015; BIS 2011; CIPD 2015). To address such complaints,
organizations should have in place a formal procedure which highlights the right to
have one’s complaint investigated, emphasizes impartiality, gives opportunity for
voice for all parties involved and addresses issues of support/representation
(ETUC/BUSINESS EUROPE/UEAMPE/CEEP 2007; Hoel and Einarsen 2011).
One may also argue that for such processes to be fair they need to make adjustment
to the processes which allows for full participation, thus giving real opportunity for
voice and involvement.

Below are extracts from an earlier draft of the Code which show how the panel
addressed some of the issues discussed above.

The organization should work to ensure that, when at work, staff are treated in a
respectful and dignified manner and free from abuse, harassment, bullying and
violence from any source.

The organization should have a dialogue about uncivil behavior and what
behavior is considered acceptable and what is not conducive to an inclusive
environment. Any identified boundaries should be regularly revisited in the light of
changing social norms and standards.

Managers should be exemplars or role models and also, in turn, they should
encourage their staff to exhibit inclusive behavior, undertake to role model inclu-
sive behavior and challenge unacceptable behavior.

An explicit organizational commitment to adherence to agreed behavioral
standards should be expressed in internal policy documents. Policies should
emphasize top management commitment to upholding these standards and also
managers’/workers’ duties to comply, including implications for anyone who fails
to uphold and comply with the standards.

A range of alternative routes should be provided for dispute resolution including
formal and informal processes, including voluntary mediation where this is
available.

There should be opportunities given to any stakeholder to file a formal com-
plaint of breach of policy/standard. In the face of allegations, the organizational
response should be to maintain a spirit of curiosity and enquiry to avoid perpet-
uating a ‘blame’ or defensive culture or one that results in victimization of the
complainant or witnesses.

Necessary adjustments should be made to formal processes (including investi-
gations) in relation to individual circumstances to facilitate access and full par-
ticipation in the process of investigation.

3.7 Maturity and Benchmarking

The Code recommends that organizations need to assess their own practices in
order to measure any progress made with respect to diversity and inclusion. Many
organizations may already have implemented some of the requirements of this Code
but may still have some way to go before they can be seen to fully comply with the
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Code in its entirety, or reach what we here will refer to here as ‘maturity’ in terms of
their involvement with and integration of diversity and inclusion issues within their
organization (this is illustrated in Fig. 3.1). Here, maturity is measured across three
dimensions: breadth of coverage, depth of coverage, and level of integration.
Specifically, breadth of coverage refers to the number of practices utilized in the
organization to support diversity and social inclusion. Depth of coverage is indi-
cated by the number of workers and staff groups covered by these practices. Finally,
given the holistic nature of the approach set out in the CoP, integration would refer
to the ability to connect and link the various activities associated with the full cycle
of employment involving the three stages ‘getting in,’ ‘staying in’ and ‘moving on.’
As the current standard goes beyond the organization, requiring organizations to
influence others, breadth, depth, and integration would also apply to such practices
with the more mature organization more likely to engage in influencing processes.
Whilst the figure illustrates clearly the three dimensions of maturity, it is less
successful (and therefore not pursued in later drafting) in showing the dynamics of
the process, and the role of feedback loops, with successful implementation in some
activity areas likely to benefit and encourage progress in others.

When assessing the degree of maturity, it is also necessary to evoke the concept
of embeddedness. This would refer to practices, procedures, and behaviors taking
hold within the organization to the extent that they become part of its fabric or
culture. In other words, they become part of the normal way of thinking and ‘doing
business’ until at some stage one may anticipate that policies will not be needed in

Fig. 3.1 Model of diversity and inclusion maturity
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the same way as their activities will be second nature to the organization, or simply
‘the way we do things here’.

As with other standards, it is envisaged that at some stage organizations might
wish to measure themselves against the success of others as is common for other
national or international standards. Such benchmarking, however, requires the
establishment of proper auditing systems which in our view are best placed with
external providers, who more objectively can assess performance. Organizations
which are driven by the conviction that diversity and inclusion are a value in their
own right, but also good for business, may have little need for such benchmarking,
although they may want to communicate their achievements and success more
broadly to their members, customers/clients, suppliers, or the community. But for
those who are less convinced, benchmarking might seed the idea and spur interest
in diversity and inclusion, setting them on course for gradual compliance and
maturity.

3.8 Leadership Commitment: Direct—Resource—
Communicate and Monitor

In the previous sections, we have looked in some detail at the processes and
activities involved in achieving greater diversity and inclusiveness. Here, we will
emphasize the role of leadership which is derived from the overarching standard of
Valuing People (BS 76000). It is emphasized that development, implementation,
and maturity of approach would rely on senior or top management commitment
manifested in behavior and actions taken to ensure the realization of the Code. In
practice, this would be brought about by means of a series of integrated policies,
practices, objectives, and processes to target and drive forward diversity and
inclusion within the organization. Real top management commitment would start
with an understanding of the necessity of adopting such an approach, be it eco-
nomic or social, and the need to integrate this with other organizational policies and
processes, including practical ways of ensuring reporting and internal communi-
cation. To ensure effective communication, attention needs to be paid to the
inclusiveness of the communication channels and formats adopted given the sen-
sitive nature of many of the issues concerned. However, whilst providing clear and
unequivocal support and direction to the approach is a precondition for its uptake
and gradually embedding it within the organization, providing the necessary
resources, whether human, organizational, or financial would be a requirement for
its sustainability.

It is acknowledged that for any diversity and inclusion policy to be effective and
indeed sustainable, it needs to be relevant and appropriate for the organization itself
and the context within which it operates, including its size, resources, labor market,
or local community. The policy itself provides a ‘framework for setting and
renewing objectives for the approach to diversity and inclusion’ (BS 76005) and the
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adoption of the requirement of the CoP as it may apply to the organization. It would
emphasize in writing the organization’s commitment to diversity and inclusion,
highlight rights and opportunities, as well as describing roles and responsibilities.
This would include assigning roles and responsibilities with respect to development
and integration of policy with other policy frameworks, establishing effective
governance and opportunity for involvement in its development, implementation,
and governance, for example by establishing an organizational steering group. To
give direction, and ensure adaptability, compliance and a continuous steer toward
maturity, including influencing others, would require a series of ongoing activities
as well as the establishment of feedback loops to senior management for ‘reporting
on performance’. Practically to ensure senior management accountability, it is
acknowledged that the responsibility for the policy’s implementation, monitoring
its effectiveness, and carrying out any necessary revisions should be allocated to a
named senior manager.

Moreover, to ensure its uptake, it should be easily available to any organizational
member or stakeholder, posted on the organization’s intranet and communicated
widely, for example in conjunction with induction or training. Stakeholder
awareness and expectations would themselves contribute to put pressure on senior
management to live up to its commitments.

3.9 Managing Change

Following on from the previous section, the BS 76000 on Valuing People also sets
out in detail the management system needed to ensure that change or maturity with
respect to diversity and inclusion can be achieved. It is envisaged that the workforce
is involved in this process, and this would also mean giving voice to worker
representatives. This comprises the following activities: understand, decide on
actions, identify objectives, identify competencies, identify resources, raise
awareness, communicate, and control. Here, we will limit ourselves to pointing out
the importance of some of these integrated activities all of which are needed for
successful implementation.

It can be argued that understanding the nature of the context within which the
change would take place is paramount for a successful outcome. In other words,
one needs to know what opportunity exists with respect to diversity and inclusion,
and equally, what risk there may be in ignoring it. Such a scoping exercise would
incorporate understanding the people at work, their jobs, the work environment in
which they are located as well as products and services offered. As far as the
competences required are concerned, this refers in particular to those in charge who
will be introducing, overseeing, and coordinating. As part of such an exercise,
competences sought should include behaviors and attitudes necessary to role model,
lead, and inspire. Finally, whilst communication is key to raising awareness and
ensuring that people are on message, if objectives are to be met, control and
monitoring systems are essential, ensuring that the process and its outcomes are
documented and any necessary revisions and corrective actions carried out.
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3.10 Discussion

In terms of rationale, the links to BS 76000 and its focus on people’s intrinsic value
rather than justifying its worth to the organization by means of a narrow business
case gives this CoP a sound foundation. Furthermore, the holistic approach
embarked upon here, captured in a variety of ways including its integration with
other organizational policies, practices, and processes, its focus on the full range of
the employment cycle, as well as broadening the approach beyond the organization,
gives this standard direction, authority, and meaning. The importance given to
influencing others through an alignment of approach, whether through contracting
or consultation, broadens the overall impact of the approach whilst simultaneously
reducing tension and conflict arising where practices, behaviors, and attitudes differ.
In terms of strengths, its links to the overarching standard for Valuing People (BS
76000) and other forthcoming related standards, as well as its broad stakeholder
support, albeit not emerging from social dialogue in its strictest sense, should
increase the possibility of it being adopted by organizations and adhered to by
managers. The management system, including details regarding the evidence of
senior leadership commitment and actions taken to manage any necessary changes
following the adoption of the Code, should equally support its uptake among
managers. Although absent from the new Code, the opportunity for benchmarking
should, however, be properly addressed in the future as it is likely to broaden the
uptake of the Code beyond those who are inclined to do so due to their current
commitment to diversity and inclusion.

By contrast, as the success of the approach does require broad commitment from
management, line management included, there is some doubt as to whether every
line manager would be equipped to play their expected role due to lack of under-
standing and competence, conflicting priorities or lack of resources. Therefore, only
by addressing key concerns that managers may have would it be possible to enable
them to carry out their responsibilities within the remit of the CoP. This also
acknowledges that the issues line managers are facing may be different or at least
perceived differently, than from the perspective of employers.

A further possible limitation of this approach could be associated with its roots
within a unitarist approach to management, downplaying any conflict of interest, for
example with respect to working time, remuneration as well as potential accusations
of bullying against managers associated with failure to meet performance targets. It
can also be argued that demands on organizations imposed by their goals, perfor-
mance expectations and limited resources shape how they practice diversity
(Tomlinson and Schwabenland 2010). An example here would be tensions, for
example, between organizing flexibility in the interests of employers whilst
simultaneously wishing to retain employee commitment (FairWRC 2015).

Equally, in addressing diversity there often appears to be a tendency to indi-
vidualize difference over and above difference associated with membership of
groups already regulated by law, often overlooking or disregarding any difference
with respect to historical, cultural, or economic exclusion (including social class).
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This also chimes with the resistance often expressed toward the use of positive
action to support the fulfillment of the normative recommendations in this Code.
However, whilst positive discrimination is often held to have a negative connota-
tion and in many jurisdictions would be deemed illegal, positive action is simply a
way of providing a level playing field. As such we would argue that it should be
considered a fair and integral part of any organizational effort to achieve diversity
and inclusion by compensating historic and cultural disadvantage without putting
others at an unfair disadvantage. This also suggests that to ensure fairness a clearer
distinction must be made between equity, equality, and need. In this respect, it is
our view that in developing and implementing policies for optimal impact on
diversity and inclusion, organizations should recognize that, whilst some decisions
should be based on strict equality (i.e., treating everyone the same), others, such as
pay and promotion, should be based on equity and linked to contribution. But
policies, processes, practices, and behaviors should also recognize that ensuring
fairness and social inclusion can sometimes necessitate differential treatment of
individuals and groups by acknowledging their particular needs beyond what is
necessary for compliance with regulation.

Finally, whilst the chapter refers to a specific British approach, there is scope for
its replication in other national contexts, particularly as this standard, although part
of a broader framework, is free standing and thus could be fully adopted on its own.
Whilst there might be national cultural differences impacting on its likely adoption
or indeed adaptation, as some countries would have travelled further than others
with respect to devising management systems for diversity and inclusion, a recent
initiative by the International Standards Organization (ISO) to develop its own
standard in this field is encouraging. It is hoped that the thoughts and ideas com-
municated in this chapter might provide an impetus for discussion and debates with
regard to how best to proceed to ensure inclusivity in a globalized world and
increasingly diverse workplaces.
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Chapter 4
Social Inclusion on the European Policy
Agenda

Stavroula Demetriades

4.1 Introduction

In the context of a modest economic recovery, addressing Europe-wide social
challenges is not an easy task. Despite the economic progress, there are still large
disparities between Member States, and some are struggling with reducing poverty,
income inequality and finding ways to ensure social cohesion across the European
Union. Since the beginning of the economic crisis, poverty and income inequality
have increased across the European Union. It is notable that between 2009 and
2014, there has been an increase of 1% in the proportion of people whose income is
below 60% of the national median (European Commission 2016). Although the
proportion of socially excluded people has decreased since 2013, it was estimated
that in 2015, there were 119 million people at risk of poverty or social exclusion
(European Commission 2016). The crisis slowed down or reversed convergence
between Member States. The European Commission considers that countries with
well-developed social institutions and reformed social systems have weathered the
crisis better than others. Increased investment in social inclusion policies is
important for upward convergence in the European Union.

This chapter firstly explores the concept of the social inclusion in the European
debate. It continues with some key European (EU)-level initiatives for specific
groups of people. The EU-level social partner’s work particularly with regard to
work-based social inclusion is briefly discussed in the following section. Lastly, the
last two sections sketch the work of international organisations, such as ILO, UN,
and conclude the chapter.
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4.2 The Concept of Inclusion on the European Agenda

The issue of inclusion has been at the heart of several European Union initiatives
and actions. To provide with a picture of European policies on social inclusion, this
section will highlight the notion of social inclusion as used in the European debate
and policy. The role of the European Union on combating social exclusion and
supporting and complementing the work of the Member States in that respect was
recognised through the Articles 136 and 137 of the Amsterdam Treaty.

The concept of social exclusion was until early 1970s often used interchangeably
with poverty. The first European anti-poverty programmes were adopted in 1975
with a focus on material deprivation but since then the concept has evolved and
encompassed cultural and social resources. In the joint European Commission’s and
Council Report on social inclusion is defined quite broadly, reflecting its multidi-
mensional nature as follows:

Social inclusion is a process which ensures that those at risk of poverty and social exclusion
gain the opportunities and resources necessary to participate fully in economic, social and
cultural life and to enjoy a standard of living and well-being that is considered normal in the
society in which they live. It ensures that they have greater participation in decision making
which affects their lives and access to their fundamental rights. (Council, EPSCO, 2004,
p. 8)

This definition has been part of the Fundamental Rights of the European Union.
Subsequently, indicators to capture social exclusion were developed, and social
cohesion became a major priority in European policies.

In the following years, a group-based policy was pursued focusing on individ-
uals and groups who are unable to fully participate in society’s activities. Groups at
risk of social exclusion (European Commission 2014) received specific attention,
including unemployed, people with disabilities, ethnic/language minorities (such as
Roma), migrants and those with a migration background, drug abusers, the
homeless (disadvantaged), children and youth, the elderly, women, single-parent
families and families with a large number of children, and people leaving
institutions.

4.3 European Policy Initiatives

Some key initiatives go back to 1990s, with the two White Papers (European
Commission 1993, 1994), setting the topic of social exclusion firmly on the
European political agenda. Later on, in the context of the Lisbon strategy in 2000
the EU heads of states and governments (European Council 2000) set the objective
of making Europe “the most competitive and dynamic knowledge-based economy
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in the world capable of sustainable economic growth with more and better jobs and
greater social cohesion”. Social inclusion has been signified as utterly important
objective and actions to combat racism and xenophobia, to promote equality of
opportunity between men and women and to assist disabled people. It was agreed
that Member States should coordinate their policies for combating social exclusion
and poverty through an open method. The latter would include common objectives,
National Action Plans on inclusion and Community Action Programmes. Having
agreed on the common objectives the Member States designed national strategies to
fight social exclusion and poverty using an integrated approach. The open method
allowed national governments to compare strategies and practices and learn from
each other.

In the new start of the Lisbon strategy (European Council 2005), a review of its
objectives took place, and the Council of the European Union maintained its
determination to preserve the European social model and social cohesion. The
multifaceted notion of social inclusion was recognised, and interventions by both
the Member states and the European Union were designed, focusing on target
groups (for instance the Youth Pact aimed at the full integration of young people).

The Europe 2020 strategy1 launched in 2010 aims at creating conditions for
smart, sustainable and inclusive growth. It sets targets to get people out of poverty
and social exclusion with specific actions. A number of flagship initiatives support
this strategy, including the Platform against poverty and social exclusion which
provides support to EU countries to address their social challenges. Similarly, EU
funds such as the European Social Fund and initiatives such as the Social
Investment Package can address social exclusion problems in the Member States.

While social inclusion is a shared competence with the Member States, the EU
policy developed a “soft law approach” which is part of the EU Semester and the
Europe 2020 priorities. In particular, the European Commission works with the
Social Protection Committee using the open method of coordination. This process
includes a large number of stakeholders (apart from the Member States) including
the civil society and the social partners.

4.4 Policy Initiatives for Specific Groups

This section will concentrate on two vulnerable groups that have been a concern for
policy makers due to the risks associated with their exclusion from the society and
labour market, youth and migrants/refugees.

1For more information on the Europe2020 strategy, see https://ec.europa.eu/info/strategy/
european-semester_en.
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4.4.1 Addressing Challenges of the Youth

A group severely hit by the crisis is that of young people. Evidence demonstrates
that protracted periods of unemployment and disengagement from society can have
negative consequences on their well-being and future labour market outcomes
(Eurofound 2012). It was estimated that 8.7 million young European had difficulties
finding a job, and 13.7 million were not in employment, education or training
(NEET) (Eurostat 2014) according to the 2015 European Youth report. Poverty
rates are higher for young people than the general population which renders them to
a precarious situation and is a risk of long-term poverty.

Inclusion of young people at risk has been the focus of several EU initiatives and
funding projects, since 2001, when the White Paper “A new impetus for European
Youth” (European Commission 2001) set specific priorities for focused action on
youth. Several initiatives have been taken in the wake of the economic crisis with a
view to support young people. The Europe 2020 flagship initiative Youth On the
Move (European Commission 2010) is specifically targeting young people, and the
issue has been a priority on the EU agenda. The group not in employment, edu-
cation or training (NEET) has been considered most at risk already in the 2000s EU
debate which also highlighted the heterogeneity of the group. The group consists of
young people with different needs such as long-term unemployed, short-term
unemployed, youth people with family responsibilities, with disabilities. As their
situation exacerbated with the crisis, a separate NEETs indicator was proposed by
the Employment Committee (EMCO) group, which allows cross-country compar-
isons. The situation of the NEETs in the Member States is monitored through this
indicator, and a number of initiatives have focused on that group. There are wide
variations between Member States regarding the size and composition of the
NEETs, as analysis shows. A Eurofound report (2015) found that short-term
unemployed are the largest group in Nordic countries whereas long-term unem-
ployed and discouraged are more prevalent in Mediterranean countries. The
majority of NEETs in eastern countries are women with family responsibilities.

In 2011, the Youth Opportunity Initiative (European Commission 2011) was
launched which required coordinated action between EU institutions and Member
States pooling resources (such as national, the European Social Fund (ESF)) to
tackle youth unemployment and particularly the NEETs. The initiative takes the
form of a broad partnership with different actors, including social partners and
different business organisations.

The Youth Guarantee (YG) issue was debated before the economic crisis hit
Europe but it was recommended as an action by the European Commission in
December 2012 (European Commission 2012). The Council of the European Union
finally endorsed the action in April 2013 which was then rolled out in the following
year. What the YG guarantees is that young people in the age group of 15–24 not in
employment, education or training are provided with a good quality offer of
employment, continued education, apprenticeship or traineeship within four months
of becoming unemployed or leaving formal education. Financial instruments for the
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YG ensure it is actively supported; therefore, ESF funds and other national funds
were prioritised for young people and NEETs. Additionally, the Youth
Employment Initiative, promoted by the European Commission in 2013, provided
additional financial means to support NEETs.

Ensuring quality traineeships in terms of quality of learning and working con-
ditions for trainees has been the concern of the Quality framework for Traineeships
as mentioned in the Council Recommendation on a Quality Framework for
Traineeships (Council Recommendation (EC), 88/2014). Actions for youth par-
ticipation in the society and support for intercultural dialogue has been also assisted
through the ERASMUS+ programme. Through this programme, four million young
people and educators will be assisted in increasing their learning in a different
country than their own and with a total budget of 14.7 billion up to 2020. Member
states report on the implementation of the framework for European cooperation on
education, job and participatory opportunities in inclusive communities.

Monitoring implementation and ensuring that Member States learn from each
other, national actions are monitored by the European Commission in the context of
the European Semester that takes place every year. Specific country recommen-
dations are then provided to Member States that need to improve certain policy
actions. The European Semester takes place in the framework of the European
Employment Strategy which also assesses national performance on youth
employment and specifically NEETs.

4.4.2 Social Integration of Migrants and Refugees

The recent refugee crisis has been on the EU political agenda in the last few years
initially, as a humanitarian response and then as an attempt to integrate the refugees
and asylum seekers into the European societies. The majority of those displaced
originate from not only Syria but also Africa and South Asia. A World Bank report
(2016) estimates the world migrants, refugees and asylum seekers numbers to 60
million which is as many as the population of Italy. With an unprecedented number
arriving at European shores in 2015 through Greece and Italy, managing their
resettlement and integration became a major political concern. Eurostat data showed
that since 2010 there has been a steady increase in the number of migrants; how-
ever, 2015 was marked as the year of migrant and refugee crisis in Europe. Eurostat
figures for 2014 bring the number of asylum seekers to over 600,000, and the next
year, those were increased to 1,322,000. Forced displacement causes enormous
human suffering particularly for certain groups such as youth, women and children.

The existing Dublin agreement designed to address occasional and contained
migrant flows has proved to be non-sustainable as it put enormous pressure on the
receiving countries. Disagreements between the EU Member States regarding the
course of action provided a challenge for an early and coordinated response at EU
level. However, a number of policy measures have been adopted at EU level: (i) the
relocation scheme, (ii) resettlement scheme and (iii) EU–Turkey agreement.
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A Eurofound report (2017) highlights challenges faced by Member States in inte-
gration of refugees and asylum seekers. Some of the issues raised pertain to housing
shortages which often make access to jobs very difficult. Opportunities for
self-employment are not always forthcoming. Social security entitlements for
asylum seekers vary across countries and may differ for other migrant groups.
Furthermore, schools are not always well prepared to receive children of asylum
seekers.

Social inclusion of refugees is also linked to their integration in the labour
market, and to that end, a number of steps have been taken at EU level. In particular
the Reception Conditions Directive (2013/33/EU), which focuses mainly on asylum
seekers, covers among others, employment issues.

The European Commission presented in 2016 an Action Plan for the integration
of third-country nationals. The Action Plan covers five main policy priorities:
(i) Providing support to third-country nationals for pre-departure and pre-arrival
measures, as part of the resettlement scheme; (ii) education and training (iii) Labour
Market Integration and access to vocational training; (iv) access to basic services
(such as housing and health care); (v) active participation and social inclusion,
through intercultural dialogue, youth and sport combating discrimination,
gender-based violence, etc.

With a view to support policy coordination, the Action Plan suggests to upgrade
the existing Network of the National Contact Points on Integration into a European
Integration Network with a stronger coordination role. Additionally, a European
Integration Forum was set up in 2009 with a view to give voice to civil society and
European institutions regarding integration issues. That Forum has since 2015 been
evolved into European Migration Forum which will be used to provide further
input. Furthermore, inclusive education, non-discrimination, etc., are areas where
the European Commission will stress cooperation among Member States for
addressing challenges related to migrant integration.

It is important to highlight that Actions without funding would not have any
prospects of successful implementation. Funding of migrant integration activities
through the Action Plan is foreseen through instruments addressing social and
economic cohesion across Member States. The European Integration Fund financed
in the previous planning period (2007–13) activities amounting to EUR 825 mil-
lion. Additionally, funding of further integration actions is foreseen under the
structural funds; dedicated funding by ESF (for instance EUR 21 billion for social
inclusion) and the European Regional Development Fund (for example, EUR 21.4
billion for social inclusion, housing, education, etc). Another funding mechanism
can be provided through the European Agricultural Fund for Rural Development
(indicatively, EUR 14.4 billion in the current programming period can cover job
creation and provision of basic services and action for social inclusion).
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The migration situation is monitored by the European Commission who provides
regular reporting and engages with Member states, particularly those falling behind
the targets, with a view to find the more suitable ways to implement the Council
decisions.

As regards relocation, the European Commission’s2 ninth progress report
(European Commission 2017a), issued in February 2017, states that there has been
an improvement in action by Member States, and a total of 11,966 people have so
far been relocated, very low number compared to those originally anticipated by the
Council decisions (approximately 153,000). It is indicative that 13 Member States
as well as Norway and Switzerland have provided pledges for relocation during that
reporting period while Austria and Hungary have been the only two countries
without any pledges or relocation actions at all. Furthermore, Bulgaria and the
Czech Republic have not implemented consistently their obligations and others,
such as Poland have not followed up their promises, and as a result, no relocations
have taken place there.

For the same reporting period, a total of 13,968 people have been resettled while
the agreed number was 22,504 following the EU Resettlement scheme. This scheme
seems to be working more efficiently as the figures suggest, and the original
commitment was more realistic. Under this scheme, Member States should provide
“safe and legal avenues” to those people originating from Middle East, North Africa
and the Horn of Africa needing international protection. Again, Member States are
encouraged to step up their efforts but not all of them have embraced the measures.
In the European Commission ninth report, it is reported that most of the Member
States participating in the scheme have concentrated efforts (but not exclusively) on
Syrians staying in Jordan, Lebanon and Turkey. This also refers to the EU–Turkey
agreement to resettle Syrians from Turkey.

The figures above may suggest that the overall outcomes are modest; however,
significant efforts at EU level have been taken to coordinate action and convince
individual Member States to respond to the challenge. Certain Member States either
do not agree to commit themselves to taking action required or do not effectively
deliver on commitments, as highlighted in the nineth report (above).
Recommendations by the European Commission are regularly provided to Member
States for showing solidarity and sharing responsibility with countries mainly
affected by migration, such as Greece and Italy.

Lastly, on the occasion of the United Nations’World Refugee Day (20 June), the
European Commission launched the “EU Skills Profile Tool for Third-Country
Nationals”. The tool is an instrument that contributes to the successful integration of
migrants. It makes it possible for non-EU nationals to present their skills, qualifi-
cations and experiences in a way that is clear and understood by employers, edu-
cation, training providers and organisations working with migrants across the EU.

2The reporting period is for December 2016 to February 2017.
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4.5 Social Inclusion at the Workplace Level

With regard to the workplace, the Employment Equality Directive (2000/78/EC)
(2000/78/EC) prohibits discrimination based on grounds of religion or belief, dis-
ability, age or sexual orientation as regards employment and occupation. Any form
of direct (due to the characteristics of a specific group) or indirect discrimination
(provisions, criteria or practices that put certain groups in a disadvantageous
position) is prohibited. This Directive has already been transposed by all EU
Member States. Furthermore, the 2006/54/EC Directive on the implementation of
the principle of equal opportunities and equal treatment of men and women in
matters of employment and occupation aims to combat discrimination and partic-
ularly in relation to (i) access to employment, including promotion, and to voca-
tional training; (ii) working conditions, including pay; and (iii) occupational social
security schemes.

Both EU legislation and soft law promote inclusive workplaces, as it is the case
for instance with the equal opportunities for women and men, protection against
discrimination, ensuring that young people, part-timers or other groups are not
deprived of certain rights. Furthermore, social dialogue can also play a major role.
Employees and their representatives should be informed about changes in the
workplace and the impact those have on different parts of the workforce. The
2002/14/EC Directive sets minimum principles, definitions and arrangements for
information and consultation of employees at the enterprise level within each
country and plays a key role in promoting social dialogue. According to the
Directive, employees should receive information on the employment and economic
situation of the company as well as on decisions likely to lead to substantial
changes in work organisation or in contractual relations.

The European Commission recently launched a series of consultations on the
introduction of a European Pillar of Social Rights, which “takes account of the
changing realities of the world of work and which can serve as a compass for the
renewed convergence within the euro area”.3 The principles to be introduced will
complement the existing EU “social acquis” rather than replacing them. The “social
acquis” is essentially all social legislation; it constitutes part of the acquis com-
munautaire which includes “the body of laws (Treaty provisions, regulations,
directives, decisions, European Court of Justice (ECJ) case law and other Union
legal measures, binding and non-binding), principles, policy objectives, declara-
tions, resolutions and international agreements defining the social policy of the EU”
(Eurofound, Industrial Relations Dictionary).

In April 2017, the European Commission introduced the European Pillar of
Social Rights Package. The package contains a Commission Recommendation
(European Commission 2017b) containing 20 principles regarding the 20 areas
proposed in 2016, prior to the public consultation. This provides some direction

3For more information on actions, see http://ec.europa.eu/priorities/deeper-and-fairer-economic-
and-monetary-union/towards-european-pillar-social-rights_en.
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regarding upward convergence and provides a proposal for a joint proclamation
(European Commission 2017c) by the Parliament, the Council and the
Commission. A social scoreboard4 is also established to track trends and perfor-
mance of Member States in 12 areas and to assess progress towards a social “triple
A” for the EU as a whole. It is expected that this analysis will feed into the
European Semester of economic policy coordination. It also includes a series of
documents as part of the consultation of the social partners and other stakeholders
on access to social protection—the Written Statement Directive and consultation of
social partners. If EU actions are deemed necessary, there will be a second stage of
consultation with the social partners on the content of proposals for action.
Additionally, a package on the work-life balance of parents and carers was sug-
gested. A staff working document on the implementation of the Recommendation
on Active Inclusion (European Commission 2013) of people excluded from the
labour market was produced and was part of the package.

Another staff working document (European Commission 2017d), the REFIT
Evaluation of the “Written Statement Directive” (Directive 91/533/EEC) sum-
marises the findings of this evaluation. Clearly, the Directive has a social role as it
intends to provide employees with improved protection against possible infringe-
ments of their rights. However, as the labour market has changed significantly over
the last 25 years since the Directive was launched, the evaluation assessed the
extent to which it still fits its purpose.

The European Social Pillar contains three chapters: (i) Equal opportunities and
access to the labour market; (ii) Fair working conditions, and (iii) Social protection
and inclusion. It is notable that 10 out of 20 principles refer to the social protection
and inclusion, and the areas they cover are the following:

• Childcare and support to children
• Social protection
• Unemployment benefits
• Minimum income
• Old-age income and pensions
• Health care
• Inclusion of people with disabilities
• Long-term care
• Housing and assistance for the homeless
• Access to essential services.

It is expected that the European Pillar will serve as a reference document for the
national employment and social policies which will continue to be monitored
closely with a view to secure greater convergence between Member States.

4https://composite-indicators.jrc.ec.europa.eu/social-scoreboard/.
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4.6 European Social Partners

The role of EU-level social dialogue was recognised in the Val Duchesse process in
1985. Building on that the social partners’ involvement in shaping and imple-
menting Community social and employment policy was agreed between them in
1991 and then consisted part of the Maastricht Treaty in 1992. Following that, the
European social partners developed their own work programme and initiatives as
well as an autonomous dialogue. The European-level cross-sector social partners
include the following organisations: BusinessEurope,5 UEAPME,6 CEEP7 and
ETUC.8 Social inclusion issues for specific groups of workers were included in
various work programmes agreed by the EU-level social partners.

In their 2009–2010 work programme, they agreed to jointly address economic
migration issues and promote “the integration of migrant workers in the labour
market and at the workplace in order to identify possible joint actions”. With
Europe at the crossroads, the work programme 2012–14 focused clearly on youth
employment and the link between education and work and transitions into the
labour market. The social partners committed themselves to provide recommen-
dations to the Member states and EU institutions. Joint actions were also proposed
with regard to apprenticeships and integration of migrant workers in the labour
market.

The latest 2015–17 work programme promotes an intergenerational approach to
the workplace and commits the signatory parties towards considering “joint actions
going beyond their regular participation in the Commission’s advisory committees
linked to free movement of workers”. The social partners will also work on the
renewal of the EU policy on migration in a mutually beneficial way.

In the context of article 155 of the Treaty, the European-level social partners can
sign autonomous European framework agreements,9 as mentioned above, which
commit their members to implement various measures. Those can take place at
national, sectoral and/or company levels following the national tradition and
industrial relations practice of each Member State (or the European Economic Area
state). The agreements also constitute a responsibility of the social partners towards
contributing to EU social policies and actions related to the issues tackled in their
framework agreements. The signatory parties also invite their member organisations
in candidate countries to implement this agreement.

5BUSINESSEUROPE represent all-sized enterprises at EU and international level.
6UEAPME is the employers’ organisation representing the interests of European crafts, trades and
SMEs at EU level.
7CEEP is the European Centre of Employers and Enterprises providing Public Services and
Services of general interest.
8The liaison committee EUROCADRES/CEC is usually represented when framework agreements
are concluded.
9For a list of the EU-level social partners’ framework agreements, see the European Commission
web page http://ec.europa.eu/social/main.jsp?catId=329&langId=en.
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Several autonomous framework agreements have been concluded by the
EU-level social partners, and the one agreed back in 2007 recognised mutual
respect for the dignity of all at the workplace and deals with forms of violence and
harassment within the competence of the social partners.

The 2015–2017 social partners’ autonomous framework agreement on active
ageing and an intergenerational approach encourages social partners at the appro-
priate level to work towards developing a working environment that enables
workers of all ages to work together. This is particularly relevant for young workers
as the agreement encourages collaboration with education institutions or public
employment services to ease transitions into and within the labour market. It also
refers to mentoring or tutoring for young workers and actions to enhance their skills
so that they can fulfil their potential in the workplace. Both sides are urged to
consider the implications of demographic change in the European workplaces.
Offering a working environment where workers can stay healthy, safe and pro-
ductive until legal retirement age and ensuring cooperation for transferring
knowledge and experience between different age groups and generations at the
workplace are some of the concerns of the agreement. Implementation of the
agreement will be within the next 3 years, and the signatory parties will report on
implementation to the European Social Dialogue Committee.

Unlike national collective agreements, EU-level framework agreements are not
concluded often and have a different scope and mandate. The latest framework
agreement “constitutes the social partners’ contribution to the European social
policies” and the non-discrimination legislation.

4.7 International Initiatives for the Inclusion of Youth,
Migrants and Refugees

At the international level, United Nations entities, including ILO, have taken ini-
tiatives in support of youth inclusion, migrants or refugees integration in the
societies and labour market.

4.7.1 Youth Programmes

The ILO global programme for youth employment has been developed over dec-
ades and following different priorities; prior to the 1970s, it focused mainly on the
adoption of international labour standards. The following decades were marked
with initiatives, such as the Action Programme on Youth Unemployment (1996–97)
and the Action Programme to Combat Youth Marginalization and Unemployment
(1998–99). More integrated approaches were pursued with the Youth Employment
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Programme (YEP) set-up in 2005 and supported by the 2005 and 2007 Resolutions.
YEP aimed at coordinated labour market, economic and education and training
policies which would better support employment growth and decent jobs.

Later on, the ILO Conference adopted the ILO Declaration on Social Justice for
a Fair Globalization (ILO 2008), inviting their members to follow policies that meet
the strategic objectives: (i) employment, (ii) social protection and (iii) fundamental
principles and rights at work.

At the height of the economic crisis, the ILO adopted a Resolution for imme-
diate, targeted and renewed action to tackle the youth employment crisis (ILO
2012). Measures in the area of macroeconomic policies, employability, labour
market policies, youth entrepreneurship and rights were suggested. At the same
time, guides were produced for National Action Plans on youth employment.

The United Nations Global Initiative on Decent Jobs for Youth,10 (United
Nations 2016) brings together the United Nations resources and several other key
global players. It is in the context of the 2030 Agenda for Sustainable Development.
The priority areas addressed are the following:

• Green jobs for young people
• Apprenticeships
• Digital skills and tech hubs to facilitate youth access to digital economy
• Youth in the informal economy, as an attempt to promote their transition to the

formal economy
• Activities for young people in rural areas; in fragile states
• Young entrepreneurs
• Action area for youth (15–17 years old) in hazardous jobs and ensuring decent

jobs.

The United Nations programme for youth goes back to the mid-1990s with the
adoption of the World Programme of Action for Youth (WPAY) with fifteen fields
of action covering education, employment, poverty and hunger, girls and women,
leisure, environment, substance abuse, juvenile justice, participation in life and
society, HIV/AIDS, ICT, globalisation, armed conflict and intergenerational issues.
The adoption of the programme means that governments will do their utmost to
promote rights and freedoms, protect young people against discrimination within
the context of the Action for Youth. To ensure coordination and complementarities
of all UN entities’ work on youth, the United Nations Inter-Agency Network on
Youth Development was set up and has been operating within the context of the
WPAY. Built on the Millennium Development Goals, the 2030 Agenda for
Sustainable Development with the 17 Sustainable Development Goals came into
force in 2016. The Goals related to Quality of education and Decent work and
economic growth make specific reference to young people (e.g. reducing the

10Different UN entities came together in 2015 to bring this forward: FAO, ILO, ITC, ITU,
UNCTAD, UNDESA, UNDP, UNEP, UNESCO, UNFPA, UN-Habitat, UNICEF, UNIDO,
UNRWA, UN-WOMEN, UNWTO, WIPO, the World Bank Group and (ex-officio) the Office of
the Secretary-General’s Envoy on Youth.
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number of NEETs, full employment and decent jobs for young people, access to
training).

With the development agenda at the heart of its work, the World Bank estab-
lished the Youth Summit, a platform that connects youth with the development
community, researchers, governments, private sector with a view to promote new
ideas and debate the future of education. It is the conviction of the Bank that
economic growth and human capital accumulation are intertwined and providing
better opportunities for education, and skilled youth will assist towards more
growth and development. Various programmes in developing countries are aimed
towards inclusion of young people through education.

4.7.2 Migrants and Refugees

The issue of migration has been at the heart of the ILO work since its establishment.
A number of fundamental rights conventions cover the issue of migration; these are
the ILO Conventions No. 97 (migration for employment convention) and
143 (migrant workers convention) on the protection of migrant workers and the
governance of labour migration as well as the accompanying Recommendations
No. 86 (Migration for employment) and 151 (migrant workers). Furthermore,
non-binding principles and guidelines provide a set of good practices on labour
migration and incorporated in the Multilateral Framework on Labour Migration
(ILO 2006). The Fair Migration Agenda ILO (2014) initiative aims at setting up an
agenda for fundamental rights and decent jobs for migrant workers, respecting
human rights (including labour rights) and social dialogue, making migration a
choice, promoting bilateral agreements for well-regulated and fair migration, etc.

Similarly, the Declaration of the UN General Assembly High-Level Dialogue on
International Migration and Development adopted in 2013 (United Nations 2013)
recognises the role migration can make towards meeting the Millennium
Development Goals. The United Nations Sustainable Development Goals provide
for protection of labour rights and promotion of safe and secure working envi-
ronments for migrant workers, in particular women migrants. They also aim at
reducing inequalities through facilitating orderly, safe, regular and responsible
migration and mobility of people, including through the implementation of planned
and well-managed migration policies.

A number of high-level meetings have taken place under the auspices of the UN
to coordinate international efforts with a view to address large movements of
refugees and migrants particularly since the Syrian war crisis. The Summit in
September 2016 at the Heads of State and Government level concluded with the
signature of a Plan for addressing the issue. This was culminated in the New York
Declaration which strongly condemns xenophobia against migrants and refugees
and includes commitments for securing human rights for refugees and migrants;
preventing sexual and gender violence; ensuring education for children of migrant
or refugee background; assisting refugee and migrant receiving countries; etc. The
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New York Declaration provides for plans for more equitable sharing of the burden
for hosting and supporting refugees in 2018.

The World Bank’s response to the Syrian refugee crisis has been of humanitarian
nature, shoring up public services and institutions in the receiving countries or
emergency aid (e.g. in countries such as Lebanon, Jordan). Most of the Bank’s
operations focus on development with a direct or indirect effect on migration.
A number of projects (World Bank 2016) fund activities (lending) and provide
technical assistance and advice to governments concerned with management of
migration flows and migrant integration.

4.8 Conclusions

European and international efforts towards addressing social inclusion of the most
vulnerable groups in societies have been stepped up in the last years, particularly as
the economic crisis left a mark on the societal fabric. As the European economy has
been recovering (albeit modestly), improvements in the social situation are
noticeable in Member States however at different pace. Large social disparities still
remain, and economic growth does not lift all boats across the Member States.
Therefore, narrowing the divide between Member states and focusing on conver-
gence should be a priority of EU policies. Persistent divergences pose significant
risks to social inclusion in the European societies. It is clear that policy interven-
tions have contributed towards containing the negative effects of the crisis but they
need to be strengthened in order for them to achieve upward convergence across
Europe.

At the time of financial distress as a result of the economic crisis, social policies
of the Member States have been under significant strain. Severe youth unem-
ployment has made the situation of young people precarious; many of them are
experiencing or threatened by economic and social marginalisation. While the
situation in many EU countries has improved, there are still high levels of youth
unemployment. Coordinated EU and national policies have gathered pace in the
post-crisis era in preventing and addressing youth unemployment and breaking the
cycle of disadvantage.

Furthermore, an unprecedented number of migrants and refugees entering the
EU in the last few years have put the social infrastructure and social cohesion of
the Member states into test. Undoubtedly, migration is a significant challenge for
the European Union. With a large demographic problem (at least for some Member
States), migration can possibly address some of the EU labour markets’ bottlenecks
while social policies will have to deal with the social and economic integration of
the migrants.

Undoubtedly, EU financial instruments play a key role in encouraging social
inclusion policies; implementation of national policies has been supported by the
European Structural and Investment Funds, particularly with the ESF priority on
social inclusion (including active inclusion) and access to services in the last years
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(since 2014). These initiatives have certainly helped steering reform processes in
the Member States with a strong social inclusion focus. Further developments with
the introduction of the European Pillar of Social Rights, the social scoreboard, etc.,
provide a strong focus on social protection, inclusion and overall social perfor-
mance. The positive elements provided by the European Pillar of Social Rights
could be further strengthened for making a lasting effect. Currently, it constitutes a
framework of principles which could be complemented by more binding elements.
Further work would need to concentrate on how the principles enshrined in the
Pillar will be implemented at national and EU level. Actions resulting from the
social scoreboard would need to be complementary to existing monitoring instru-
ments to allow better monitoring of social trends in the European Union. It would
be important for the Member States to share ownership of the Pillar with a view to
ensure effective implementation, particularly as they have different starting points.
Social investment should continue to be a priority at EU level to balance economic
policies.

This short overview of key EU initiatives shows that the concept of social
inclusion has come a long way since the early days in the 1970s. Moving from
poverty to social exclusion and then gradually to social inclusion of different
groups, EU-level initiatives complemented and coordinated the Member States’
actions in addressing social challenges. The multidimensional character of social
inclusion should also be reflected on multidimensional policies. Focusing on one
aspect while neglecting others may cancel out the positive effects of the intended
policies. Social policies are part of the Europe2020 strategy, and the European
Pillar of Social Rights with ten principles focusing on social protection and
inclusion aims at meeting the objective of upward convergence for a “fair and truly
pan-European labour market” (President Jean-Claude Juncker, State of the Union
Address, European Parliament, 9 September 2015).

A key component of the European social model, the European social dialogue
can also make a significant contribution to social inclusion through autonomous
agreements concluded by the EU-level social partners and other coordinated
actions. The recent (March 2017) autonomous agreement is certainly moving
towards this direction. The EU social partners’ contribution to EU policies through
consultations on social policies takes into account impacts of social policies on
different groups of workers, such as young workers, migrants, in the Member
States.

The debate on the European social model is ongoing, and several questions
about the EU social future actions are raised: what actions need to be taken to
ensure that the social model is sustainable; how to secure social investments for
sustainable growth; how to ensure well-functioning social institutions; how to
pursue better social policies for upward convergence; how to shield social policies
against future shocks; and eventually, what kind of social Europe do EU citizens
want and how to work together? Perhaps it is pertinent to answer these questions in
conjunction with the White book on the Future of Europe (European Commission
2017e) presented recently by the President of the European Commission,
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Jean-Claude Juncker, which provides some alternative scenarios for the future of
the 27 Member States.
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Chapter 5
Showcase—“Believe in Diversity and Act
Accordingly” Diversity, Inclusion,
and Social Dialogue at BNP Paribas

Patricia Elgoibar, Tijs Besieux, Megan McCaffrey and Claire Godding

In this showcase, we aim to describe and analyze the diversity and inclusion (D&I)
actions being taken at BNP Paribas Fortis and the impact that social dialogue has in
the development, implementation, and monitoring progress in a large company. We
link these actions with the circle of inclusion developed by Arenas et al., Chap. 1 in
this volume. We start by describing the story of BNP Paribas Fortis in Belgium as
an illustration of how social dialogue might promote inclusion and combat dis-
crimination. In that, we enter the specific D&I actions. We finalize the chapter with
lessons learned from this case to improve diversity and inclusion.

The information about the company’s actions was shared by the two key actors in
the diversity and inclusion field at BNP Paribas Fortis, Mr. Bert Van Rompaey—
Chief Human Resource Management Officer, and Ms. Claire Godding—Head of
Diversity and Inclusion. All the quotes showed in this chapter are coming from them.

After a master in Law, Claire pursued a career as a Corporate Banker
(10 years) and in HR (10 years), heading a Learning & Development
international department. She became Head of Diversity & Inclusion at BNP
Paribas Fortis in 2010. Claire is also Member of the Board of Myria, the
Federal Center for Migrations (Belgium) and Unia, the Interfederal Center
for Equal Chances (Belgium).
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Bert holds a master in commercial engineering (KU Leuven). He started
his career in banking in 1994. After serving different positions in two banks,
Bert joined a consultancy firm for three years. He then returned to banking in
2002. He became Chief Human Resources Officer in 2010. Bert also is a
member of the bank’s executive committee.

BNP Paribas Fortis is the largest bank in Belgium with 3.5 million private and
professional clients, an 800 branch network, and roughly 14,000 employees. BNP
Paribas Group, worldwide present, has more than 180,000 employees. At a global
level, BNP Paribas considers D&I policies are a high priority in their agendas.

[Claire Godding] There is a global BNP Paribas Group Diversity Committee,
which gathers twice a year, once in Paris and once in a different country. We share
our latest actions, discoveries, difficulties.

We decide about common goals and common actions, such as Diversity Week,
organized once a year in all countries (see more about this below). Other actions at
global level are for example first BNP Paribas Group Multicultural Conference,
with more than 150 participants from more than 20 countries, to think together to
the multicultural aspects in our company: what goes well, what should be
improved, what are the taboos… and to build action plans. Also we check the
progress on specific topics, such as senior management, LGBT inclusion, disability
policies among others at global level.

[Claire Godding] Our ambition is clearly to help the whole group to progress at
the same speed.

BNP Paribas Fortis (Belgium) received the Brussels Diversity Label 2012–2014
(renewed for 2015–2017), the “Children Welcome” label (Kinderen toegelaten/
Enfants admis) and the Disability Matters Award (both received in 2016). Also, in
Belgium, no single glass ceiling exists, and in other countries, they are very
interested in the methodology and the results obtained. Therefore, we consider
relevant to focus on the Belgian example as part of a global action plan.

During the last decade, BNP Paribas Fortis underwent a major change. From a
global bank named Fortis employing almost 60,000 people worldwide, the bank
became part of the BNP Paribas Group, headquartered in Paris, and now functions
primarily as its Belgian daughter bank.

Why did we opt for BNP Paribas Fortis to understand how diversity and
inclusion work at the organizational level? As indicated, BNP Paribas Fortis is a
large organization in a business context of continuous change. Both the financial
crisis—during which clients blamed bankers for their personal financial loss—and
the restructuring of the bank affected the stability and resilience of the bank and its
employees. In such a dynamic environment, diversity and inclusion issues become
especially apparent, because (1) a large workforce brings along the question of how
diversity can contribute to the organization’s bottom line, and (2) continuous
change drives the core question of how each and every stakeholder can remain “on
board” of a ship that needs to set new sails every day. And so, we see both
theoretical and practice-oriented merit in analyzing the BNP Paribas Fortis case.
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5.1 Organizational Social Dialogue at BNP

Social dialogue is institutionalized in all EC member states. The position and
functioning of social dialogue in organizations are closely related to the broader
context of industrial relations at the national level and sectoral level. In this chapter,
we focus on social dialogue at the organizational level and its influence on D&I
policies. The impact on D&I policies is mostly developed by workplace employee
representation structures or workers councils (WCs).

Homogeneous trends that influence social dialogue at the organizational level are
also clear. Here, we highlight four of them. First, the rapidly changing socioeco-
nomic environment leads organizations to high-speed adaptation, jeopardizing
traditional industrial relations issues such as national or sectoral collective bar-
gaining negotiation (European Commission 2015). Second, there is the growing
diversity of the workforce and the need for inclusion in organizations. Hayter
(2015) affirms that inequality and insecurity are the most significant labor problems
of our era. At the organizational level, industrial relations agents play a key role in
ensuring workers equality and security. To promote diversity and gender equality in
industrial relations has become a priority (Gartzia et al. 2016). Third, managing
differences between generations and rights of starters have become a major issue in
many societies (Farndale et al. 2015). Industrial relations agents face challenges in
trying to improve access to the labor market for young people and in offering
quality in those positions (European Commission 2015). Older employees protect
their rights, however, face a collective layoff in numerous situations, creating social
dilemmas between different groups of employees. Fourth, other diversity features
such as nationality (De Cieri et al. 2007) and disabilities are also hot-topics in the
diversity and inclusion agenda for social actors (Hall and Wilton 2011). How does
the social dialogue for diversity and inclusion function at BNP Paribas Fortis?

[Claire Godding] Collaboration with unions is essential. We address diversity
very often with our unions. Fortunately, we have several union members that value
diversity highly and challenge us continuously. For instance, with the unions we
conducted a thorough analysis of pay differences between men and women. We
found that the performance scores (directly related to pay level) of part time
employees were consistently lower. And we did not manage to eradicate this per-
sistent difference. So, in general, part time employees were paid relatively less
compared to full time employees. And more women than men work part time.

Unions in the bank themselves also face challenges. The first being female/male
representation at the union level. The second one is about the next generation.
And I do believe this will be the biggest challenge for unions. And thus also for the
organization as a whole. Our younger employees do not seem to be highly moti-
vated to join a union. We have to show these young employees that social dialogue
can be very constructive. That social dialogue is also important for them.

From the start of the D&I initiative, social dialogue has played a crucial
part. We supervise a permanent commission with union members on diversity. We
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sit together three times a year. At least once a year (usually twice) I [Claire] attend
the workers council.

Taking into account the challenges in labor relations, social dialogue is a pre-
requisite for a fair and competitive social market economy (Thyssen 2016) and this
highlighted at BNP Paribas Fortis.

Social dialogue is tremendously important nowadays. Because of the double role
on global actions and individual cases, social partners see me as a resource in
some difficult cases. Since we started our program, for instance, individual cases of
employability issue, for employees with disability or chronic disease have become
less frequent. Adaptation to the work environment for employees with disabilities
has also become common practice.

In my role, I can bridge different functions. I supervise a permanent commission
on diversity, which meets at least three times a year. Also, I am a member of the HR
management team. And, during work councils, I participate in meetings on
diversity and inclusion. Combining those functions allows me to translate a case
that an employee representative has identified to a concrete initiative supported by
HR senior leaders. From that perspective, my role allows me to bring closer key
stakeholders who can take relevant action for the well-being of our employees.

5.2 Specific Actions Taken at BNP to Promote Diversity
and Inclusion

At BNP Paribas Fortis, diversity is understood in its widest sense: gender, ages,
cultures, sexual orientation, disabilities, profiles, and experiences. BNP Paribas
group has had a consistent diversity policy since 2004, and a Diversity and
Inclusion plan started later in 2009, as an indirect consequence of the banks crisis
and the absorption by BNP Paribas Group. The crisis had a huge impact on the
firm’s population, in the sense that there was growing discontent among employees
and a palpable need for positive messages and company pride.

After conducting an external audit based on figures and on own perceptions at
different levels, five clear goals were identified: (a) Reduction of discrimination
risk; (b) Attention to clients’ diversity; (c) Attracting and retaining diverse talents;
(d) Improving the mix in teams at all levels; and (e) Attention to inclusion. We
elaborate on the actions taken to reach these goals.

(a) Reduction of discrimination risk

This goal is closely linked to the practice of “inclusive recruitment and dis-
crimination free selection” from the circle of inclusion.

[Bert Van Rompaey] The Executive Committee (ExCo) has an “ExCo inter-
vention committee” which consists of three people including myself. We screen how
managers for instance conduct interviews with candidates. When we ascertain an
issue that exceeds the scope of Claire’s team, we take responsibility. We seek
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dialogue with the manager in question so we can clarify the firm’s perspective on
diversity. Because we do this at the ExCo level, we can ask senior executives to take
responsibility regarding their specific division. In doing so, we, the ExCo, stays
constantly aware about possible issues appearing and can take appropriate action
regarding diversity challenges.

[Bert Van Rompaey] International employees are yet another group targeted for
inclusion. The Belgian bank has a strong tradition in employing multinational
profiles. At the Group level, I think we can still improve in terms of international
representation at the top level. And so, I gladly share my experience with them
regarding the Belgian case.

[Claire Godding] We also manage approximately 10–15 individual cases of
“possible discrimination” yearly. These are issues linked to sexism, racism and
other types of discrimination, and we report to Top Management on these, in an ad
hoc committee.

On a quarterly basis BNP Paribas controls in detail 40 files, selected at random,
of candidates who applied to the bank and were not selected. This is with the
purpose of checking objectivity of the selection process.

(b) Attention to clients diversity

For client diversity, a major achievement of BNP Paribas Fortis has been to put
“client accessibility” at the top of the priority list and to focus on being the best
bank for clients with disabilities. The team member responsible for managing the
satisfaction of customers with disabilities is blind himself. Because of his experi-
ence, the internal diversity at BNP, and through ongoing dialogue with Belgian
associative world on disabilities, BNP fostered innovation and became the best
Belgian bank on this client segment (Budget Recht mei-juni 2016).

[Claire Godding] How can we be more sensitive towards client diversity? Age,
gender, etc. We seek to have marketing pay attention to these aspects. Our diversity
plan is not only an HR plan. It is carried out by many different functions within the
organization. Ultimately, acting on client diversity throughout the organization
also contributes to the success of our HR strategy. The success of HR is only
possible by including relevant stakeholders, such as internal/external clients, and
marketing to help us in giving voice to our journey.

(c) Attention to inclusion

This goal is closely linked to the practice of “safe place for all” from the circle of
inclusion.

Inclusive workplaces are marked by Mor Barak (2000): pluralistic value frame
on the organization level such as open management-employee communication
systems and ongoing adjustment of organizational values and norms; acknowl-
edgment of responsibility toward the community including outreach and volunteer
involvement; seeing the value and potential contribution of welfare-to-work
employees; and collaborative and respectful culture. Pelled and colleagues study
(1999) shows empirically that decision-making influence and access to information,
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among others, are practices that support inclusion in organizations (Roberson
2006).

[Claire Godding] Social partners see me as a resource to combat discrimina-
tion. For instance, employability for people with a handicap was a big issue during
the past years. Here, unions and I join hands to make a case.

The social dialogue that encourages the involvement of workers should allow
invisible diversities—which are sometimes addressed as taboos—such as educa-
tional background, religious, sexual orientation, or mental health—to be managed
and discussed openly.

(d) Attracting and retaining diverse talents

This goal is closely linked to the practice of “developing multiple careers” from
the circle of inclusion.

[Claire Godding] To make sure that we recruit and retain diverse talents, an
important attention group is the young parents. We keep a close dialogue with
them. In particular we meet young moms in groups when they come back from
maternity leave, and discuss ambitions and hurdles in peer groups. A similar
experience was just made for the first time in October 2016 for colleagues (usually
less young) having ill parents (i.e. Alzheimer). The need for them to have an
exchange group inside the company was high.

Women in general are another group that is targeted. Recently we started to
redefine how we write our job description. We put emphasis on creating a more
gender neutral tone of voice. Until now they are sometime vague and abstract,
which does not attract women. We focus on masculine words and try to balance
them with feminine words. We used the “male words” list from the KU Leuven to
create a more balanced way of writing. This is a concrete example of a process
based transformation within our organization. We will now measure how these
changes lead to more women applying for certain jobs.

[Claire Godding] As an example, between 2011 and 2016, we improved the % of
women in Branch managers from 24 to 40%, combining a smart quota (50% of new
hires needed to be women—which was easy as the “pipeline” was very balanced)
from the top, and local bottom-up initiatives (women managers meeting possible
candidates to answer their questions and share their testimonial). Two years of
efforts led, successively, to 50% of women in new hires. The 3rd year, no specific
initiative was taken regarding this target, and still, at the end of this 3rd year the
50% target was reached as well, showing the essential role of providing more role
models, to women of course, but also to HR and Managers, who, when thinking on
possible candidates, had now a better mix of examples in mind.

[Claire Godding] Nobody likes quotas, including myself. However everything
depends on why we work on diversity. If you are convinced that you need diversity
to boost innovation, then there is a big need. And a big need can only be addressed
with quota, to trigger change fast.

We have experience with quota and results. From 24 to 39% in four years’ time
of women in charge of a bank branch. In 2011 we changed things. 50% of adjunct
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bank managers were women. So we wanted to assure that these women could grow
to the next level. So we started to organize formal and informal activities, such as
meetings between aspiring leaders and current women bank managers. In 2012 we
saw that 50% of the appointments were for women. In 2013 we saw, despite not
communicating a lot, that still 50% of bank leaders are women. I believe this has a
lot to do with role models. Imagine that you differ on three levels with management:
female, French speaking, and from different origin. Women who now say they don’t
want to grow into leadership sometimes say it because they look at a group of
people they don’t identify with.

Another important point here is to find diverse leaders for the future, in that
respect, the ExCo develops a succession planning. Below, Bert talks about diversity
as a component of employee’s trajectory toward taking on a senior leadership
position.

[Bert Van Rompaey] At BNP Paribas Fortis, the “executive committee” (ExCo)
performs an exercise in succession planning. We assess whether we have the right
people in our organization to support sustainable competitiveness of our business
in the long run. When we do the exercise, we look at future leaders from different
perspectives. They need to have the right talent. They also need to fit within their
division and the entire organization. This is exactly where we value diversity a lot.
We do not aim to “copy paste” ourselves in the future. Rather, we proactively look
for talent with a diverse profile. And so, the future senior executives represent more
than just themselves.

Thus, our succession planning practice for me is an example of how we work on
diversity early on at the top management level.

(e) Improving the mix in teams at all levels

This goal is closely linked to the practice of “colorful socialization” from the
circle of inclusion.

BNP defines diversity as a competitive advantage for their organization. This
requires integration into organizational structures, strategies, and processes (Cox
2001). Diversity can be considered a source of innovation and creativity, but it can
also lead to conflict and inefficient business process (Farndale et al. 2015). This
duality is recognized in the bank, and managers are trained to manage tensions
related to diversity in teams.

[Bert Van Rompaey] It can seem easier to assemble a homogeneous team. It’s a
short cut. Nobody in the team asks questions. The team does not reflect on its own
actions with a dose of criticism. But, those homogeneous teams no longer suffice in
today’s constantly changing world. We need people with differences in background,
experience, or perspective. Diverse teams look at societal issues differently.
A diverse team can be a breeding ground for innovation.

A diverse workforce is really valuable nowadays for companies, as having
heterogeneous teams of bankers can bring higher productivity and “leads to con-
testation of different ideas, more creativity, and superior solutions to problems. In
contrast, homogeneity may lead to greater group cohesion but less adaptability and
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innovation” (Herring 2009, p. 219). Therefore, BNP focuses on creating diverse
and effective groups.

Leaders can create a climate of inclusion by role modeling, and thus inclusive
conducts will be copied by followers (Bandura 1977; Theodorakopoulos and
Budhwar 2015). In that, BNP considers that leaders need to work on becoming
more and more inclusive.

[Claire Godding] Challenging “inclusive leadership” of our Management is
also needed, and has seen an improvement in results. A survey conducted in 2015
showed a certain degree of resistance to gender equality among management. This
was intertwined with high levels of competitiveness. Also, we learned from the
survey that managers are in fact interested in better understanding their uncon-
scious biases. And so, we just launched an “inclusive leadership self-assessment”
app for all people managers in our company (2.000 people).

BNP organized workshops on “inclusion and unconscious bias” for our top
management. The scope of these biases expands beyond women and people with a
disability. I know that other companies in Belgium work on this topic as well.
However, often such initiatives are not welcomed very enthusiastically by top
management. The workshops were highly regarded by our senior management.(…)
Five years ago I would have never thought that it would be possible to organize
such a thing in our organization. And now, we have the majority of senior man-
agement on board.

Hyter and Turnock (2006), Mor Barak (2013) conclude that combating dis-
crimination is not possible if managers at all level are not involved seriously in the
process and promote the right values and behavior enabling inclusion among the
workforce.

[Bert Van Rompaey] “Diversity is a shared responsibility. A responsibility that
shapes the future of our firm… Believe in diversity and act accordingly”.

5.3 Other D&I Actions at BNP Paribas Fortis

5.3.1 Diversity Managers

At BNP Paribas, every large entity has a diversity manager. They meet at the
international level twice per year to share best practices and define common goals.
At the group level, some common requirements are defined together. BNP in
Belgium tests easily innovative approaches, which can afterward be extended at the
group level.

[Claire Godding] In order to multiply experiences, to share and encourage
progression in the corporate world, we created the Diversity Managers Association
Belgium (DMAB), involving today more than 20 large companies, representing
more than 200,000 workers of all sectors. We meet every two months to share on all
aspects of Diversity & Inclusion. This open platform is especially a great
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opportunity to discover totally different realities and efficient actions which can be
duplicated, and helps a lot Diversity Managers who have to achieve results in a
Diversity part-time role.

In the diversity managers association we see a pattern. Organization that start
with this topic first have to work on diversity before they can address inclusion. So
inclusion follows diversity. Inclusion means that everyone feels good at work. If you
start with inclusion without diversity, you are making a homogeneous group feel at
ease. Today we work both on diversity and inclusion. One of the big elements on
inclusion in our bank, although it may seem a bit weird because it’s just an event, is
our diversity week. During that week we offer a lot of sessions, seminars, etc. for
our employees. The topic for this year is “live my life”. I believe this adds to our
inclusion agenda. We challenge people to address prejudice you might have
towards other functions and businesses within our organization.

5.3.2 Diversity as Source of Innovation

[Claire Godding] During the last 3 years innovation has become a clear priority of
BNP Paribas Fortis. Several initiatives have been launched in this respect. One of
these initiatives is called Home for Innovation, a dedicated team where attention is
put into building a diverse team. This team regularly organizes “hackathons”
(creative intensive workgroups concentrating during 2–3 days on building new
prototypes or concepts) where all employees can decide to participate. The expe-
rience of several of these hackathons showed a clear difference in success rate
between gender and profile diverse teams and homogeneous teams which are more
stuck in ego issues, and are less creative.

5.3.3 Active Networks

There are certain pivotal networks of the D&I plan at BNP Paribas Fortis. These
networks are not always present in diversity approaches, but have proven to be key
in the success seen at BNP Paribas Fortis in the past 5 years. Currently, there exist
six active voluntary networks by and for employees. One of these is a gender
network open to both men and women, which counts more than 1200 members.
There is a network for employees above the age of 50, another one for employees
below the age of 35, a multicultural network, and an LGBT network that was
started in 2016. These are active networks with social partners, meeting three times
per year. There are 30 Diversity Coordinators in Businesses and Regions who have
taken on this role as an extra responsibility who participate in training once per
year.
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5.3.4 Diversity Week

[Claire Godding] Since 2014, we have an annual “diversity week.” In October
2016 the diversity week took place in a period where media was highly polarized on
the European refugee crisis. We decided to host a play in our bank. The play was
entitled “Jihad.” Needless to say, such an initiative was highly controversial. The
venue was completely packed. And the discussion afterwards, which was scheduled
to last for about an hour, had to be wrapped up after more than three hours. Such a
bold move allows us to create awareness around topical issues that we as an
organization need to address as well.

Also, the ExCo participates in these type of actions.
A while ago we conducted an “ExCo in the dark.” During the entire meeting,

the ExCo members were blind. For us this was a very valuable lesson to experience
life as it is for the many people in our country who are blind. Can you imagine such
a session in an organization that is rather traditional?

5.3.5 Global People Survey

Below, Claire talks about the Global People Survey. This is an annual employee
survey administered throughout the BNP Paribas Group. A number of topics are
surveyed, including: employee satisfaction, leadership, diversity, corporate social
responsibility, and mobility. The survey is also used by management to (1) design
strategies that focus on core issues and opportunities, (2) evaluate the impact of HR
practices on different fields such as mentioned above.

[Claire Godding] BNP Paribas conducts an annual survey, the Global People
Survey. Year after year, our employees indicate that they value working with their
team, their boss, and other teams as well. For me these results relate back to
valuing diversity as an organization, because diversity entails an environment
where we collaborate respectfully with each other.

Fig. 5.1 Evolution of perceptions about inclusion inside BNP Paribas Fortis between 2010 and
2015. Source Global People Survey, BNP Paribas Fortis
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In that, HR and unions through social dialogue agree on fighting against dis-
crimination (Fig. 5.1).

5.4 Challenges for BNP in the Near Future

[Claire Godding] In an effort to advance the business while keeping diversity and
inclusion as a central topic, numerous challenges arise. One of these is the glass
ceiling, which is experienced quite early on. At the first level of managerial posi-
tions in BNP, suddenly the percentage of women drops significantly. Why? Because
the organization still operates in a society where, on average, women combine
more roles. However, the reversed is really an exception. We must not forget that
the firm operates in a broader society, where traditional roles still prevail.

Another challenge is facilitating successful employment for people with dis-
abilities. Deaf people, for instance, can face immense challenges. To hire a sign
language interpreter during a meeting in fact is not very costly and help the
inclusiveness and participation of deaf workers. However, there is still a barrier to
do so. And so, deaf people are at risk of lagging behind. During high school
education, deaf people often have to struggle to get a degree. Not because they are
less intelligent. Rather, plenty of practical barriers hold them back. And so, early
on when starting a professional career, this population is in fact disadvantaged.

[Bert Van Rompaey] During summer vacation, we aim to hire young non-
Western workers for summer work. When I talk to them, they regularly express to
me that they never thought a bank would hire them. You see, there is an implicit
assumption that a big bank would not hire foreigners. This saddens me, as we
explicitly value the input of our diverse workforce to innovate our business.

These three examples are cases on their own. However, combined, they portray a
challenging picture. On the one hand, diversity is the key to innovation. On the
other hand, societal issues hold the firm down in an attempt to structurally anchor
diversity within the organization.

5.5 Recommendations

Companies aspiring to implement or improve upon existing diversity and inclusion
policies are encouraged to take heed of the example of BNP Paribas Fortis:

1. Harness a continuous and constructive social dialogue between key stakehold-
ers. Social dialogue allows to (a) identify issues early on, (b) harness a climate in
which employee and employer representatives work on diversity and inclusion
from a mutually beneficial perspective, and (c) implement practices that are
supported and encouraged throughout the organization.
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2. Identify first what the purpose of implementing such an initiative is for your
company. Once rationale and targets have been set, start by working on diversity
(fighting discrimination, improving the mix, monitoring figures), and then
eventually move to initiatives in inclusion. Both are necessary.

3. Medium-sized and large corporations are advised to have one person appointed
to Diversity & Inclusion as their only responsibility. Preferably, this is a person
with business experience and located within HR to have access to main HR
processes which are key to making a difference on diversity, but who also
uphold a flexible approach. There are no “one size fits all” solutions for HR;
whatever you do needs to fit with the corporate culture and the opinion leaders.

4. The scope of D&I initiatives should be quite broad, from encouraging
employees networks, to involving in business with supports and ambassadors in
different functions, to demonstrating awareness of clients diversity in customer
service and marketing.

5. It should be made clear to all employees that the initiative is supported by top
management. A “CEO letter” can help, as well as active participation by top
management in D&I initiatives and events.

6. Develop a network of other businesses ready to share their experiences and best
practices with D&I. This will be extremely helpful, especially for D&I pro-
fessionals who maintain other responsibilities.

7. Diversity, inclusion, and social dialogue must be at the forefront of all inter-
actions, initiatives, and decisions for the D&I professional. Particular attention
should be given to the interactions and conversations around diversity and
inclusion. Recognizing your company’s own strengths and limitations will be
essential in choosing concrete actions that fit well within the organization (e.g.,
BNP Paribas Fortis’ decision to host the play “Jihad” during a time that this
topic was politically potent and timely).

5.6 Conclusions

BNP Paribas Fortis provides a compelling case study to demonstrate how
well-integrated policy and practice aimed at diversity and inclusion can have fan-
tastic results, not only for employee experience but also for business as well.
Diversity is understood by BNP to be quite broad. It accounts for all variations in
gender, age, culture, sexual orientation, (dis)ability, profiles, and experiences, and
their initiatives reflect this scope. The Diversity and Inclusion plan at BNP grew
from a policy that was implemented in 2004, to a plan put into operation in 2009, to
today’s fully functional and permanent initiative that pushes for continuous
improvement in inclusive hiring, employee management, internal opportunities, and
customer experience. This growth, and the strong support by top management, is
directly linked to the clear benefits of cultivating a diversity climate and a safe place
for all. The case of BNP reinforces the academic literature that diversity is, in fact, a
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competitive advantage when it is well integrated into organizational structures,
strategies, and processes (Cox 2001) as the circle of inclusion proposes (see Arenas
et al., Chap. 1 in this volume). It stimulates innovation as well as creativity, pro-
ductivity, and profitability.

Policies and practices that support diversity can be seen as forming the
groundwork for success, while the social dialogue is the platform from which all
social actors engage with and promote inclusion. According to BNP, social dia-
logue is tremendously important nowadays.

This chapter examines social dialogue, diversity, and inclusion at the organi-
zational level; however, the sectoral and national levels undoubtedly influence these
practices within BNP and other organizations with similar objectives. It is clear that
there is growing diversity in the workforce both in Belgium and in European
countries more broadly, and that failure to adapt may be fatal for businesses wishing
to maintain a competitive edge. But deciding to embrace diversity and work toward
inclusive practices and open social dialogue is only the first step. There are several
challenges to managing diversity, and having well-integrated policies and practices
that are supported by top management and embraced by all employees on a social
dialogue level is absolutely essential. Cultivating a diversity climate requires daily
effort and almost constant attunement to the environment at the organizational level
and beyond. As BNP Paribas Fortis exemplifies, however, it is clear that for the
case of diversity, inclusion, and social dialogue in business, the juice is worth the
squeeze.
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Chapter 6
Inclusive Recruitment? Hiring
Discrimination Against Older Workers

Nick Drydakis, Peter MacDonald, Vasiliki Bozani and Vangelis Chiotis

6.1 Introduction

Although the growth in older age groups in national populations around the globe
has been well documented, little attention has been given to the policies that will
extend opportunities for older workers (Böhm et al. 2013; Posthuma and Guerrero
2013; Naegele and Walker 2011; Van Vianen et al. 2011). According to a 2015
Mercer survey of employers in the UK and Europe, “the vast majority (87%) of the
survey respondents have not checked whether their people managers are hiring
workers who are older than themselves, and of the remaining 13% of those that do
measure it, more than half found that managers do not hire people older than
themselves” (Mercer 2015). Also, according to the American Association of Retired
Persons (AARP) career study (2014) on older workers, 64% of those surveyed say
they have seen or experienced age discrimination in the workplace. The same study
suggests that “more than one-third of older workers are not confident that they
would find another job right away without having to take a pay cut or move (37%).
Of those, about one in five (19%) say the reason they are not confident is due to age
discrimination and 21% identify age limitations, such as feeling they are “too old”
or limited in some way because of their age.” In addition, based on a 2014 global
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survey (Deloitte 2014) of business and HR leaders, 58% of executives reported that
their organizations have “weak capabilities in providing programs for younger,
older, and multi-generation workforces.” These negative patterns could have a
detrimental impact on older workers in the labor market.

Although the target set by the Europe 2020 Strategy to reach 75% employment
of all Europeans aged 20–64 (by 2020), a 2011 European Policy Centre study
suggests that only 46% of people aged 55–64 are in work; this drops to 11% of 65–
69 years-olds and 5% of those aged 70–74 (European Policy Centre 2011). In all
developed countries, life expectancy is increasing, fertility is decreasing and people
are encouraged to work longer in order pension promises to be sustainable (Age UK
2011). Unfortunately, efforts to extend working lives and to increase participation
rates among older people may be undermined by age discrimination in labor
markets (Age UK 2011). Discrimination remains a serious issue for older workers
because employers’ beliefs about the effects of ageing on productivity and work-
place performance are influenced by negative stereotypes (George et al. 2015;
Age UK 2011; OECD 2004). These stereotypes suggest that older workers are less
motivated, less adaptable, less healthy, and more likely to be distracted by family
caring responsibilities (Ng and Feldman 2012). However, meta-analyses suggest
that the somewhat widespread belief that job performance declines with age is not
strongly supported: indeed, many studies point to performance increments with
increasing age (Ng and Feldman 2008, 2012; Van Vianen et al. 2011; Sturman
2003; Warr 1994). In addition, according to the literature, emotional resilience has
not been shown to be generally related to age (Ng and Feldman 2012; Sturman
2003; Warr 1994) and also, the widespread stereotypical view that older workers
are less innovative than younger workers is not supported (Ng and Feldman 2008,
2012; Van Vianen et al. 2011; Sturman 2003; Warr 1994).

In order to eliminate age discrimination in the workplace, the UK implemented
European Union legislation in the Employment Equality (Age) Regulations 2006.
These were superseded by the Equality Act 2010which came fully into effect in 2012.
This study evaluates whether the legislation has been effective. In the current study,
we examine potential demand-side barriers to older UK men and women finding
employment by exploring recruitment behavior, specifically invitations to interview,
by utilizing an experimental technique; the so-called correspondence test. We focus
on recruitment as it is the first stage of the HRM cycle (see the Circle of Inclusion,
Arenas et al., Chap. 18 in this volume) and is a critical feature of HR processes in all
organizations, regardless of size, structure of location. Decisions made in recruitment
are fundamental to how effectively the workforce contributes to organizational
objectives. Inclusive recruitment and discrimination free selection are a necessary
condition for organizational HRM systems becoming Circles of Inclusion.

Unfortunately, age discrimination is neither overt nor easily measured (Riach
and Rich 2002, 2007). Surveys of attitudes toward target groups and employers in
the labor market are not likely to produce honest and accurate responses (Riach and
Rich 2002). As a result, the lack of direct evidence regarding a recruitment bias
against older people might limit our knowledge of the actual extent of the dis-
crimination that such people may face in the initial stage of the recruitment process
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and discriminatory patterns might remain unchallenged. However, field experi-
ments which minimize bias and catch employers in the act of discrimination pro-
vide impressive direct evidence of recruitment bias from a powerful test procedure
that enables clear policy adoption (Drydakis 2009).

The current study’s results, the first since the Equality Act 2010, suggest that
discrimination against older workers remains an important phenomenon.
Legislation has not been sufficient to eliminate age discrimination in recruitment.
Furthermore, ageism is not gender and occupation-neutral. The results highlight that
government should require firms to adopt ageing-at-work policies that explicitly
cover all stages of the recruitment process. Social dialogue between employers and
employee representatives has a crucial role to play in effectively operationalizing
national regulation at an organizational level. Constructive social dialogue has the
potential to both promote changes in attitudes toward older workers and in
informing effective organizational policies and procedures to eliminate ageism in
recruitment. In what follows (Sect. 6.2), we will present the design of the study.
The results will be presented (Sect. 6.3) followed by discussion of the implications
(Sect. 6.4) and conclusions (Sect. 6.5).

6.2 Design of the Study

Following the methodology of a typical field experiment (Drydakis 2009; Riach
and Rich 2002) pairs of matched applications (one from a fictitious 28-year-old
male/female applicant and one from a fictitious 50-year-old male/female applicant)
were sent to employers with a variety of job openings for restaurant workers, sales
assistants, factory workers, and office secretaries. Firms’ responses to the appli-
cants, i.e., invitations for interview, were then recorded. As in most field experi-
ments on age discrimination, we suggest that if preferences were found for younger
applicants with 19 years less experience, it would indicate a very significant level of
bias against older applicants (Riach and Rich 2002, 2007). However, if we were to
find preferences for the older applicants in such circumstances, it could be inter-
preted as an economically rational response to experience superiority, rather than
bias against youth (Riach and Rich 2002, 2007).

In the present study, we concentrate on low-skilled jobs in the private sector as
this group is expected to be more at risk for age discrimination (Eurobarometer
2007). The labor market demand in these occupations was also sufficiently high.
These occupations almost always have fixed pay scales, often advertised with the
vacancy, such that potential employers will not perceive older applicants as likely to
expect higher wages as younger applicants. It was extremely important to choose
job openings where it was realistic to expect that job applications would come from
individuals 22 years apart in age range. Hence, jobs with a career hierarchy (i.e.,
managers, directors) were ruled out of the investigation. The selected occupations
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allow a further dimension to be investigated (Drydakis 2009) since jobs in industry
(i.e., factory/manual workers) are perceived as blue-collar jobs, while jobs in ser-
vices (such as in restaurant/sales and offices) are perceived as pink-collar and
white-collar jobs. Finally, by focusing on both sexes, we can account for how
gender might affect access to vacancies (Drydakis 2015).

The current research was administered as part of the Longitudinal Labor Market
Discrimination Study (LLMDS) conducted by Anglia Ruskin University (Lord
Ashcroft International Business School) in the UK. The LLMDS is an ongoing
longitudinal yearly data set beginning in 2012. In this study, we applied for
vacancies where there was demand for employment of 8 h a day, 5 days a week.
We applied to 1836 available jobs in the selected occupations from July 2013 to
May 2015, in the UK. These vacancies were identified through a random sample of
advertisements appearing in both leading, as well as local, newspaper websites. We
applied only to companies that accepted applications via e-mail. Whenever firms
invited the applicants for an interview, it was recorded as a call back (Drydakis
2009). Invitations to interviews were politely declined to minimize the inconve-
nience to the firms (Drydakis 2009).

As in most EU field experiments, the applications consisted of three parts
(Drydakis 2015). Firstly, a message in the e-mail that simply stated that the
applicant was applying for the vacant job and that an application letter and a CV
were attached. Secondly, an application letter that described the applicant in a
narrative form. The letter continued with the applicant stating that he/she had seen
the announcement for the job opening and was interested in obtaining the position.
The letter contained information about the applicant’s age and work experience. It
included the applicant’s contact information (mail), date of birth, sex (male/female),
ethnicity (White-British), marital status (married, one child), previous employment,
and education (both applicants had completed school to Year Eleven). The postal
addresses were in comparable socioeconomic districts, approximately one mile
apart in each region. Thirdly, CVs for waiters, salesmen/saleswomen, factory
workers, and office secretaries were prepared, in conjunction with advice from
relevant HR departments. Information was carefully matched between the two
applications and altered for the four different targeted occupations. Working with
HR departments, we conducted internal pretests to ensure that neither the two cover
letters nor the CVs that formed a pair would elicit preferences.

The aim of this study was to create pairs of job applicants who were carefully
matched in all respects except in the experience inevitably associated with age
(Drydakis 2009). The younger applicant was 28 years of age. Also, the letter stated
that the younger applicant had 9 years of work experience in the specific occupa-
tion. The older applicant was 50 years of age and the letter stated that the older
applicant had 28 years of work experience in the specific occupation. As in most
field experiments, we controlled for the older applicant’s mental and physical
capacities (Riach and Rich 2002, 2007). Older applicants were engaged in stren-
uous physical activity (i.e., cycling, mountain-biking) to demonstrate their current
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good health and to reduce potential employers perceiving older applicants as at
higher risk than younger applicants of future ill health. Their mental flexibility was
demonstrated by an up-to-date interest in computers and learning foreign languages
(i.e., Spanish) (Riach and Rich 2002, 2007). The reason for so doing is that
numerous studies point to negative employer perceptions vis-à-vis older workers,
with respect to their productivity, cost, work motivation, current health, future
health risks, receptiveness toward training, and ability to cope with technological
and organizational change (OECD 2004). Moreover, in this study, we indicated that
the applicants were currently in employment so that all applicants had current
experience at some form of work, thus diminishing fears that older workers had a
longer time for human capital to deteriorate.

For research purposes, we also recorded the characteristics of the firms, such as
the existence of HR and written commitments to equal opportunity (Drydakis 2009,
2015). To collect this specific information, we adopted the following process: If a
job opening or a firm’s official website indicated a job or firm, the information was
registered. When limited information was provided, research assistants contacted
the firms and collected the relevant data, stating that they were engaged in a
university study of the firm environments behind advertised job openings (Drydakis
2009, 2015).

6.3 Results

The primary question we asked was, “What constitutes an outcome that exhibits
discrimination?” In a study of majority/minority employment opportunities, an
intuitively plausible measure of (the existence of) discrimination is the proportion
of times that the two applicants were treated differently by potential employers
(Riach and Rich 2002, 2007). Complete results thus necessitate recording when
both were rejected or invited and when only the majority or minority applicant was
invited to interview (Riach and Rich 2002, 2007).

Table 6.1 summarizes the data and the results of our experiment. We present
outcomes of firms who did not respond to either of the applicants (neither invited
for interview); firms who responded positively to at least one applicant (at least one
invited); firms who responded positively to both of the applicants (both invited);
firms who responded positively only to the younger 28-year-old applicant (only the
younger was invited), and firms who responded positively to only the older
50-year-old applicant (only the older was invited). The results are presented for the
total sample, by occupation, and sex.

Table 6.1, Panel I, presents observations for men. The last row shows the
aggregated results and from the second column it can be seen that applications were
sent to 894 job openings. The third column shows that in 509 cases, neither indi-
vidual was invited for interview. In the remaining 385 cases (column four), at least
one applicant was invited. In 57 cases (column five), both applicants were invited

6 Inclusive Recruitment? Hiring Discrimination Against Older … 91



T
ab

le
6.
1

A
gg

re
ga
te

ou
tc
om

es
;
ac
ce
ss

to
oc
cu
pa
tio

ns

Pa
ne
l
I:
M
en

O
ut
co
m
es

jo
bs

Jo
bs

N
ei
th
er

in
vi
te
d

A
t
le
as
t
on

e
in
vi
te
d
(1
)

B
ot
h
in
vi
te
d

O
nl
y
th
e
yo

un
ge
r

w
as

in
vi
te
d
(2
)

O
nl
y
th
e
ol
de
r

w
as

in
vi
te
d
(3
)

N
et

di
sc
ri
m
in
at
io
n

(2
)–
(3
)
[(
2)
–
(3
)]
/(
1)

%
v2

te
st

Fa
ct
or
y
w
or
ke
rs

15
1

10
8

43
5

33
5

28
65

.1
20

.6
*

Sa
le
s
as
si
st
an
ts

23
5

13
1

10
4

12
75

17
58

55
.7

36
.5
*

R
es
ta
ur
an
tw

or
ke
rs

24
5

14
5

10
0

13
65

22
43

43
.0

21
.2
*

O
ffi
ce

se
cr
et
ar
ie
s

26
3

12
5

13
8

27
85

26
59

42
.7

31
.3
*

T
ot
al

89
4

50
9

38
5

57
25

8
70

18
8

48
.8

10
7.
7*

Pa
ne
l
II
:
W
om

en

O
ut
co
m
es

oc
cu
pa
tio

ns
Jo
bs

N
ei
th
er

in
vi
te
d

A
t
le
as
t
on

e
in
vi
te
d
(1
)

B
ot
h
in
vi
te
d

O
nl
y
th
e
yo

un
ge
r

w
as

in
vi
te
d
(2
)

O
nl
y
th
e
ol
de
r

w
as

in
vi
te
d
(3
)

N
et

di
sc
ri
m
in
at
io
n

(2
)–
(3
)
[(
2)
–
(3
)]
/(
1)

%
v2

te
st

Fa
ct
or
y
w
or
ke
rs

16
3

13
2

31
5

25
1

24
77

.4
22

.1
*

Sa
le
s
as
si
st
an
ts

23
2

16
3

69
12

49
8

41
59
.4

29
.4
*

R
es
ta
ur
an
tw

or
ke
rs

26
6

17
7

89
21

55
13

42
47
.1

25
.9
*

O
ffi
ce

se
cr
et
ar
ie
s

28
1

18
3

98
21

63
14

49
50

.0
31

.1
*

T
ot
al

94
2

65
5

28
7

59
19

2
36

15
6

54
.3

10
6.
7*

N
ot
es

20
13
–
20
15

U
K
L
on
gi
tu
di
na
lL

ab
ou
rM

ar
ke
tD

is
cr
im

in
at
io
n
St
ud
y
da
ta
se
t.
T
he

nu
ll
hy
po
th
es
is
is
“B

ot
h
in
di
vi
du
al
s
ar
e
tr
ea
te
d
un
fa
vo
ra
bl
y
eq
ua
lly

of
te
n,
”
th
at
is
,

(2
)
=
(3
).
T
he

cr
iti
ca
l
va
lu
e
of

th
e
v2

at
th
e
1%

le
ve
l
of

si
gn

ifi
ca
nc
e
is
6.
63
5(
*)

92 N. Drydakis et al.



(equal treatments); in 258 cases (column six) only the younger applicant was
invited and in 70 cases (column seven) only the older applicant was invited. Hence,
net discrimination (Drydakis 2009) against the older applicant can be read from the
last two columns and represents 188 cases (48.8%). The outcome is statistically
significant. In other words, the younger male applicant was approximately 3.6 times
more likely than the older male applicant (i.e., 258 cases vs. 70 cases) to receive an
invitation for a job interview.

In Panel I, it is also observed that older applicants were found to face the highest
occupational access constraints for factory/manual jobs, which constitute the
lower-status sector (blue-collar) in our sample. To be specific, the net discrimina-
tion against the older applicant is 28 cases (65.1%). That is, for factory/manual jobs,
the younger male applicant was approximately 6.4 times more likely than the older
male applicant (i.e., 33 cases vs. 5 cases) to receive an invitation for a job interview.
In Panel I, it is also observed that in office jobs (white-collar occupations), net
discrimination against the older applicant is 59 cases (42.7%); in restaurant
vacancies net discrimination against the older applicant is 43 cases (43.0%) and in
shop sales, net discrimination against the older applicant is 58 cases (55.7%). In all
cases, the outcomes are statistically significant.

Panel II presents observations for women. In 192 cases (column six) only the
younger applicant was invited and in 36 cases (column seven), only the older
applicant was invited. Hence, net discrimination against the older applicant is 156
cases (54.3%). The outcome is statistically significant. The younger female appli-
cant was approximately 5.3 times more likely than the older female applicant (i.e.,
192 cases vs. 36 cases) to receive an invitation for a job interview. Furthermore, it is
observed that older female applicants were faced with the highest occupational
access constraints for factory/manual jobs, that is, net discrimination against the
older applicant is 24 cases (77.4%). In Panel II, it is also observed that in office jobs
(white-collar occupations), net discrimination against the older applicant is 49 cases
(50.0%); in restaurant vacancies net discrimination against the older applicant is 42
cases (47.1%) and in shop sales, net discrimination against the older applicant is 41
cases (59.4%). In all cases, the outcomes are statistically significant.

Interestingly, in Table 6.2 we report the results for the subset of applicants
whose resumes were submitted to firms wherein HR departments (a) existed or
(b) did not exist. In Table 6.2 Panel I, the net rate of discrimination against the older
applicant in the case of the firms having HR was 49.1%. On the other hand, the net
rate of discrimination against the older applicant in the case of the firms not having
HR was 54.5%. In both cases, the outcomes are statistically significant. In
Table 6.3, we also observe that the net rate of discrimination against the older
applicant in the case of firms providing written commitments to equal opportunity
was 33.0%. The outcome is statistically significant. The patterns suggest that the
existence of HR departments, as well as the provision of written commitments to
equal opportunities, retain statistically significant discriminatory patterns for the
older applicant.
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6.4 Discussion and Implications for Organizations
and Social Partners

The results suggest that discrimination in recruitment against older workers in the
UK continues at alarming levels. It continues despite the introduction of the
Equality Act 2010. Older workers must spend more time and resources finding jobs
and firms may lose potential talent through biased recruitment practices. These
results support the findings of other field experiments that indicate the existence of
ageism in the recruitment process in other countries, such as in the US (Lahey
2008), in Sweden (Ahmed et al. 2012), in France (Riach and Rich 2006) and in
Spain (Albert et al. 2011).

In addition, the results suggest that older women are more discriminated against
than men (also found by Neumark et al. (2015) for the US) and manual workers
more than non-manual workers. These patterns accord with stereotypical beliefs
that the physical strengths and job performance of women and manual workers
decline earlier than for men and white-collar workers (Böhm et al. 2013; Colin and
Loretto 2004). Furthermore, white/pink-collar workers might have clear advantages
compared to blue-collar workers (less likely to show signs of exhaustion, more
valuable administrative experience, more able to effectively weigh up alternatives).
Thus, gender and occupational heterogeneity seem to be factors that moderate
ageism and require further attention.

A clear understanding of the nature of age discrimination is essential to derive
policies from this analysis. Based on Taste theory of discrimination (Becker 1957),
if employers, co-workers and/or consumers have tendencies toward discrimination
and can distinguish older workers from younger, the result may be discriminatory
treatment. In addition, based on the Statistical discrimination (Arrow 1973) if, in
general, it is true that there is a systematic differential between the older and
younger applicants in their productivity, this is sufficient to create a permanent
differential in occupational access. In this situation, discrimination is not the con-
sequence of exogenous preferences (distastes) but of profit-maximizing behavior of
risk-averse employers. In practice, if Taste-based discrimination (Becker 1957)
accounts for lower occupational access for older people, then anti-discrimination
legislation may be the appropriate response. However, if Statistical discrimination
is important (Arrow 1973), then a better means of assessing workers’ productivity
(i.e., through diagnostic tests) may contribute to the reduction of discrimination at
the individual or group level. Importantly, in the current study, we have controlled
for the older applicants’ mental and physical capacities. Hence, it might be that
firms may not invite older applicants to be interviewed, thus equalizing the unit
costs of labor after factoring the distaste toward older people. Thus, in this study,
evidence was found to support Taste-based discrimination as a reason for ageism
and not Statistical discrimination, despite anti-discrimination legislation having
been introduced.
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6.4.1 Inclusive HR Policies Begin at the Recruitment Stage

Much of the existing work into the effects of ageing workforces has focused on
adapting HR processes and policies for organizations’ existing workforces. For
example: The effect of job-related health problems on age/performance relations
suggests adapting management of workers physical, mental, and social health
should be a critical priority (Posthuma and Guerrero 2013; Naegele and Walker
2011); offering older workers renewed stimulation at key points in their careers may
help to maintain high levels of commitment and skills (Ng and Feldman 2008;
Sturman 2003); introducing flexible working-time arrangements to avoid demoti-
vation and early exit from the workforce, especially for women (Posthuma and
Guerrero 2013).

A clear focus on anti-discrimination policies and inclusion would result in a
circle in which unbiased recruitments would promote inclusive practices, which, in
turn, would promote a greater diversity of people drawn to join the workforce. If
efforts to extend working lives and to increase participation rates among older
people are to be successful, adapting HR policies to accommodate the aging of only
existing workers is not sufficient. Older workers must also have equal access to
vacancies in the recruitment process. Despite the existence of anti-discriminatory
legislation, there remains widespread discrimination against older workers at an
early stage of the recruitment process. HR policies can create behaviors in orga-
nizations and the right practices can encourage more inclusive behaviors. These
practices should be focused on recruitment, career development, work design, etc.

As the results in Table 6.2 show, the existence of an HR department is not
sufficient to eliminate age discrimination in recruitment. Even in firms with HR
departments, younger applicants are four times as likely to receive an interview as
older applicants (i.e., 274 cases vs. 68). These results reinforce previous findings
that workforce ageing is often viewed negatively by HR practitioners, focusing on
difficulties and conflicts instead of potential and opportunities (Naegele and Walker
2011). Interestingly, while firms with written commitments to equal opportunities
(Table 6.3) still showed statistically significant rates of net discrimination against
older applicants, the level of net discrimination was reduced. Net discrimination
was reduced because, if any applicant was invited to interview, firms with written
commitments to equality were far more likely to invite both applicants than firms
without written commitments. Where at least one applicant was invited for inter-
view, firms with written commitments invited both in 46.4% of cases against 17.3%
of cases for firms without written commitments.

Our results show that current HR recruitment policies fail to prevent discrimi-
nation against older applicants. Inclusive HR policies must begin at the recruitment
stage. Firms should not only actively solicit applications from older applicants
(Lievens et al. 2012) but also ensure that they are fairly considered once received
(see Salgado et al., Chap.7 in this volume).

Age discrimination in recruitment should not be considered in isolation. It
should be seen in the context of other characteristics such as race, gender,
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socioeconomic background, ethnicity, and disability that may be discriminated
against in recruitment. As we show for the case of gender, these characteristics are
likely to moderate the effects of ageism. It is those firms with written commitments
to equality (and across all characteristics rather than just age) who display the
lowest levels of net discrimination. Firms need to ensure that shared values and
beliefs, as well as policies, practices, and procedures are not age-discriminatory but
recognize the strengths and potentials of workers from different age groups
(Naegele and Walker 2011). The government should require firms to have
ageing-at-work policies (Naegele and Walker 2011) but such policies need to
explicitly address all stages of the recruitment process.

Inclusive HR policies must recognize both that older workers may maintain (or
improve) productivity across their working lives in a way that compensate for
reduced physical ability (Ng and Feldman 2012) and that there exists, on average,
(perhaps unconscious) taste-based bias against older workers among recruiters
which is unrelated applicants’ productivities. There must be less reliance on
chronological age and greater use of intrinsic predictors of job performance, such as
use of job analysis and specific performance tests (Naegele and Walker 2011; see
Salgado et al., Chap. 7 in this volume). Clearly, those conducting interviews need to
be trained to carry out age-sensitive selection processes. Our results show that
discrimination occurs prior to this, when selecting which applicants are interviewed.
Similar training is necessary for those involved in selecting interviewees though
there is little evidence yet as to the effectiveness of such training relating to age
discrimination (Lievens et al. 2012). Avoiding revealing age at the application stage
(or details from which age might be inferred such as extensive experience, dates of
qualifications) would reduce opportunities for recruiters to discriminate against
older applicants.

6.4.2 Social Dialogue to Promote Fair Recruitment

The results of this study show how much work needs to be done to address age
discrimination in the labor market. We found evidence strongly suggestive of
discrimination taste-based age discrimination, despite European and national reg-
ulation aimed making such practice unlawful. Eliminating such age discrimination
in recruitment requires not only a fundamental change in attitudes and behaviors
toward older workers by recruiters, but also recruiting organizations designing and
implementing effective policies and procedures (Collin 2005). This suggests a key
role for constructive and informed social dialogue in improving recruitment prac-
tices. Its importance lies in ensuring that within organizations both sides (employers
and workers) can represent their interests and, through discussion, arrive at prac-
tices beneficial for all. It is only through social dialogue and cooperation between
both parties in workplaces that recruitment issues such as age discrimination can be
highlighted and resolved.
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Social dialogue should be an integral part of the process of changing attitudes
and establishing more inclusive workplaces, as it gives the opportunity for parties to
raise issues and negotiate solutions. Cooperative social dialogue between employers
and employee representatives offers the greatest opportunities for developing HR
policies at the organizational level to confront and eliminate age discrimination in
recruitment (Bryson et al. 2012). Effective social dialogue requires effective rep-
resentation of both employers and workers. The UK is distinct from other European
countries in having much lower levels of formal employee representation at the
organizational level (Martinez-Lucio and Keizer 2015). This lack of effective
employee representation is especially acute for the low-skilled occupations, private
sector roles that form our sample. These have notably low levels of union mem-
bership, and the UK has traditionally relied solely on unions as the channel for
employee representation (Euwema et al. 2015).

Developing inclusive recruitment policies is in the interests of both employers,
who may otherwise overlook the most productive applicants to vacancies and
increasingly so as workforces age, and employees, who will become older appli-
cants in the future. On the issue of age discrimination, there exist incentives,
recognizing their shared interests, to develop cooperatively orientated relations
between employers and employee representatives. Developing cooperative relations
require investments by both parties (Euwema et al. 2015). The primary challenge,
especially in the UK, but more generally across Europe is cultivating effective
employee representation at the level of the organization. If mechanisms can be
developed to ensure effective, competent, and trustworthy employee representation,
whether through the unions or not, cooperative social dialogue offers the oppor-
tunity to employers, employees and potential employees put forward their claims
for a fairer, more inclusive and more efficient recruitment practices. Developing
inclusive recruitment policies to address age discrimination will not only protect
older workers and job candidates. As our results show, age discrimination is
moderated by characteristics such as gender. Recruitment policies that are inclusive
for one characteristic are likely to be more inclusive for all characteristics. Hence,
social dialogue is an essential condition for an inclusive work environment as it
allows arguments for special cases within the workforce to be presented, and
solutions developed, within each organization’s environment (Collin 2005).

Of course, relations and dialogue between employers and employees are affected
and defined by society-wide beliefs and norms. Norms in the workplace follow
society-wide ethical norms and as such there can be delay in adoption and appli-
cation. Ageism and age discrimination has only recently become part of the ethical
discourse and, notwithstanding regulatory changes, our results suggest that informal
workplace behavior is yet to adapt. As norms evolve, discrimination against older
workers in the labor market will reduce over time. However, such adaptation can
take decades as, for example in the case of gender discrimination (Phillips 1998).
The pressures of population aging make swift adaptation imperative. An active
older population enjoying equal treatments in the labor market will be better able to
help build the social and economic capital of their countries (Age UK 2011).
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6.5 Conclusions

This study has provided strong evidence of age bias due to distastes against older
applicants at the first stage of the recruitment process in the UK for the 2013–2015
period. The results, based on a sample of low-skilled occupations, suggest that,
despite the introduction of the Equality Act 2010, many employers reject appli-
cations from individuals because they have reached the age of 50. Furthermore, the
results indicate that women and those in blue-collar occupations are at greater
disadvantage compared to men and those in white/pink-collar occupations. The
results of this study highlight that a history of discrimination is not reversed
overnight by passing legislation. Nor do the existence of HR departments or written
commitments to equal opportunities by firms eliminate discrimination against older
people. As the baby boom cohort reaches retirement age, social programs face
looming funding crises (Lahey 2008; OECD 2004). One often-suggested solution is
to encourage older workers to remain in the labor force, so that benefits can be cut
without compromising living standards. Simply encouraging older people to reenter
the labor force may not guarantee that they will be able to find jobs in a timely
manner, if at all. Our study has shown that older people must spend more time,
effort, and resources than younger people to obtain an interview.

Social dialogue between social planners and trade unions can play an important
role in effectively operationalizing national regulation at an organizational level.
Social dialogue should ask for open dialogue and constructive negotiations between
management, trade unions, and employee representatives in order to promote a
change of attitudes, behaviors, and competences on diversity and social inclusion,
and develop effective organizational responses in terms of policies and procedural
aspects to improve inclusion of older people at workplaces.

Finally, it is important to consider that the study’s results should be evaluated
while considering the characteristics of the experiment and data set. Our study has
focused on the recruitment stage and has ignored potential discrimination that could
arise later on. We have focused on only a few low-skilled occupations, applicant
profiles, and regions. Consequently, firm generalizations are not possible. One may
need to consider additional occupations, applicants with heterogeneous human
capital and demographic characteristics and countries. These should be interesting
new studies.
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Chapter 7
Inclusive and Discrimination-Free
Personnel Selection

Jesús F. Salgado, Silvia Moscoso, Antonio L. García-Izquierdo
and Neil R. Anderson

7.1 Introduction

In recent years, changes in society in general and in the labor market in particular
have led to a greater diversity in the work force. For instance, the number of women
is increasing at top organizational levels (Bastida and Moscoso 2015), the per-
centage of the population which is aging is remarkably higher, and the variety of
ethnic groups is larger than at any time in the past (van Knippenberg and Schippers
2007). In addition, globalization has, since the end of the last century, been
accelerating dramatic changes in relation to several work issues. Such changes are
also taking place in the nature of work. Jobs are more complex in terms of infor-
mation processing and dealing with others, demanding higher cognitive abilities
and better emotion management in the workplace.

Inclusive organizations must know how to manage the diversity not only to
succeed, but also to make fair decisions, to respect and value all the different people
and groups inside organizations, to promote social dialogue and active participation
of all stakeholders involved (e.g., employees, managers, trade unions, employee
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representatives) in the organizational dynamics, and to behave in a nondiscrimi-
natory way toward their employees.

Legislation in some countries in Europe defines discrimination as an unlawful
different treatment based on prohibited criteria, mainly on grounds of sex. Directive
2010/41/EU deals with equal employment opportunities between women and men,
avoiding discrimination on grounds of sex in the public or private sectors either
directly or indirectly. Most countries in Europe have developed employment laws
that distinguish between direct and indirect discrimination after some Directives
(e.g., Directives (2000a) 2000/43/EC, (2000b) 2000/78/EC, (2006) 2006/54/EC).
Direct discrimination consists of treating someone differently, solely on the basis of
age, sex, skin color, national origin, or disability, among other factors. If we focus,
for example, on sex discrimination, this would take place where one person is
treated less favorably on the grounds of sex than another is, has been, or would be
treated in a comparable situation. Indirect discrimination takes place where an
apparently neutral procedure, criterion, or practice would put persons of a protected
group at a particular disadvantage compared with persons of the majority group,
unless that procedure, criterion, or practice is objectively justified. Organizations
can carry out different types of so-called affirmative action measures (AAMs) in
order to reduce and avoid discrimination, which can be classified into various
categories. One of them is the positive discrimination actions, such as quotas,
preferential treatment on equal merit, and merit exemption for the focal
group. However, the implementation of positive discrimination actions is a con-
troversial issue, and the legislation varies across the countries (Crosby et al. 2006;
Moscoso et al. 2012).

Beyond countries legislation, Human Resource Management (HRM) policies are
fundamental to achieving an inclusive workplace. Right practices in recruitment
and selection, training and development, performance, promotion, or remuneration
through social dialogue are directly related to effective management of diversity,
attitude and behavior change, and organizational justice. The Circle of Inclusion
(see Arenas et al., Chap. 1 in this volume) represents these best practices in HRM
where the first step is the hiring process, known in this context as inclusive and
discrimination-free personnel selection (IPS).

IPS is, therefore, one of the most critical processes in the study of human
behavior in inclusive organizations because it determines the efficiency of other
elements of management practices represented in the Circle of Inclusion (e.g.,
performance appraisal, training, or compensation). IPS is used by inclusive orga-
nizations to decide which of the applicants shows the best fit to the job and com-
pany, but simultaneously conducts a process that respects diversity and is
discrimination-free. In this sense, IPS, like all personnel selection processes (see
Drydakis et al., Chap. 6 in this volume), represents a kind of “barrier to entry” for
individuals to any work organization (Moscoso et al. 2017). But equally in the
context of workplace diversity (e.g., gender, race, ethnic group, age, personality,
tenure), justice, impartiality, fair treatment, and nondiscrimination in personnel
procedures are a necessity and a growing social demand (García-Izquierdo and
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García-Izquierdo 2007), which affects not only evaluators and organization, but
which should also actively involve both applicants and all other social actors.

The first and fundamental point that must be taken into account in any IPS
process is to use appropriate procedures (e.g., cognitive tests, structured interviews,
and personality inventories) with strong psychometric properties (i.e., reliability and
criterion-oriented validity), as this is what will permit the making of correct pre-
dictions about the person-organization fit and person-job fit to support an inclusive
and fair process. However, reliability and criterion-oriented validity alone are what
could be described as “necessary but not sufficient conditions” to ensure fairness
overall. Other factors, described subsequently in this chapter, will also have to be
present to guarantee an IPS process.

Additionally, it should be taken into account that the candidates also make
decisions. In other words, the candidate perspective regarding the inclusive selec-
tion process (e.g., the applicant reactions and perceptions) must also be considered
(Anderson et al. 2010; McCarthy et al. 2017; Truxillo et al. 2016). In connection
with this, Anderson and his colleagues (Anderson et al. 2004; Moscoso et al. 2017),
Schuler (1993) identified two main perspectives in personnel selection. The first
perspective is the predictivist one, the essence of which is to establish the person-
job fit. According to this perspective, the selection procedures are predictors of
future job performance and the candidates are seen as “subjects” to the selection
procedures. The second is the constructivist perspective, which emphasizes that the
candidates, as well as organizations, also make decisions in personnel selection
processes. According to Anderson and his colleagues, this perspective sees selec-
tion as an opportunity for information exchange and to explore if a future working
relation would be viable. Therefore, from the constructivist perspective, personnel
selection focuses not only on ensuring person-job fit but also person-organization
fit and team-organization fit. In this context, person-organization fit is conceptu-
alized as the adjustment between the candidate’s values and the organizational
values and culture, and person-team fit is conceptualized as the adjustment between
the candidate’s competencies and attitudes and the abilities and climate of the
immediate working group.

7.2 Procedures and Techniques for Inclusive Personnel
Selection

Regardless of whether the approach used in selection is the predictivist perspective
or the constructivist perspective, the appropriateness of the selection decision will
depend upon the psychometric properties (reliability and criterion-related validity)
of the procedures used for making the decision. A selection process can never be
fair and ensure equal opportunities in employment if the instruments do not predict
future interest criteria. Job performance ratings are the most widely used organi-
zational criterion in personnel selection, followed by measures of training
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proficiency (Salgado et al. 2016). In this sense, the first aspect to take into account,
within the IPS, is that the procedures must be valid; otherwise, we would be making
arbitrary selection decisions that would affect the processes of organizational jus-
tice. Thus, from the point of view of social dialogue in inclusive organizations,
trade unions and employee representatives should ensure that the psychometric
principles of the procedures used in recruitment are met. In this case, we would be
talking about indirect participation (Nauta 2015) in the selection processes.

Some of the most commonly used selection procedures are briefly described
below and, in Table 7.1, we summarize succinctly the meta-analytic evidence of
their criterion-oriented validity1 for predicting job performance and the coefficients
refer to the operational validity.2 The greater the coefficient of validity of an
instrument, the greater its predictive capacity and therefore the greater is the like-
lihood of making correct decisions.

(a) Selection Interview: The interview is probably the most used procedure for
personnel selection, and applicants tend to rate the interview highly (Salgado et al.
2001; Kehoe et al. 2017).

Salgado and Moscoso (2002) classified employment interviews into three main
types: unstructured interviews, conventional structured interviews, and behavioral
structured interviews in function of the degree of structure and the content of the
questions. Unstructured interviews have no fixed format regarding the content of
the questions and the assessment of the answers. Conventional structured interviews
ask the same questions to the candidates and can rate the answers using the same
form. Behavioral structured interviews (BSI) possess the following characteristics:
(a) the questions are based on a job analysis, using typically the critical incident
technique; (b) the job analysis also serves to identify the main job dimensions that
should be assessed with the interview; (c) the same questions are asked to all
the candidates; (d) the same procedure is used for all candidates; (e) in many cases,
the candidate replies are assessed using behavioral anchoring rating scales; (f) the
interviewer is previously trained in this method to ensure that all interviewers
understand the standardized format; (g) the decision is made only when all the
candidates have been interviewed. Structured interviews are more valid and reliable
than unstructured interviews, and BSI shows an excellent validity coefficient.

Recently, the meta-analysis of Alonso et al. (2017) found that structured
behavioral interviews are a very robust technique for ensuring equal employment

1In personnel selection, coefficients of less than .15 are usually considered to be scarcely valid; The
validity between .16 and .30 is usually considered small; Moderately valid coefficients between .31
and .40 and of appreciable validity the coefficients greater than .40. From .50, it is understood that
the validity is excellent. However, it is also necessary to take into account the type of criterion
being predicted and that some instruments that show little validity may, however, be interesting,
since such validity could increase that achieved by other instruments.
2Operational validity is the correlation between an assessment method (e.g., interview) and job
performance after correction for job performance reliability and any range restriction in the
measure used.
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opportunities for women. The results of this meta-analysis showed that the differ-
ence of the SBI scores of women and men is very small but favorable to women.

(b) General and Specific Cognitive Ability Tests: General mental ability
(GMA) can be defined as the capacity of an individual to learn rapidly and accu-
rately in optimal conditions of instruction (Schmidt and Hunter 1998). In addition,
there are a number of specific cognitive abilities, including verbal, numerical,
spatial, memory, perceptual, and reasoning, among others (Salgado and Anderson
2002). Typically, general and specific cognitive abilities are assessed with psy-
chometric tests, and these have been found to be highly predictively valid for
different job occupations.

(c) Personality Inventories: Personality measures (also called personality tests or
personality inventories) are widely used in personnel selection processes across the
world. Recent advances in the domain of personality at work have been due, to a
great extent, to the use of the five factor model (FFM). The FFM of the structure of
personality posits that there are five basic personality dimensions or factors

Table 7.1 Operative validity of techniques for inclusive personnel selection

Techniques Operational corrected validity

Unstructured interview .20a

Conventional structured interview .35a

Structured behavioral interview .62b

Work sample test .33c

Job knowledge test .48d

Situational judgment test .26e

Assessment center .36f

General mental ability test .62g

Numerical ability test .52g

Verbal ability test .62g

Memory test .56g

Conscientiousness—SS .22h

Emotional stability—SS .11h

Openness to experience—SS .05h

Agreeableness—SS .08h

Extroversion—SS .12h

Conscientiousness—quasi-ipsative FC .38h

Emotional stability—quasi-ipsative FC .20h

Openness to experience—quasi-ipsative FC .22h

Agreeableness—quasi-ipsative FC .16h

Extroversion—quasi-ipsative FC .12h

Note aFrom Huffcutt et al. (1996); bFrom Salgado and Moscoso (2006); cFrom Roth et al. (2005);
dFrom Hunter and Hunter (1984); eFrom McDaniel et al. (2007); fFrom Gaugler et al. (1987);
gFrom Salgado et al. (2003a, b); hFrom Salgado et al. (2015); SS single stimulus personality
inventories; FC forced-choice personality inventories
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(“The Big Five”), hierarchically organized (Judge et al. 2013): (a) emotional
stability, (b) extroversion, (c) openness to experience, (d) agreeableness, and
(e) conscientiousness.

Some of the most relevant results of research on the FFM in the last years are as
follows (Salgado 2017): (1) The taxonomy of personality traits derived from the
FFM has proved to be a very useful framework for organizing various single
measures; (2) conscientiousness is the best personality predictor of job performance
and counterproductive behaviors, and it has shown validity generalization across
samples, occupations, and countries; (3) emotional stability was the second most
relevant personality predictor of job performance and counterproductive work
behaviors; (4) the format of the personality inventory is an important moderator of
the criterion-related validity of the Big Five dimensions, so that the validity
increases dramatically when quasi-ipsative forced-choice formats3 are used.

(d) Assessment Centers: Assessment centers involve a combination of selection
methods, commonly, in-basket tests, leaderless group discussions, case analysis,
role play, and other simulations, but also cognitive ability tests, personality tests,
and interviews. Candidates’ behaviors are rated along identified selection dimen-
sions (e.g., leadership, problem-solving, interpersonal behavior). Another important
characteristic of the assessment center method is that different raters assess the
candidates. Overall, applicants tend to favor assessment centers (Anderson et al.
2010).

(e) Work Sample Tests: Work samples involve identifying tasks representative of
the job and using these to develop a representative short test resembling actual
components of the job. These tests have been used typically for selecting skilled
workers, and they have the limitation that they can be used only with candidates
who already know the job. Applicants rate work sample tests very positively,
perceiving them as fair, valid, and job related (Anderson et al. 2010).

(f) Job Knowledge Tests and Situational Judgment Tests: Job knowledge tests are
techniques for assessing the degree to which the applicants have the knowledge
needed for a specific job. Situational judgment tests are a type of job knowledge test
which present the individual with hypothetical job scenarios and ask the candidates
to identify the most appropriate answer for effective job performance.

3Forced choice (FC) is a specific format of rating procedures. The FC method gives the individual
(e.g., the applicant) a number of words or phrases, along with instructions to select the ones he or
she most or least likes. The number of words or phrases may be, for instance, pairs, triads, or
tetrads, which are paired in terms of an index of preference and discrimination (e.g., social
desirability). Three types of scores can be obtained from a FC personality inventory (ipsative,
quasi-ipsative, and normative). Quasi-ipsative inventories include measures that do not totally
meet the criterion of pure ipsativity, because, for example, not all alternatives ranked by
respondents are scored or the scales have different numbers of items.
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7.3 Applicant Reactions

The previous section showed that selection techniques with strong psychometric
properties are a compulsory requirement for making correct-and-inclusive person-
nel selection decisions. On the other hand, the inclusiveness of the selection process
also implies the necessity of considering the candidate perspective, i.e., the appli-
cant reactions and perceptions (Anderson et al. 2010; Truxillo et al. 2016). This
necessity is linked to the overall objective of making fair decisions, to promote
social dialogue and active participation of all stakeholders, and to behave in a
nondiscriminatory way toward their employees.

The term “applicant reactions” has been defined by Ryan and Ployhart (2000) as
“attitudes, affect, or cognitions an individual might have about the hiring process”
(p. 566). Organizations should allow candidates to directly voice their reactions and
perceptions, because, as we will see below, these can have important consequences
for the selection process and for other organizational areas. Anderson (2004) and
Hausknecht et al. (2004) indicate that there are several reasons for the importance of
the applicant reactions. In first place, if candidates find that some aspects of the
selection process are invasive, they could discard the organization or consider this
organization to be less attractive for a jobseeker. The loss of candidates means an
additional cost for the company and, consequently, it is important that it maintains a
positive image during the hiring process. A second reason is that candidates with a
negative image of the organization can dissuade other potential candidates from
seeking employment in this company. A third reason is that the experiences of
candidates during the selection processes can affect other relevant areas such as
attitudes to this organization, the image of the company that they will project to the
outside world, and the experiences may affect even the consumption behavior
toward products and services of the company. A fourth reason is that the applicant
reactions can be related to legal complaints because it is more than probable that the
candidates who perceive a specific selection technique to be discriminatory or
invasive may allege that such procedures are unfair. A fifth reason is that all
selection processes are an information exchange and a bidirectional decision
making in which both parties make a decision. Therefore, it is less probable that the
selected applicants will accept a job offer from an organization in which the per-
sonnel selection procedures are considered to be negative or discriminatory.

In recent years, several frameworks for examining the social issues involved in
selection have emerged, providing more detailed insight into the etiology of the
applicants’ perspective (McCarthy et al. 2017). An important body of research has
centered on studying the topic from a justice perspective (e.g., Gilliland 1993;
Hausknecht et al. 2004; Ryan and Ployhart 2000); other authors have analyzed the
applicant reactions from the point of view of social impact, psychological contract,
or social identity (Anderson 2001; Schuler 1993). Also, recently the attribution
theory has been analyzed in this context (Ployhart and Harold 2004). We explore
some of these issues below.
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One of the first theoretical accounts of applicant reactions was developed by
Gilliland (1993). This author used organizational justice theories (OJT) to develop a
model of applicant reactions to selection procedures. OJT distinguishes between
distributive justice and procedural justice. The former refers to the perceived
fairness in decisions on resource assignment (perceived fairness in the outcome
allocation). The latter refers to the perceived fairness in the ways used to determine
the outcomes within the decision-making process (perceived fairness in the way
outcomes is determined).

Gilliland (1993) distinguished ten procedural justice rules in personnel selection
issues that he classified in three categories. The first category is referred to formal
characteristics. It includes job relatedness of measurement instruments, the
opportunity to give a display of knowledge, skills and abilities, opportunity to
check tests scores, and the consistency of test administration that relates to the
standardization of administrative procedures for people and techniques. The second
category is information provided, including the supply of timely and informative
feedback regarding selection performance and its outcome, the adequacy of
information provided to applicants regarding the selection process and the orga-
nization’s integrity during the selection process. Finally, the last category is
interpersonal treatment, regarding the interpersonal effectiveness and interest of the
recruiter, the extent to which conversation flows in a normal pattern and applicants
are given the opportunity to ask questions and the appropriateness of the questions
asked. Consistent with OJT, Gilliland suggested that it is the combined satisfaction
or violation of specific rules that produces overall evaluations of procedural and
distributive fairness.

Research indicates that candidates’ reactions to selection justice can have an
impact on three important outcomes (Truxillo et al. 2016). First, perceptions of
justice influence applicants’ reactions and decisions during hiring, for example, the
extent to which the candidate will recommend the organization to others, and their
intention to withdraw from the procedure. Second, perceptions of fairness impinge
upon candidates’ attitudes and behaviors after being hired or rejected, for example,
organizational commitment, intention to leave and work performance in the case of
being hired, and the decision of whether to pursue discrimination cases if rejected.
Third, perceived fairness influences applicants’ well-being and self-perceptions,
such as self-esteem and self-efficacy.

Anderson (2001), Anderson and Ostroff (1997) has developed a model of the
“socialization impact” of selection methods. Anderson proposed an empirically
testable model whose fundamental postulates suggest that all selection procedures
have a socialization impact. According to the model, socialization impact is artic-
ulated across five constituent domains: information provision, preference impact,
expectational impact, attitudinal impact, and behavioral impact. Schuler (1993)
developed a theory explaining applicant reactions to selection techniques, and he
named these reactions “social validity.” Schuler hypothesizes that these reactions
depend on four factors: (1) The information applicants receive about task
requirements and the characteristics of the organization; (2) direct or representative
(e.g., unions) participation that applicants have in the development and execution of
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the selection process; (3) the transparency of the selection procedure (situation, the
assessment tools, and the judgmental evaluation); and (4) the form and content of
feedback given to applicants regarding their results.

Ployhart and Harold (2004) basing their work on the attribution theory proposed
a new one called the Applicant Attribution-Reaction Theory (AART).The authors
suggest that attributions are the first step in the applicant’s reaction to selection
procedures. Specifically, the theory proposes that applicant’s affective, behavioral,
and cognitive reactions, with respect to fairness, test perceptions, test performance,
and motivation, are fundamentally driven by attributional processes. In a selection
situation, for instance, applicants who receive a rejection decision may not react
negatively toward the organization if they believe the decision is based on their own
substandard performance during testing. However, if a rejected applicant perceives
the rejection as unfair, he or she might react more negatively. A third possibility is
that the applicant perceives the negative decision as being caused by an external and
uncontrollable factor, for example, an extremely low selection ratio. AART also
explains the occurrence of a self-serving bias in applicant reactions: Applicants who
are hired by an organization generally perceive the procedure and organization as
fair, while those who are rejected arrive at the opposite conclusion. Thus, in
keeping their self-perceptions intact, rejected applicants lower their positive per-
ceptions of an organization. To reduce the chances of this bias, organizations could
provide applicants with clear information about the selection procedure and deci-
sion (Ployhart and Harold 2004).

In addition to theoretical models, empirical research about applicant reactions
has centered on different aspects of this topic. For example, some studies have
analyzed perceptions about face validity, fairness, job relevancy, or the invasive-
ness of different techniques and selection instruments in different countries and
cultures. Thus, the meta-analysis carried out by Anderson et al. (2010) examined
applicant perceptions and reactions using studies conducted in 17 countries in
Europe, North America, Asia, and Africa. Findings showed a great deal of simi-
larity in the favorability reactions between countries. With small exceptions,
interviews and work sample tests were the most preferred instruments; resumes,
cognitive tests, personality inventories, biodata, and reference checks were per-
ceived quite favorably. Finally, honesty tests, personal contacts, and graphology
were the least preferred and perceived unfavorably. These authors also examined
the relationship between applicant reactions and the validity of the selection pro-
cedures. They found strong positive correlations (over .60) between the validity of
the procedures and the perceptions of favorability, scientific evidence, face validity,
and opportunity to perform.

Other studies have researched some variables that can affect perceptions such as
demographic variables, individual differences, job characteristics, or feedback about
test performance. For example, Hausknecht et al. (2004) found that variables such
as gender, age, and ethnic background were not related with applicant reactions.
They also found that when applicants have positive perceptions about the selection
process, they perceive the organization more favorably, have more intention of
accepting the job, and recommend the organization to others. More recently,
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Truxillo et al. (2009) found that providing explanations to applicants on the
selection process had a positive effect on fairness perceptions, test-taking motiva-
tion, performance on cognitive ability tests, and organizational attractiveness.

7.4 Justice Principles for an Inclusive
and Discrimination-Free Personnel Selection
Procedure

IPS, as already indicated in the introduction of this chapter, is deeply related with
equality, diversity, and nondiscrimination. Avoiding discrimination is a laudable
but difficult task. The Equal Employment Opportunity (EEO) is a well-accepted
social movement pushing for a diverse and egalitarian workforce. The EEO is
mainly concerned with equality, which is a fundamental right and a common
principle in some EU fundamental directives. Moreover, equality is a necessary
condition for the welfare state, in terms of employment and social cohesion.
The EEO frames measures directed toward giving a voice to all people involved in
organizations (Folger 1977), that is, the possibility to give one’s own opinion and
arguments on organizational processes. The EEO is directly related, therefore, to
the model of the circle of inclusion proposed in this book. The EEO ensures
impartiality and equality, and when applied to IPS, facilitates access to the labor
market for all collectives and social groups, especially for those which are
underrepresented.

In this context, collective bargaining and the role of employees’ representatives
can be useful for reducing discrimination and reaching an agreement on equality
measures and plans within organizations. Based on Gilliland’s (1993) rules, Bauer
et al.’s (2001, 2012) Social Validity Theory (Schuler 1993), and the International
Test Commission Guidelines, we have elaborated Table 7.2, where we can find
several justice principles and some associate recommendations which allow social
agents to evaluate to what extent a personnel selection procedure is inclusive and
discrimination-free. In the left-hand row, we can see the justice principles, and in
the right-hand row we can see the recommendations to fulfill those principles. It
should be advisable social agents to inform previously the personnel selection board
about what they are going to check out in order to develop a real fair process.
Having this in mind, every company can produce its own procedures and a
checklist, and consequently evaluate the quality of the personnel selection and
promotion process. All the justice principles are relevant and consequently should
be taken into account simultaneously. These principles aim to unveil implicit
concepts under consideration and respect to applicants needs during the evaluation
process, and giving them voice in the procedure as well. Privacy, fairness, com-
munication, merit and efficacy, and equality are the basis of the justice principles we
develop in the table.
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Table 7.2 Justice criteria and recommendations list for an inclusive and discrimination-free
personnel selection procedure

Justice principle Recommendation

1. Opportunity to perform: Having the
opportunity to demonstrate one’s
competences and abilities during the
assessment process

– The selection system should be comprised
of multiple components—(interview,
standardized tests, work samples, etc.) for
assessing competences and other
characteristics related with the task and
duties of that job

– Pay enough attention to the methods so that
they are long enough for a full and detailed
evaluation.

– The selection process should be updated in
line with the evolution of findings over time

2. Job relatedness: Establish the relationship
of the measurements with the content of the
job

– The selection system should be based on
job analysis, and/or organizational
matching

– Take into account the merit system
principles

– The selection system must be based on
scientific evidence

– If the selection method is not obviously job
related to candidates, candidates deserve an
explanation

– The selection process must be updated with
tools and new scientific findings

3. Validity: Measuring job-related constructs
with scientific instruments

– It is important to assure the use of
standardized tests and interviews

– Measurements must have scientific
characteristics: reliability and validity
(apparent, construct, and content)

– Variables must have a well-demonstrated
relationship with criteria

4. Consistency: Uniformity of content across
test settings, scoring, and administration of
the tests

– Develop and use standardized tests and
interviews based on extensive job analysis

– Ask the same questions of each candidate
– Scoring procedures must be also
standardized

– Certified adequate training of administrators
to guarantee consistent standard procedures
for all candidates across people and over
time

– All materials (online and elsewhere) may
give consistent messages regarding your
organization

5. Congruency: The extent to which the job is
really in accordance with candidates
expectations

– Present to all applicants a Realistic Job
Preview (RJP)

– Avoid giving false expectations to
candidates, especially those who may have
little chance of getting the job

(continued)
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Table 7.2 (continued)

Justice principle Recommendation

6. Communication: Information given and
interaction during the selection process

6.1. Feedback: Providing candidates with
accurate and timely information on aspects of
the decision-making process and/or the
performance

6.2. Explanations & Justification: The
provision of justification for a selection
decision and/or procedure

6.3. Two-way Communication: The
interpersonal interaction between candidate
and test administrator that allows candidates
the opportunity to give their views or have
their views considered in the selection
process

6.4. Accessibility and usability: The degree to
which information regarding the selection
process should be easy for all the candidates

– The information provided through all the
selection process should be accurate,
timely, and helpful from the very moment
after people are evaluated

– The use of a computerized application
system whereby the candidate can track
their progress and view results of the
decision-making process is advisable.
Make timely feedback a priority and track
time to feedback for each selection hurdle

– Give candidates as much information as
possible

– Put the information in context such as the
number of applicants. Provide candidates
with information regarding future job
applications

– Give solid and well-evidence-based
explanations when required

– Interviewers have been trained to be good
listeners

– Include open-ended questions as part of the
standardized test process that allows
candidates to ask questions at various
points during the selection process

– To give the chance to applicants to express
concerns (voice)

– Accessibility in Web and ads: Recruitment
advertising and information in the Web site
must be easy to read and to interpret,
facilitating disabled people the access

– Also use paper communication to avoid
digital divide

– Be sure to disseminate information through
different sources

7. Treatment: The degree to which candidates
feel they are treated with warmth and respect
by the test administrator

– Check if candidates are treated with respect.
– Administrators must demonstrate
competence in interpersonal relations

– Highlight the importance of ensuring that
the organization is perceived in a positive
light

8. Privacy: The extent to which questions are
not illegal in terms of intimacy invasion

– Ensure data about the candidates are not
shared with those outside the selection
process

– Most of the information shared while (or
learned through) the interviewing process
needs to be strictly confidential

– Evaluators must not express personal
preferences to others during the selection
process and not be tempted to learn about

(continued)
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7.5 Conclusions

The objective of this chapter was to review recent advances in personnel selection
from the point of view of inclusive organizations. Inclusive organizations establish
the human resources management policy through social dialogue and, personnel
selection is the first step within the Circle of Inclusion (see Arenas et al., Chap. 1 in
this volume). Thus, this chapter on inclusive and discrimination-free personnel
selection has focused on three fundamental aspects: validity of the instruments, the
perspective of candidates, and equality and nondiscrimination in access to
employment. With regard to the first and fundamental aspect, meta-analytic studies
have made it possible to know the validity of the instruments most used in IPS. In
this way, we can conclude that there are currently a large number of valid
assessment procedures that will allow us to make correct and fair hiring decisions,
and employee representatives should ensure that these procedures are used correctly
within organizations.

With regard to the second aspect, the significant changes that have occurred in
organizations due to the phenomena of globalization and diversity at work, among

Table 7.2 (continued)

Justice principle Recommendation

an applicant’s protected status or aside
irrelevant information while making
conversation during “downtime”

– Information recording and filing after the
evaluation must be properly protected

9. Ethics:
The importance of honesty and truthfulness
when communicating with candidates, and in
particular, in instances when either
candidness or deception would likely be
particularly salient in the selection procedure

– Ensure that the process is transparent
– Deliver training to administrators to be
honest with candidates and reward
administrators for honesty

– If providing negative results, focus on the
facts and not personal characteristics. Do
not make it personal and keep it simple

– Ensure all materials (online and elsewhere)
are accurate messages regarding your
organization

10. Free of Bias/Stereotyping: Assurance that
decision-making procedures are fair

– Be aware of bias, heuristics, and
stereotyping in decision making. When a
panel scores candidates, revise high
discrepancies between the members

– Avoid making a general assumption that
individuals with disabilities will always
require an accommodation

– The constructs being assessed must be
meaningful in each of the groups
represented

– Evidence must be available on possible
group differences in performance on the test
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others, have given greater relevance to the constructivist perspective in IPS, where
applicants, as well as organizations, come to decisions about their experiences
during selection. That is, applicants have voice to express their perceptions about
the selection processes in which they are participating. In this respect, our con-
clusion is that the perceptions and reactions of the candidates in the selection
process influence not only in the hiring decisions, but have an effect on other
processes and areas of the organization.

Third, we showed that ensuring equality, fair treatment, and nondiscrimination
in personnel procedures are crucial goals in inclusive organizations. We include a
series of measures related to justice and nondiscrimination in selection processes.
With regard to this, our conclusion is that measures against discrimination at work
should be one of the priorities within inclusive organizations, and not only in order
to meet legal obligations, but also because justice and nondiscrimination in the
workplace should be part of the essence and culture of organizations.

We can summarize these conclusions, recommending four specific goals:
(1) using valid and bias-free procedures, based on accurate information, and
upholding ethical standards in accordance with workers’ expectations; (2) main-
taining consistently the procedures; (3) allowing that stakeholders (e.g., workers)
can express their views and feelings during the procedures; and (4) ensuring that
employees have voice during the processes of organizational entry. Inclusive per-
sonnel selection will be reached if organizations finally are able to achieve these
four goals.

Finally, it is important to indicate that inclusive and discrimination-free per-
sonnel selection procedures are a good investment for organizations. Studies on this
topic show that these measures are beneficial for both organizations and applicants,
as those procedures considered fair are related to individual satisfaction and
attachment to the company. Furthermore, they contribute to job offers being
accepted (Anderson 2003); may convey a better organizational image of a potential
employer (Bauer et al. 2001; Schmitt and Gilliland 1992); may even have a possible
impact upon the attitudes, motivation, and job performance of candidates accepted
into an organization (Ryan and Ployhart 2000; McCarthy et al. 2017); the economic
utility of these procedures in terms of profit and savings for organizations has been
demonstrated (e.g., Salgado 2007). Therefore, organizations should be increasingly
aware of the benefits of IPS to their interests.
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Chapter 8
Designing Work for Inclusiveness

Fred Zijlstra, Gemma van Ruitenbeek, Henny Mulders
and Brigitte van Lierop

8.1 Introduction

In our modern society it is expected that everybody participates, this is one of the
central policy goals of the European Commission. Participation is generally oper-
ationalized by having a paid job. And most people want a decent job. However, for
an increasing group of people this seems to be unachievable. One of the reasons is
that work has changed enormously: It has become quite complex and demanding
over the past decades. As a consequence the threshold to entering the labor market
has increased, causing a large (and growing) group of people to be at a ‘distance to
the labor market’. These people are qualified as having a distance to the labor
market because they lack the adequate skills and competences that are needed to
function in a ‘regular’ job, and often they also lack the capacity to master these
skills and competences.

Capacity, in particular intellectual capacity, is increasingly important to survive
in our ever more complex society. Diversity on the labor market generally focuses
on differences in gender, ethnicity, but much less on differences in capacity. We
argue that the diversity discourse should be extended to include ‘diversity in
capacity’ as well, as this has to be an important element of the social dialogue in our
society in the coming years.

In this chapter we will present a method (based on Redesigning Work) that will
allow organizations to create jobs for people with limited capacities and thus
become an ‘Inclusive Organization’. First we will describe some background
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information as to why work has become so complex, and subsequently we will
present the underlying principles of our method.

8.2 Developments in the Labor Market

The domain of work and organizations has changed considerably over the past
decades. Jobs that existed 50 years ago are now extinct, and have been replaced by
new type of jobs (like Information and Communication Technology (ICT) related
jobs). As a consequence many employees of previous generations would now be
unqualified for most jobs, and often also practically unfit to work. The type and
level of qualifications have changed, but also the required functional and health
capacities of employees have changed. These changes have particularly impacted
the lower educated people, and this change is expected to be on-going (Josten
2010).

Over the years we have seen our economies change from a manufacturing and
production type of economy into a ‘service economy’. Through ongoing devel-
opment of technology machines could take over most parts of production work: this
has been labelled ‘automatization’ and ‘robotization’ (cf. Zijlstra and Nyssen 2017).
Other manufacturing work has been outsourced to low wage countries. The con-
sequence was that this production work, which often was lower qualified work, was
no longer available for employees. At the same time new type of jobs have
emerged, like application programmers, website designers, database managers,
whereas existing jobs also have developed and changed. Introduction of technology
has generally led to upgrading jobs to a higher level of required qualifications,
whereas the lower qualified employees saw their jobs being downgraded or dis-
appearing (Aronsson 1989). For instance, when word processors and personal
computers were introduced in offices, typing pools were dismantled and the job of
secretary changed considerably. The typists were made redundant, because
everyone started to write their memo’s, manuscripts and letters on computers and
secretaries were upgraded to ‘office managers’, or ‘assistant to the manager’.
Evidently similar developments took place in many other sectors, and are taking
place again at this point in time. At this moment we see again that jobs are dis-
appearing and people are made redundant because their jobs are being taken over
by technology, now primary in the financial and administrative sector. This is
sometimes referred to as ‘Industry 4.0’ (cf. Kagermann et al. 2011).

One of the results of the developments at that time is that the majority of
employment is now in the service industry, up to 75% of all employment in western
economies. This means that ‘services’ are provided to other companies and people
(clients, customers, patients, students, etc.), which means that employees are in
contact with these groups. Concepts like ‘client centered’, or ‘customer satisfaction’
have become important and are relevant to assess the performance and skills of
employees. This illustrates that work in the service sector is different than the
manufacturing industry (often a factory). In the service industry ‘social skills’ are
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very important; in particular when dealing with a customer, client or patient. In fact,
this is part of the behavior that employee’s display when dealing with customers,
and thus behavior at the workplace is part of their work performance.

Technology itself is also a factor that has changed the demands of the job and the
skills that are required. There are hardly any jobs left in which people do not have to
work with computers. And working with computers places high demands on
people’s cognitive capabilities: one has to understand what the computer does, or
can do, how it should be operated. In order to fully understand the functionality of a
system requires a level of abstract thinking. Furthermore, an operator needs to have
a mental model of the functionalities of the system, and adequate information
processing capacity. For these reasons it is acknowledged that the introduction of
ICT has led to an increase of complexity of work (Parent-Thirion et al. 2012;
Zijlstra and Nyssen 2017). ICT has also made factors like ‘time’ and ‘place’ less
relevant in relation to work: people can work anywhere and at any time whilst using
mobile technology to be connected to the workplace. Employees can work from
home, during the day or evening, or when travelling. As a consequence the tradi-
tional boundaries between the work domain and the private domain have faded.
Although this has contributed to greater flexibility, it also implies higher demands
because there is increased ‘availability’ for work, and less opportunity for rest
(Zijlstra and Sonnentag 2006).

Organizations have changed as well, in order to be more flexible many orga-
nizations have become flatter and ‘lean’. In order to be leaner they adopted the
‘self-steering teams’ concept, in which members of a team are responsible for
planning and organizing their own work (cf. Dankbaar 1997). This is generally a
consequence of the Sociotechnical Systems Approach (Emery 1959) that was
introduced in the 60s and became popular in the 90s. The consequences for
employees are huge: employees need (again) good social skills in order to maintain
their position in the group, and to negotiate or discuss their planning and actions
with colleagues. In addition one needs planning skills, and adequate psychological
awareness of one’s capacities, strengths and weaknesses to function in a group. And
these skills are on top of the traditional skills that belong to the craftsmanship of the
job.

And because efficiency and production are high on the agenda of most managers,
they have adopted techniques and methods that are aimed at facilitating these
aspects. ‘Goal setting’ is often translated into ‘setting targets for individuals’, which
implies that individuals are held accountable for reaching predefined targets. But
since employees generally do not control most of the environmental conditions and
factors that are important for achieving those targets, this becomes another source
of stress.

All together the above makes clear that the demands of work have changed and
generally also have increased over the past decades. This corresponds with findings
of the European Foundation for the Improvement of Living and Working
Conditions (Eurofound) in Dublin. They monitor the development of trends in the
European Union, and their surveys of 2011 and 2015 signalize a steady trend of
increasing complaints of work pressure and intensity of work (Parent-Thirion et al.
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2012, 2016). The prevalence of psychological complaints regarding mental health
has also increased over the past years (OECD 2014). In fact, mental health com-
plaints have become the main cause for disability for work in the Netherlands,
according the Dutch Centre for Professional Diseases in their annual report of 2013.

The economic and cultural necessity to have a job has increased in our society.
The European Commission has formulated as one of their main aims to strive for an
inclusive society. Due to the developments described above this has increasingly
become problematic for a growing group of people. The demands of work have
increased to an extent that they are difficult to fulfil for a group of people that is
increasing. When the threshold of entering the labor market is made higher, the
consequence is that a large group will not be able to overcome this threshold
without support (see Hoel et al., Chap. 3 in this volume).

8.3 The Need for Inclusive Organizations

Organizations need to be competitive and thus are always looking for the ‘most
suitable’ employees. This term ‘most suitable’ generally translates into: people that
are ‘flexible’, ‘well-educated’, ‘stress resistant’, and are ‘excellent team players’.
And besides this, in order to meet the current demands regarding workload and
work intensity, people have to be healthy and fit. Whereas we have outlined above,
not everybody in our society can meet those criteria. Since the threshold of entering
the labor market is getting higher, the consequence is that the group below the
threshold is increasing. Although the general level of education in society has
increased, there is also a large (and increasing) group of people that doesn’t have
the right education, either because they didn’t finish school, or ‘dropped out’ early.
Another group consists of people that have been unemployed for a long time, which
also, according to Human Capital Theory, deteriorates the relevant skills to be
employed (Arulampalam et al. 2001). In addition Europe has currently to deal with
a large group of refugees and asylum seekers that need to be integrated in our
society and that need to find a job. They also lack the right skills and knowledge to
function adequately in the Western European labor market. However, for some of
these groups education and training can help, but for a large part this is not a
solution, since they lack the capacity to be educated (in our current system).

In addition, as the average age of the current working population is increasing,
and since people are stimulated to work longer, we will find that increasingly
employees will have health issues, both physical and mental. Increasingly we will
be confronted with employees with a chronic disease, just simply because elderly
people have more health issues than younger people. This, of course, does not
imply that all elderly workers have health issues; also many younger people have
chronic diseases. Notwithstanding those health issues, these people still have a
capacity to work, and most of them would like to work and be independent rather
than living from social benefits. In many cases the health complaints do not affect
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the capacity to work; this is also dependent on the type of complaints, and the type
of work (Zijlstra and Nijhuis 2014).

Nevertheless, it is also clear that when work demands are increasing, and thus
making it increasingly more difficult to participate in the labor market for particular
groups of people because work is exceeding their capacity to work, this calls for
new solutions. In order to create an ‘inclusive society’, that allows people with a
large variety of capabilities to participate via paid work; we have the obligation to
find solutions that also allow people with limitations to work. Moreover, also from a
perspective of sustainability of employment we need to address this tendency of
ever increasing demands.

In this respect it is worthwhile to examine the recently introduced concept of
‘inclusive organizations’ (Zijlstra et al. 2012). Inclusive organizations aim to
enhance diversity in organizations, in particular diversity in terms of employees’
capacity. This means that there is a need to have work for people with limited
capacities, and in particular when the limitations concern cognitive, or social, or
emotional capacities this can be challenging since we have indicated earlier that
work demands are currently primarily of a cognitive, social, and/or emotional
nature. In fact this means that work for this group of people has to be created, or
rather designed (Zijlstra 2009). Hereto a method was developed that aims to create
jobs for people with a distance to the labor market, and which makes use of
principles of Job Re-Design (cf. Zijlstra et al. 2009; Van Ruitenbeek et al. 2013).
The underlying principle is ‘task differentiation’, i.e. designing tasks of different
levels of complexity for people with various levels of capacities, or in other words:
by creating or designing ‘simple jobs’ again.

Jobs generally consist of several tasks, and those tasks are in fact agreements
between people about how to divide the work in an organization (cf. Roe and
Zijlstra 1991). Although those agreements have been formalized in job descriptions,
they are not cut in stone. In fact tasks and jobs have evolved over the course of
years, mainly in relation to the introduction of new technology. In fact the approach
of Business Process Redesign, which was quite popular in the 90s, is an illustration
of the fact that those agreements concerning ‘who does what’ in an organization are
changeable (cf. Earl 1994). Job design and job redesign are core elements of the
discipline of Work & Organizational Psychology, and always have focused on
establishing a fit between person and task, but with a focus on enhancing well-being
and performance. However, an alternative would be to design tasks that take the
capability of employees into account, and particular when it is evident that
employees have limitations. This is a different way of creating a fit between the
human and the work. In fact, to do so one needs to analyze the work processes in an
organization or department and need to find a division of tasks that allows to create
tasks that are in fact ‘simple’, or at least in accordance with a number of criteria.
Business Process Redesign is based on a similar approach: analyzing the work
processes and trying to find a different arrangement for the processes. In principle
this means that a variety of tasks can be created taking into account various criteria
that can be derived from theoretical considerations (cf. Hacker 1978; Hackman and
Oldham 1980; Roe and Zijlstra 1991). Thus tasks can be created that consist
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primarily of routine activities that require only cognitive regulation at the lowest
level, or tasks that require to a large extent intellectual regulation (or problem
solving activities) and are thus more complex tasks. Combining a number of routine
activities or tasks can form a ‘simple’ job, and a compilation of activities (tasks)
that require problem solving (or intellectual regulation) generally forms a ‘complex’
job. Normally one would design jobs that contain a mixture of the three regulation
levels (‘intellectual regulation’, ‘rule-based regulation’, or ‘skill based regula-
tion’—see Hacker 1978; Rasmussen 1983; Roe and Zijlstra 1991). However, the
more ‘intellectual regulation’ (or problem solving behavior) is required the more
complex skills are required, and thus the more ‘complex’ the job is. At the same
time ‘skill-based regulation’ consists primarily of routine activities, and thus gen-
erally constitutes a fairly ‘simple’ task.

Furthermore not only the types of the tasks need to be considered, but also the
conditions under which these tasks need to be executed. As highlighted above,
work pressure and work intensity are serious complaints in organizations, and this
can, to some extent, be attributed to the management style in the organization. It is
evident that when work pressure is a serious problem for regular and healthy
employees, it is even more a problem for the vulnerable employees. Therefore work
pressure is another design criterion that needs to be taken into account. Generally
this can (and should) be dealt with on the managerial level, with planning and
organization. Similarly, the social conditions need to be taken into account.
Colleagues and management need to be aware of the constraints (and opportunities)
that are related to the presence of more vulnerable employees.

8.4 The Approach: Redesigning Work to Create New Jobs

Various attempts have been developed to help people with ‘a distance to the labor
market’ to find a job. An approach developed in the USA and Canada is ‘job
carving’ (Griffin and Hammis 2003), where elements (tasks) are ‘carved out’ of
existing jobs in order to let these be executed by people with a disability (for
instance, making photocopies). This approach appears to have limited effectiveness
since it (a) is based on a bilateral exchange relationship between two people, which
means that as soon one of the two leaves the exchange relationship will be ter-
minated, and (b) job carving focuses on a particular person with particular limita-
tions, and neglects organizational circumstances and the work processes in the
organization. This makes it an individually based intervention rather than a struc-
tural approach to create jobs on a larger scale.

The approach we propagate starts with describing and charting the work pro-
cesses in an organization or department. A good understanding of the work pro-
cesses, and how the work is currently divided, helps to find alternative ways of
organizing those processes, and thus dividing the work. This allows creating tasks
of various levels of complexity. And when at the same time ‘human centered’
criteria are taken into account this helps to ensure that the resulting tasks are of
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acceptable quality, which is important to make the newly created positions sus-
tainable. Evidently, when these new jobs are created for people with a distance to
the labor market, this will also have consequences for the other employees in the
organization/department. Their tasks will also be affected and probably the climate
in the group will change. Therefore these aspects need to be looked at as well, and
one should also think about how such a project should be introduced in the
organization.

Therefore the main ingredients of the Inclusive Redesign of Work method are:
(1) starting with a comprehensive analysis of the work processes, and then
(2) making an inventory of the various redesign options (taking into account var-
ious work psychological criteria; see Roe and Zijlstra 1991), (3) including an
assessment of work capability of potential candidates, and (4) organizing social
support from colleagues. These main ingredients are represented by 9 steps, which
are graphically depicted in Fig. 8.1.

The steps will be elaborated below:
Evidently the process starts with commitment of the organization, and in par-

ticular of the management of the organization. At this stage the process of Social
Dialogue should be started in the organization. Management and the Works
Council need to be open to the idea of scrutinizing the organization for potential
workplaces of people from the target group. And of course, this support needs to be
communicated throughout the organization, to make sure that the next step can take
place. Analysis of work processes is the actual starting point of the redesign phase.
The analysis should focus primarily on entire work processes with a department or
organization, rather than on activities within individual jobs. These individual jobs

Fig. 8.1 Graphical representation of the redesign approach
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are the consequence of dividing the work within the organization. And with the
analysis these work processes should be described and chartered in order to find
options for new or alternative ways, of dividing the work. Redesigning tasks is a
joint process in which analysts present options for redesign and employees indicate
the feasibility of those options (and thus making it participative redesign of work)
as part of the dialogue process. In line with the literature on job analysis (cf. Algera
and Greuter 1998; Morgeson and Humphrey 2006; Wilson et al. 2012) five main
themes can be distinguished that need to be addressed within the analysis: (1) the
goals of the organization and the tasks within the organization; (2) the structure of
the organization and the work processes; (3) the type of task, or rather the task
content, (4) demands of the tasks, and (5) the context of the task (social and
physical). What is particularly relevant here is that one should look at the design of
the ‘prospective task’ (cf. Roe and Zijlstra 1991), so, how will the new task look
like? What kind of characteristics will this new task have?

(1) Goals of the organization: the tasks and jobs reflect the goals of the organi-
zation and together form the production processes. In fact tasks are the for-
malized agreements concerning the division of work within the organization:
who does what (cf. Roe and Zijlstra 1991). And evidently agreements between
people can be changed. This means that tasks and jobs are changeable.
Therefore they need to be the starting point for the analysis, and need to be
described in their interdependencies.

(2) Structure of the organization and the work processes: the structure of the
organization reflects the interdependencies of the tasks, and jobs: who works
with whom. Generally an organogram illustrates the structure of the organi-
zation. This can either be the formal structure or the functional structure of the
organization (ideally they are identical). Analysis of the functional structure
provides insight in how the work is actually divided, in particular the activities
that are related to the routing of the product (or service) through the organi-
zation (Jones 2007). In principle three different types of work processes can be
distinguished:

– primary (or main) processes: these are focused on achieving the main goals
of the organization, the primary production process;

– secondary (or support) processes: they ensure that the main production
processes can proceed undisturbedly;

– tertiary (or additional) processes: are not directly related to the main goal of
the organization, but are generally present in an organization, such as
‘cleaning’, or ‘catering’.

‘Process mapping’ can be used to describe the various processes (Biazzo 2002).
This technique provides a good visualized map of the interdependencies of tasks,
jobs and technology, and is therefore a good starting point for redesign.

Description of the work processes provides information that goes beyond the job
descriptions, and might reveal activities that indeed take place, but are not formally
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described. These activities can be essential when considering options for
re-designing the processes.

(3) After the work processes have been defined and described, the translation needs
to be made to what activities are involved in the work processes. It needs to be
very clear what the content of these activities are, and what kind of demands
they constitute for the worker. This is also important when considering redesign
options. Therefore a few questions need to be answered: The first question is
what Type of task (work content) is this? This should provide a detailed
description of the specific activities that belong to a task or job. In fact it should
describe what, how, when and where the task is executed as it currently is, by
whom it is executed, how frequently the activities need to be executed and how
long the execution takes. This will lead to answering the next question: what
are the demands of the task?

(4) Demands of the task: in particular to what extent cognitive, emotional, physical
and psychomotor capacities are required to execute a task or activity. In
addition to specific expertise and knowledge of a task it is important to know to
what extent coordination activities are involved as these require communication
and social skills, and a level of autonomy, independence and conscientiousness.

(5) The context of the task: does not immediately refer to the task itself, but refers
to the conditions under which the tasks have to be executed. The physical
conditions (outdoor or inside) are important, but the social conditions (col-
leagues, the supervisor, and the social climate) are often much more important.
The support and awareness of supervisor and colleagues are crucial for the
success of integrating people with limitations in the work place (Lammerts and
Stavenuiter 2010; Nelissen et al. 2016). This includes issues like supervisory
style, the way feedback is provided (if at all), and how work pressure and
deadlines are handled, and so on (see Van Ruitenbeek et al. 2013).

The Inclusive Redesign of Work approach contains 9 steps as depicted in Fig. 8.1.
The first 3 steps have been described in detail above; the remaining steps will be
briefly mentioned in the following part. The Inclusive Redesign of Work approach is
based on an extensive hierarchical analysis of work; this implies that all aspects of
the organization are included in the analysis. The results of these analyses form the
basis for finding options to rearrange the activities and thus redesigning the tasks.
Important is that the various activities are assessed with respect to whether they
require intellectual regulation, or only motoric regulation, or in other words,
whether they require ‘problem solving’ behavior, or that they consist of routine
activities, and of course what other kind of skills are required. Redesigning means
finding alternative arrangements and ways to group the various activities in such a
way that meaningful tasks can be created that are of various levels of complexity.
A set of tasks together will form a new ‘job’, and the complexity of the most
difficult task will determine the level of complexity of the new job. Evidently
functional (ergonomic) and human (well-being) criteria need to be taken into
account to ensure that the newly designed tasks are of acceptable quality (cf. Hacker
1978; Hackman and Oldham 1980; Roe and Zijlstra 1991). But it is important to
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keep in mind that criteria are dissimilar for various groups. Where limitations are
limiting the capacities, the requirements of the task should also be limited. This
often implies that routine (or motoric regulated) or skill based activities should be
overrepresented as these activities are generally well-structured and contain few or
no elements that require coordination or adjustment/synchronization activities. The
latter activities generally require communication and problem solving behavior.
When the options are clear a decision should be made by the organization and
communicated throughout the organization to the stakeholders (including workers
council).

Recruitment and selection; Assessment of capacity to work. Organizations are
focusing on selecting people that are best qualified for a particular job. However,
for the group with a distance to the labor market selection is not feasible, because
they cannot compete on the labor market for regular jobs. Many of them have never
worked before, or have never finished a school. For this group the challenge is
trying to assess what their capacities actually are. This particular angle has been
underdeveloped in W&O psychology. Assessment instruments that are available
have been developed from a medical (and income insurance) perspective and focus
primarily on assessing the limitations and degree of incapacity (Nijhuis 2011).
While in fact it is, from the current perspective, more important to focus on what
people actually can do, rather than what they cannot do.

Capacity to work should be defined as: “the set of personal qualifications that
allow a person to meet the demands of a (set of) task(s) in a sustainable way” (see
Groothoff et al. 2008). Work & Organizational psychology does not have many
instruments that take this perspective. And, as indicated above, general mental
capacity (intelligence and knowledge) is the most important predictor for perfor-
mance and development of personnel (Schmidt and Hunter 1998), this is also one of
the important limitations of people with a distant to the labor market. Furthermore,
as indicated above, in a service oriented economy concepts like emotional stability,
conscientiousness, and agreeability (friendliness) are important. And for people
with low levels of self-efficacy, and who have little or no work experience, these
aspects are difficult to assess. In particular, because having been out of work or
unemployed has a negative effect on work-related skills (Van Kalken et al. 2012). It
is an important task to fill this void of instruments that allow assessing capacity and
potential to develop the capacity to work.

Organizing support. The lack of work experience of this group means that these
people also lack basic employees’ skills, like ‘adhere to working procedures’,
‘accepting and dealing with authority’, and ‘having a cooperative attitude’. Various
studies have demonstrated some level of support from a colleague is most effective
to facilitate integration and socialization in the workplace. This applies to regular
employees, and is certainly applicable for this group of employees. However, for
this particular group it is recommended that colleagues are informed about their
new colleague, and often they should receive some kind of instruction. Colleagues
need to know what to expect, and how work performance of their new colleague
may be affected, and how they can be of assistance (if needed). There is empirical
evidence indicating that when a few employees pick up this attitude of ‘helping

130 F. Zijlstra et al.



behavior’ this has a positive effect on the other employees in the group and
department and might result in, what is called, an ‘inclusive climate’ (Nelissen et al.
2016).

Contextual aspects. As the aim of the Inclusive Work Design approach, as
described in this chapter, is to create structural workplaces in organizations for
people with a distance to the labor market it should be acknowledged that this
implies a structural embedding within organizations. This means that this is an
organizational change (or development) process, and should be treated as such.
Like every organizational change process it starts with acknowledging that there is
a need for change (or adaptation) by management (Daft and Noe 2001). And they
should be committed to the goals of the change process (i.e. including people with a
distance to the labor market). Subsequently they need to inform and involve the
employees of the organization of the goals and potential implications for their own
work. As the Inclusive Work Design approach should results in a redistribution of
activities and tasks within an organization, or rather ‘task differentiation’, the
method will also affect the set of tasks (i.e. job) of other employees. This needs to
be discussed and agreed with the employees in the organization. Ignoring this
aspect can lead to resistance and can contribute to failure of the project (cf.
Lammerts and Stavenuiter 2010). In that sense the Inclusive Work Design approach
should be seen as a ‘participative approach’ in which the participation of employees
is actively sought by discussing (and deciding about) the various redesign options
with them. The Inclusive Work Design approach should be considered as a ‘cyclic
process’ (see Roe and Zijlstra 1991) in which presenting redesign options, and
evaluating and adjusting these options are not activities that take place only at the
start and end of the cycle, but should be part of a continuous process. And in fact
should be implemented as part of Human Resources Management procedures
(Steps 7, 8 and 9 of Fig. 8.1).

8.5 Inclusive Work Design in Practice

At the time of writing this chapter numerous organizations, both profit and
non-for-profit organizations have embarked on an organizational change process
involving the Inclusive Work Design approach. Evidently Management and Works
Council have discussed this issue and have concluded that this project could start,
which concerns the analysis. Generally a next ‘decision making moment’ is
scheduled when the decision to implement has to be made. Works councils are
generally concerned with the consequences for employment opportunities for
current staff, but when they can be convinced that none of the current staff will be
made redundant and/or replaced by someone from the target group, the Works
Council approves. And this has resulted in the creation of a considerable number of
jobs for people from the ‘target group’. Examples are: in a hospital a combination
was made from cleaning and food assistant into’assistant to the nurse’ (helping with
feeding patients, and cleaning during the day); or ‘logistic assistants’ (helping in
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transporting hospital beds; and changing beds); in a penitentiary institution a job
was created in the safety department for checking the serial numbers of keys and
inspecting the fire extinguishers. Other examples concern a company that delivers
services and goods in the field of industrial automation (panel construction). See
box:

Example Box:

Company X delivers goods and services in the field of industrial automation: panel
construction. From the perspective of ‘Corporate Social Responsibility’ (CSR) the
company would like to have an inventory made whether jobs could be created in the
construction department for ‘people with a distance to the labour market’.

The construction department builds fuse boxes for electricity supply. The
mechanics need to build such a fuse box according specifications provided by a
technical drawing. The company experiences difficulties in hiring qualified
technicians.

In order to determine whether there are opportunities to create jobs for the target
population the (flow of) work processes were analysed and described. Hereto
managers and technicians were interviewed in addition to observations in the
organisation. The goal of the analysis is to answer a number of questions:

(1) What is/are the flow of the work processes?
(2) What activities are required in the various work processes?
(3) What are the demands of the various activities (i.e. what level of education or

training, skills: decision making, coordination, socials skills are required)?
(4) Are there activities that are ‘simple’ (indicating that the activity requires no

special training and can be performed by a person from the target group, now or
in the future, and does not require decision making skills, coordination skills, or
extensive communication skills, and so on)?

(5) Could it have added value when the technicians don’t have to do these activities
themselves? (i.e. help them focus on their core activities, help them work more
effectively or reduce overtime?)

Results:

Together with the technicians a number of activities in their work package were
identified that can also be carried out by someone with a lower level of education,
and at lower speed. They also indicated that they would like to have some ‘extra
hands’ when building the panels that need to be placed in the housing of the fuse
box. According to observations many activities involve repetitive movements.

Subsequently a flowchart was made comprising the main actions of the tech-
nicians while building the fuse box, consisting of 28 steps. The first schema
describes the process and the routing of the fuse box (Fig. 8.2).

Based on the analysis and interviews a proposal was made to redesign the work
process. The old situation was based on building a fuse box at one station, while the
technician walked to the various stations. The new situation (second schema) is
more ‘zone-oriented’ in which fuse boxes are built in different stages. The work

132 F. Zijlstra et al.



process has improved because walking distances for the technicians are reduced,
and they now have a few ‘extra hands’ which has increased the effectiveness of the
technicians. In the old situation technicians could build, on average, one fuse box
per day. In the new situation it is estimated that they build approx. three fuse boxes
per day. The new situation is presented below (Fig. 8.3).

Moreover, the company is growing and is not only relying on recruiting tech-
nicians anymore. A number of jobs have been created for people with a disability.

This was a clear ‘win-win situation’ both for Company X and for the people with
disabilities:

– The company was seen as Corporate Social Responsible with the inclusion of 5
positions (full-time) for people with limited capacities

– Less recruitment problems

Input materials Unpack box Assemble posts en 
dinrail in box

Unpack 
components

Assemble 
components on 

dinrail

Assemble clips on 
dinrail

Removeal of 
packing material

Code componentsCode clipsAssemble earth railAssemble seal Code sealFill te gaps with 
cover strips

Present distributor 
to electrician

Disassemble seal
Wiring elec c 
power large 
diameters

Wiring electric 
power small 
diameters

Wiring steer 
electricity Cleaning distributor Assemble seal Collec ng return 

material

Put small material 
in shelves

Present distributor 
to testerTest procedurePack distributor in 

orignal packing

Report and present 
finished distributor  
to work prepara on

Present returns to 
work prepara onEmpty loca on

Fig. 8.2 Yellow Logistics operations; Green Assembly operations; Orange Wiring the fuse box;
Blue Testing, and preparing the fuse box for shipping

Fig. 8.3 It is important to notice that the colours (representing various operations) are now neatly
organized; this implies saving of time for the technicians (less walking)
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– Reduced salary costs per unit of output
– Increased productivity (approx. 200%).

These cases have been evaluated, which has resulted in several ‘lessons learned’
concerning this approach. An important lesson to be learned from the analysis
phase is that a thorough analysis of the work processes is required, while many
analysts tend to focus on individual jobs. For this approach it is important that work
processes, i.e. the organization of work (which includes the interdependencies
between employees, required communication and collaboration) are analyzed and
described. It is important to understand that ‘job descriptions’ generally lack this
information, because the job descriptions are generally focusing on those activities
that are relevant for determining the salary level. As a consequence the activities
that have a less ‘high profile’ are generally not mentioned, while these are very
important from the perspective of ‘inclusive redesign’. A rearrangement of tasks
generally focuses on these kinds of activities. Furthermore, work processes also
reveal activities related to the routing of products or services that cut across the
functional structure of an organization. Another lesson to be learned is that the
so-called ‘contextual factors’ should be included in the analysis as well, these are
indications of the organization’s climate, style of leadership, communication style
among team members, and so on. These factors are important factors as they
determine to what extent the climate in the organization is ‘inclusive’ (as opposed
to ‘competitive’) and these factors determine whether the process will be successful,
or not. As a consequence attention should be given to the consequences for the
current staff, as they will be affected when tasks are rearranged. For that reason we
recommend that redesign options are discussed within the organization and that this
should be an important aspect of the social dialogue within the organizations.

8.6 Conclusion

The result of the various changes in the domain of work and organization is that
work has become quite complex and meeting the work demands has become very
challenging. For an increasing group of people these demands have become too
challenging. A consequence is that a large group of people cannot find a job in the
current labor market. While at the same time many organizations are facing
shortages on the labor market due to demographic developments. In several sectors
(like education, care and technology) it is already becoming a problem. In order to
address labor market challenges organizations may have to resort to unconventional
approaches: becoming more ‘inclusive’. This is also a societal goal, as our society
cannot afford to leave a large part of the population side-lined in society.

Trying to create jobs that take into account the variety of capabilities in the labor
market is a new approach and might be fruitful to help overcome these issues. The
Dutch Parliament has accepted the Participation Act that should facilitate the
inclusion of people with limitations, and indicated that if organizations are not
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cooperating on a voluntary basis, then a Quota will be issued. So far, many
organizations are responding to the challenge, and the Inclusive Work Design
approach appears to be a very fruitful approach to facilitate the sustainable uptake
of people with limitations in regular organizations. One of the important aspects is
that it helps to create structural jobs in organizations, and it also draws the attention
to other relevant organizational factors that influences the acceptance of people with
limitations in organizations.

At the same time many of the factors that determine the inclusiveness of the
organizational climate seem to relate to sustainability of employment of other
employees as well (cf. Fleuren et al. 2016; van der Klink et al. 2016).

In this chapter we have argued that inclusion of people with limitations in
organizations is a societal obligation: everyone has the right to participate in
society. And this can only be achieved through a process of social dialogue: At
societal level a dialogue between Government and employers is required, and
within organizations a dialogue between management and Works Council should
take place (assisted by analysts who can provide the redesign options).
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Chapter 9
The Socialization Process: Helping
Organizations Integrate People
with Disabilities into the Workplace

Francisco J. Medina and Nuria Gamero

9.1 Workplace Accommodation of People with Different
Capabilities

A multinational insurance company based in Seville (Spain) with over 450
employees decided to launch a program entitled Experiencias Profesionales para el
Empleo (Work Experience for Employment). The program, developed in partnership
with an NGO working on this sector, is aimed at people with physical disabilities
and seeks to facilitate their integration into the labor market through paid work
placements covering a two-month period. Once the participants had been selected,
the NGO specialists met with the interns individually to inform them about the
company they had been assigned to, their position, and duties. For their part, the
insurance company held two welcome sessions for all staff letting them know about
the program, where each person would be going, and the types of tasks they would
be expected to undertake. The aim was to introduce the newcomers to the current
workforce and help to facilitate their integration. When the work placements were
over, one of the mentors made the following comment: ‘She is very intelligent and
has a great attitude. She is willing to take on new challenges and shows initiative.
It’s been a pleasure having her on the team.’

This is just one example of many successful stories involving people with dis-
abilities and their positive inclusion into the new work environment. Interventions
associated with the employment, accommodation, and effective workplace inte-
gration of people with disabilities require multiple actors and policies (Meyer
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2001), as evidenced in the example given at the start of this chapter: human
resource managers, occupational health professionals (Coole et al. 2012), line
managers (Haafkens et al. 2011), disability advocacy organizations, NGOs, and
families (Nesbitt 2000). The presence of different stakeholders implies the need for
collaboration and social dialogue among all agents to facilitate this group’s inte-
gration and inclusion.

People with disabilities are particularly vulnerable in the labor market, where
achieving social integration and inclusion within organizations is a constant chal-
lenge. This vulnerability is especially pronounced in the current economic context.
Most studies on people with disabilities at work have focused on labor market
access and workplace accommodation to their individual needs. Consequently,
organizations have introduced policies, programs, and interventions directed to
helping employees with disabilities to overcome these barriers. However, research
about how to facilitate integration into ordinary jobs, and how to work inside
organizations with people with disabilities is anecdotal (Gensby et al. 2014).

The aim of this chapter is to understand how to work with people with dis-
abilities in an organizational setting to ensure effective integration. We focus on
socialization as a process through which newcomers acquire knowledge about their
work and adjustment to the new workplace, thus becoming ‘contributing’ organi-
zational members (Korte et al. 2015). We also engage in an in-depth analysis of the
importance of social dialogue when it comes to integrate people with disabilities.

9.2 Socialization Processes for Workers with Disabilities

Medina and Munduate (2012) conducted research alongside large, leading orga-
nizations in Spain to analyze the integration processes of people with disabilities.
They asked workers (with and without disabilities) how the organizational entry
process went, what kinds of tactics were employed by the companies, and how the
information was acquired.

This study revealed no differences between workers with and without disabilities
in socialization tactics (Fig. 9.1). For the most part, organizations used serial and
investiture tactics. Lesser-used tactics were the formal kind (Table 9.1).

The main differences between both groups (workers with disabilities and
workers without disabilities) were found in the type of information passed on by the
organization to the new employee (Fig. 9.2). In general, organizations are required
to provide information about the job and the role, interpersonal and group rela-
tionships, and the nature of organizations as a whole. Knowing the technical and
social aspects specific to both the company and the job is essential to performing
well in a new environment. However, the information obtained by workers with
disabilities, especially with regard to the organization, was perceived as poorer than
that of their peers without disabilities, thereby hindering the integration process.
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More specifically, the main differences revolved around three information
domains: background (learning about organizational traditions, habits, and
legends); language (acquiring technical language and organization-specific jargon);
and policies (obtaining political information about formal and informal work
relationships and the distribution of power within the organization). According to
the literature mentioned, we assume that the ignorance of these domains is the first
warning sign of a poor integration process (Benzinger 2016).

Fig. 9.1 Socialization tactics employed by organizations

Table 9.1 Socialization tactics

Tactics of socialization Definition

Collective (vs.
individual) tactic

This tactic involves grouping newcomers so that they share a
common learning

Formal (vs. informal)
tactic

This tactic involves transmitting information to newcomers off the
workplace. Newcomers are separated from organizational insiders,
for a limited period, through activities such as training and
orientation classes

Sequential (vs.
random) tactic

This tactic entails structuring learning experiences through a
lock-step series or sequences

Fixed (vs. variable)
tactic

This tactic involves setting a timetable for moving from one learning
experience to another

Serial (vs. disjunctive)
tactic

This involves providing newcomers with a role model, such as a
mentor, supervisor, or experienced peer, to help them learn the ropes

Investiture (vs.
divestiture) tactic

This involves affirming the incoming identities, attributes, and
competencies of newcomers when hired based on their training
and/or experience

Source Van Maanen and Schein (1979)
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9.3 Key Points to Designing Inclusive Socialization
Processes

9.3.1 Preparing Newcomers with Disabilities and Adjusting
Expectations

Before entering an organization, people with disabilities have preconceived
expectations about the organization in question, their new workplace, and the job
involved. These expectations come from different sources. One such source is the
organization itself, where information is exchanged through interaction between
people with disabilities and managers or recruiters during the recruitment and
selection processes (Delobbe et al. 2015).

Early socialization experiences have an influence on the success or failure of
newcomers with disabilities adjustment. People with disabilities should arrive with
realistic expectations and receive clear-cut, honest information from the organiza-
tion regarding what constitutes organizational reality (Kulkarni and Lengnick-Hall
2011). However, workers with disabilities generally have unrealistic expectations
about their new job and the organization. First, this group expects the job to be
tailored to their personal circumstances and particular needs (e.g., Smith 2002); and
second, they come with negative expectations about how the rest will interact with
them (Colella 1994; Goffman 1963). Workers with disabilities usually perceive
other people’s treatment of them as being based on their disabilities rather than as

Fig. 9.2 Information passed on to workers with disabilities and colleagues about the organization
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peers. According to Goffman (1963), this is because, generally speaking, the group
has had unsatisfactory work-related experiences in the past, which led them to
believe that working relations with new colleagues will not be positive. There is
evidence that workers who have negative expectations about the job will tend to
perceive it in a more negative light than those who have more positive expectations.
Similarly, overly optimistic expectations held by people with disabilities about the
level of complexity behind the tasks to be performed, the opportunities for career
development, and interpersonal relationships in the workplace can also lead to
distrust and frustration (Colella and Varma 1999).

One way of getting involved in the preparation and adjustment of expectations at
this pre-entry stage is to promote social dialogue with other agents, actively
engaged in helping people with disabilities, to become integrated and included
(Kulkarni 2013). Companies especially need to maintain continuous dialogue with
associations supporting people with disabilities. These associations play their part
in pre-entry preparations; they also provide training, promote the acquisition of
skills, competencies and attitudes, and adjust expectations. The work carried out by
associations for people with disabilities entails guidance and counseling,
improvements in knowledge and skills, and shifts in attitudes toward the job. They
open the way for experiences in a pre-employment setting, resembling what one can
expect to find at future, receiving organizations. Moreover, some of these associ-
ations provide internships that enable candidates to gain professional experience in
preparation for the job market, offering mentoring that gives people with disabilities
a glimpse into the world of work (Medina and Munduate 2012). These actions
support the subsequent adjustment and integration of this group, allowing for the
development of skills and habits and adjusting expectations that may be too positive
or too negative.

Furthermore, associations are in a position to provide specific information and
advice and meet the demands of companies in terms of guidance, training,
awareness-raising activities, and accompanying the various groups with disabilities
in the insertion process. The dialogue and collaboration with these specialists, who
act helping newcomers to effectively adjust to the new job, should occur naturally,
given that this support constitutes complementary and coordinated actions that help
to facilitate organizational integration and socialization among workers with dis-
abilities (Colella 1994).

From this perspective, the majority of Spanish organizations under study in
Medina and Munduate’s research (2012) worked alongside NGOs in several dif-
ferent ways: (a) together they analyzed the job vacancies and skills required; (b) they
jointly developed work experience programs for people with disabilities; and
(c) together they devised a follow-up program specifically for new employees. As a
result of this collaboration, a better adjustment of the job conditions is achieved. The
internships aimed at preparing this group for the world of work are particularly
important, whether organized by the company itself or in partnership with associ-
ations or NGOs. Organizations should be prepared internally to facilitate the par-
ticipation of NGO in human resource practices in relation to people with disability,
where social dialogue between employers and unions is absolutely necessary.

9 The Socialization Process: Helping Organizations Integrate … 143



9.3.2 Preparing Organizations for the Successful
Integration of People with Disabilities

A number of measures can be implemented to improve the integration of people
with disabilities into organizations. These organizational measures are structured
around two main lines of action: introducing equality in organizational policies and
practices and increasing psychological safety.

First, the implementation of practices for the integration of people with disabil-
ities in HRM policies is of primordial importance in the current organizational
climate. It has been shown that fair and responsive work environments are especially
beneficial for people with disabilities (Schur et al. 2009). Inclusive organizations that
strive to achieve a diverse workforce are advised to include corporate sustainability
and responsibility in their mission statements. An active implementation of the
values that foster belonging is key to achieving sustainable employment for people
with disabilities (Schur et al. 2009). Particularly in the case of larger organizations
and the public sector, practices for an effective integration of people with disabilities
are influenced by collective negotiation processes, in which trade unions play an
important role, having had some success in getting disability onto organizational
agendas (Bacon and Hoque 2015; Foster and Fosh 2010). In this regard, social
dialogue between social agents (unions and companies) could be seen as a key skill
to harness when developing integration processes within organizations.

Second, it is also necessary to promote a climate of psychological safety, respect,
and acceptance, thus creating a suitable environment in which people with dis-
abilities feel welcome and accepted. A psychologically safe work environment is
characterized by feelings of safety, interpersonal trust, and mutual respect
(Nembhard and Edmondson 2006). Organizations can enhance psychological
safety: (a) reducing the leaders’ dysfunctional use of power that, as a consequence,
decreases toxic work behaviors such as bullying or harassment (Shain 2009);
(b) promoting disability awareness training programs for supervisors (McLellan
et al. 2001); or (c) improving a clear, robust policy that comprehensively addresses
issues of diversity.

Via their social responsibility programs, organizations put into practice measures
that fall under the aforementioned lines of action. These include: institutional
statements of respect and support for diversity addressed to the organization itself as
well as to organizational partners (suppliers, clients, etc.); integration schemes for
people with disabilities; preferential hiring policies; and ‘Planes Familia’ (Family
Schemes) to support the relatives of workers with disabilities (Medina and
Munduate 2012).

These organizational policies are also reflected in social dialogue processes via
certain mechanisms such as the introduction of integration policies in collective
bargaining; negotiations with unions concerning the jobs that best suit these can-
didates; the joint development of integration schemes using job banks and other
systems; and joint negotiations on Respect for Diversity schemes (Medina and
Munduate 2012).
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9.3.3 Working with Socialization Agents

Organizations call upon various socialization agents during the socialization pro-
cess (e.g., supervisors, peers, and mentors) to help newcomers with disabilities
adjust effectively. Beyond formal orientation programs and employee handbooks
designed by organizations, newcomers with disabilities find these organizational
insiders the most useful source of knowledge and support (Saks and Gruman 2014).
These organizational agents help them to adjust by providing information, feed-
back, role models, social validation, social relationships, appreciation, and support,
as well as access to broader networks and other work-relevant resources (Nifadkar
and Bauer 2016). In this regard, organizations use manuals specifically designed for
working with people with disabilities and implement mentoring programs to
facilitate integration (Medina and Munduate 2012).

9.3.3.1 How to Work with Supervisors

Two HRM theories can help us understand the role that supervisors play in the
socialization process of workers with disabilities: transformational leadership
(TFL) theory and leader–member exchange (LMX) theory. A transformational
leader motivates followers to pursue high-level goals, encouraging experiences of
meaningfulness and moral purpose in their work (Kark et al. 2003). TFL has four
components: inspirational motivation, idealized influence, intellectual stimulation,
and individualized consideration, all of which have been shown to positively
influence various follower outcomes that are crucial to organizational functioning,
including job performance, job satisfaction, and motivation (see Judge and Piccolo
2004). TFL can be considered a key approach that particularly meets the require-
ments of people with disabilities, given that it positively influences their
self-concept and consequentially enhances their job performance while preventing
emotional exhaustion (Kensbock and Boehm 2016). Transformational leaders also
act as role models to their followers, thus increasing their identification with and
acceptance of the leaders’ values and beliefs (Kark et al. 2003). Furthermore, they
display empowering behaviors by delegating responsibility, encouraging followers
to think on their own, and coming up with new and creative ideas. As a conse-
quence, followers feel trusted, challenged, and valued by their supervisors (Kark
et al. 2003).

In addition, supervisors are found to establish different exchange relationships
with their subordinates, where we see an overlap of a personal and working
relationship. Dienesch and Liden (1986) identified three dimensions in these
supervisor–subordinate exchange relationships: first, the perceived contribution to
the exchange in relation to work-oriented activities, that is, the employer has
specific expectations about how subordinates will perform at work and how their
performance will impact on the company; second is loyalty, namely an employer
who maintains good working relations with subordinate staff will express support,
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treat them fairly, keep them informed, and show an active interest in their pro-
fessional development and future careers; and the third is mutual affection, in which
interpersonal attraction comes into play, adding to a purely working relationship.

The nature of this leader–member dynamic will determine whether the latter
group will have a successful relationship. It is widely known that relationships
established between supervisor–subordinate dyads are formed quickly and remain
stable over time, meaning that if good relationships are successfully forged, we are
likely to find a great deal of support from the supervisor to guide the subordinate’s
work, high satisfaction levels from subordinates, good performance levels, and low
staff turnover rates (Liden et al. 1993).

There are reasons to suggest that disabilities may affect these supervisor–sub-
ordinate relationships. Regarding the first dimension (employees’ contribution), we
know that future expectations concerning employee performance are better pre-
dictors of these relationships than the worker’s current performance. From this
perspective, we can identify stereotypes against people with disabilities which
include competence attributions; for example, they will show a lack of skills in
terms of work and demonstrate a certain degree of dependency, which in turn can
affect the workers’ own performance (Fichten and Amstel 1986). As for the second
dimension, their disabilities can have a negative impact on these relationships,
given that supervisors may display less affection toward these employees due to the
perception that they are different from the rest.

Moreover, the expectations that a superior casts upon the newcomer’s perfor-
mance are also a determining factor when predicting their performance, namely
through a self-fulfilling prophecy process (Eden 1990; Peters et al., Chap. 14 in this
volume). In other words, the supervisor’s low expectations predict the employee’s
subsequent failure to adjust to the labor landscape. In the case of people with
disabilities, organizations are shown to hold very low expectations in terms of this
group’s performance capabilities depending on the limitations specific to the per-
son’s condition and the corresponding special healthcare needs (e.g., Smith 2002).
As a consequence, this group’s opportunities for career development are more
limited. In contrast, people with disabilities expect to be assigned tasks with the
same degree of responsibility and complexity as their peers without disabilities
(Colella et al. 1993), resulting in a mismatch between the expectations of this group
and of the organization.

Given the importance of middle management in the integration process of people
with disabilities, some organizations run specific programs tailored to this
group. These may include experiential workshops where managers experience the
integration difficulties faced by these individuals; specific awareness-raising
workshops for middle management and human resource managers; and team
building days at special employment centers, where middle management has the
opportunity to learn first-hand about the work of people with disabilities at centers
in which this group accounts for more than 70% of the workforce (Medina and
Munduate 2012).
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9.3.3.2 How to Work with Coworkers and Work Groups

One of the key factors behind the successful integration of employees with dis-
abilities is the way in which they are received and accepted by their colleagues
(Saks and Ashforth 1997). The role that coworkers play is important, owing to the
fact that many workplace adaptations call upon the cooperation and support of
others. The possible changes that people with disabilities require, whether referring
to job duties (reassigning tasks); accommodations (longer work breaks, excused
absences); tools for the job (e.g., bigger, better quality screens); available resources
(money spent on workstation adaptation); and place of work (possibility of working
from home) may be viewed by the rest of the team as the result of unfair preferential
treatment, leading to an integration process that falls short of what is expected
(Colella and Varma 2001).

Furthermore, negative reactions from coworkers are likely to affect the rights of
workers in some work-related adaptations. If people with disabilities feel that their
colleagues will not understand their particular circumstances, they may choose to
decline a claim for any adaptation or modification to the job in question. In addi-
tion, the fear of receiving negative feedback from work colleagues may convince
certain senior staff that necessary work-related adaptations are not worth imple-
menting (Cleveland et al. 1997).

There are two overriding social obstacles for people with disabilities at work
(Ferro and Boyle 2013): the first is that this group is particularly prone to stigma
attributions (Stone and Colella 1996), and the second is stereotyping (Colella and
Bruyère 2011).

On the one hand, the internalization of stigma by the stigmatized person makes
this worker feel deviant, limited, spoiled, or generally undesirable (Jones 2002).
Stigma perceptions have negative implications for a person’s self-esteem
(McGonagle and Barnes-Farrell 2013). On the other hand, in the work environ-
ment, people with disabilities belong to a minority group, which is often confronted
with stereotypes and negative attitudes on the part of coworkers and supervisors
(Lengnick-Hall et al. 2008; Nelissen et al. 2016).

Stigma and stereotyping can elicit negative reactions among staff:

– Workers without disabilities can have mixed feelings about people with dis-
abilities: aversion and hostility on the one hand and sympathy and compassion
on the other (Katz and Glass 1979). This ambivalence creates an inner conflict in
the person who feels this way, leading to extremes of behavior toward the
stigmatized. From this perspective, the context will determine how far the
behavior goes and in which direction: A favorable context involving people with
disabilities may result in very positive responses, whereas a highly unfavorable
context can determine very negative responses.

– Thus, many workers may come across as reluctant to interact with people with
disabilities, especially those with physical or intellectual disabilities (Ruiz and
Moya 2007). This ultimately results in fewer interactions with this group and a
lengthy, problematic work-entry process, which in turn elicits feelings of
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distrust and exclusion. Workers with disabilities do not have the same capacity
as their peers without disabilities to obtain the necessary information that
enables them to learn the habits and ways of doing things within the new
organization, as this information is usually shared in casual conversations
(Bowman 1987). Consequently, it will take them longer to obtain the keys to
organizational success needed to ensure quality work and full integration.

– There may also be a strong tendency to be overly friendly toward people with
disabilities. To achieve successful organizational socialization processes, it is
important that the worker receives systematic and ongoing information from
both the organization and their colleagues. In other words, they should receive
realistic feedback that dispels the misconceptions workers normally bring to the
organization. If no realistic feedback is given to these employees with disabil-
ities, this hinders their socialization process (Hastorf et al. 1979).

To break stigma and stereotyping, Hunt and Hunt (2004) identified the main
challenge as changing people’s beliefs. They introduced an educational intervention
that increased knowledge on and yielded positive attitudes toward people with
disabilities in the workplace. Stone and Colella (1996) argued that organizations
should develop training programs that counter the misleading information that may
have been engendered by stereotypes, on norms of day-to-day interaction and on
reducing feelings of anxiety while working with people with disabilities.

The information-sharing actions aimed at all members of the company, in par-
ticular the members of the work groups which include newcomers with disabilities,
contribute toward breaking stereotypes and negative beliefs, revealing the real
picture and their personal and working capabilities. It is advisable to carry out
awareness-raising campaigns on diversity so that this becomes a transversal theme
within the company’s culture. The way in which this is conveyed to all other
members of the organization is key. For this reason, it should be a planned and
researched project, where associations can be called on to assist during the different
stages of the process. In the workplace setting, people must be informed when a
person with a disability is scheduled to enter the company in order to help the
adaptation process, especially the team the person is set to join (Medina and
Munduate 2012).

9.3.4 Encouraging Serial Socialization Tactics

Serial tactics, among others, are key to fostering the integration of newcomers with
disabilities. These specific tactics involve assigning newcomers a mentor to help
them learn the new job (Benzinger 2016).

Inclusion processes cannot be configured homogeneously; rather, they have to
adapt to the general characteristics of the group and the specificities of each indi-
vidual (Kulkarni 2012). Every disability has its own characteristics and challenges.
A person with both general and specific training, and who is a qualified partner in
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dialogue with associations, enables the integration process to be brought to fruition.
Furthermore, interventions involving people with disabilities are not one-off pro-
grams. They constitute ongoing work, especially when it relates to certain types of
disabilities, such as intellectual disabilities, autism spectrum disorders and, on
occasions, hearing impairments. In view of their permanent and unique nature, they
require support at all stages of Circle of Inclusion (see Arenas et al., Chap. 18 in
this volume). To enable the individual’s adaptation to the job and to ensure effective
integration, having a mentor is necessary (Kulkarni 2013). The ideal profile is
someone from the organization itself, predisposed to offering support to the new
recruit, with guidance training, awareness and knowledge of the disability and,
more specifically, someone who knows how to deal with the different situations that
may arise at work affecting the person with disability. It is necessary that indi-
viduals with a disability have a referent person, who acts as a counselor, helping to
clear up any doubts or needs they have.

9.4 Conclusions to Facilitate Inclusive Socialization
Processes

To summarize, best practices for the successful socialization of newcomers with
disabilities can be broken down into six main actions:

1. Working with associations supporting this group to guarantee the necessary
preparations and to create realistic expectations in the new recruits. Cooperation
between both agents prior to and during the incorporation process is key. The
activities carried out by associations in partnership with the organization may
include the following: (a) informing companies to help them gain real knowl-
edge about the different disabilities; (b) collaborating on the design of
awareness-raising programs that address the social environment in which the
new member with a disability is set to join; and (c) accompanying the people
with disabilities in the insertion process from the outset of their organizational
working life. On occasions, on-the-job learning is an ongoing process, and
associations should continue their supporting role in the workplace to achieve
the highest level of adjustment to the proposed performance objectives.

2. Introducing equality in organizational politics and including corporate sustain-
ability and responsibility in organizational mission statements. Social dialogue
established between trade unions and companies is also especially important. In
large companies and those in the public sector, disability action plans are
influenced by group negotiation processes, in which trade unions play an
important role.

3. Promoting a climate of psychological safety, respect, and acceptance, thus
creating a suitable environment for the welcome and integration of people with
disabilities. From this perspective, the process would benefit from a clear, robust
policy that comprehensively addresses issues of diversity, is well-informed and
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is shared among the entire workforce. The receiving work group should also be
informed of the person with disabilities set to join the team in order to help the
adaptation process along.

4. Designing training programs for supervisors. The content of these programs
should include information on how people with disabilities want to be treated,
the problems and issues related to newcomers with disabilities, the impact of
socialization on individual integration, and the potential obstacles to socializa-
tion for new employees with disabilities. Supervisors must also learn what they
can truly expect from an employee with a given disability, what the capabilities
of applicants with disabilities are, and what type of accommodations are
required.

5. Highlighting the decisive role of work colleagues. Developing awareness-
raising campaigns alongside the work group colleagues of the individual with
disabilities, making them aware of the specific needs of the person joining the
team, their competencies, the various duties they may perform, and the support
they may need. These programs should also provide guidelines on how to
interact with people with disabilities, in turn avoiding overprotective and per-
missive attitudes that jeopardize their chances of fully integrating in the
organization.

6. Developing the role of mentor. Given that every disability has its own char-
acteristics and challenges, a person with both general and specific training, and
who is a qualified partner in dialogue with associations, enables the integration
process to succeed.

To sum up, integrating people with disabilities into organizations is more than
introducing a series of concrete actions; it implies a different approach of organi-
zational policy about diversity, where all stakeholders are needed, and the social
dialogue between them is absolutely fundamental. To sum up, integration implies to
develop an organizational culture friendly to the workers with different capabilities.
This culture has to be reflected in formal documents and HRM practices.
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Chapter 10
Cultural Diversity and Inclusion
in Brazilian Organizations: Challenges
for Training of Minorities Groups

Cláudio V. Torres and Darcy Mitiko Mori Hanashiro

10.1 Introduction

Little is known in Brazil about the impact of cultural diversity and inclusion in
organizations. Systematically, cultural diversity has been defined as the represen-
tation, in a social system, of people with different group identities and that have
different cultural meanings (e.g. Roberson 2006). There is already a consensus that
organizations need to go beyond the mere concern with diversity and also consider
inclusion in its context (e.g. Qin et al. 2014; Shemla et al. 2014; Thomas and Ely
1996). In organizations with a culture of inclusion, all identity groups have the
opportunity to be present, so that their voices are heard, appreciated and can per-
form core activities on behalf of the community (Ferdman 2014; Pless and Maak
2004).

This chapter has the initial objective to identify and explore the Brazilian aca-
demic production between the years 2010–2015, pinpointing some practical
experiences in training aimed at diversity. Then, we point out some already
established practices in diversity management and inclusion in organizations, which
may contribute to the growth of companies beyond the effects of traditional affir-
mative action programs. These practices typically encompass training and moni-
toring diversity and inclusion aimed at minority groups, among others. In short,
what is expected, above all, it is that this chapter can help to expand knowledge and
debate on diversity and inclusion in organizations, serving as a reference for future
projects, and for the formulation of organizational practices regarding the theme.
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10.2 Brazilian Literature on Diversity and Inclusion

To draw a picture of Brazilian literature on the theme, a search of the studies was
done in SPELL (Scientific Periodicals Electronic Library), a Brazilian scientific
articles repository in the area of Administration, Economy and Accounting, SciELo
(Scientific Electronic Library Online) which covers a selected collection of
Brazilian scientific journals. The searches were conducted by the combination of
the key words “diversity” and/or “inclusion” and “management of organizational
diversity”, for the period of 2010 and 2015. To ensure that most studies in the field
would be identified, the “snowball” technique was used, which consisted in
checking the references of all initially selected studies, so that in the end, studies
could reference each other and no studies would be ignored. In total, 54 studies
were identified, which were then analyzed according to the following criteria:
(a) the context of publications; (b) methodological characteristics; and (c) results
found. A large number of publications were actually reviews of international lit-
erature, its theoretical applications to the Brazilian context, or essays with no
empirical findings. These studies were afterwards reduced to a list of 18 publica-
tions (Table 10.1). Most highlight the connections between theory, empirical
research and practice. Nevertheless, only few of them are directly connected to the
HRM system and Circle of Inclusion already discussed in the book (see Arenas
et al., Chap. 1 in this volume).

It should be noticed that in none of the 54 Brazilian publications the theme of
Social Dialogue was identified, or discussed. Social dialogue, in Brazil, is under-
stood in terms of collaborative and social networks that facilitate the diversity
management and real inclusion of employees (Pulignano 2011). For the author,
such practices are sustained by new forms of direct support of the State, at the
supranational level, highlighting the intra-organizational difference. This lack of
reference to Social Dialogue, or even of a discussion regarding its idea and
meaning, is probably related to the fact that the concept of social dialogue is yet
largely neglected by the national scientific production, and equally important, to the
practice of diversity and inclusion in Brazilian organizations, as the brief review of
its intervention will show. For the International Labor Office (ILO), Social Dialogue
includes all types of negotiation, consultation or simply exchange of information
between, or among, representatives of governments, employers and workers on
issues of common interest relating to economic and social policy. The Social
Dialogue is a tool of good governance and its relevance is not just related to
promote more performing and competitive economy but to make society in general
more stable and more equitable (ILO 2015). In the context of ILO, Social Dialogue
takes many different forms. In stricto sensu it can exist as a tripartite process, with
the government as an official party in the dialogue, along with workers and
employers through their independent representative organizations on issues of
common interest. Whereas in Europe trade unions and labor associations exert
substantial influence on the decisions in economic and social policy construction, in
many Latin American countries Social Dialogue with a functioning institutionalized
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Table 10.1 Bibliographic survey on diversity and inclusion in Brazilian scientific journals—
2010–2015

Article Title Author Year Sample Method CI

1 Human resource
practices for
diversity
management: the
inclusion of
intellectual
disabilities in a
public federation
of Brazil

Maccali, N. et al. 2015 1 female
managers; 6
employees; 5
intellectually
disabled people
and 1 external
collaborator

Qualitative C

2 The identity
dynamics of
people with
Disabilities: a
study in Brazil
and In the United
States

Moreira, L.B. et al. 2015 12 PwDs in
Brazil; 8 in the
United States

Qualitative E

3 The social
representations
of gay executive
secretariat:
gender and
diversity at work

Souza, E.C.P.; Martins,
C.B.; Souza, R.B.

2015 6 executive
secretariat gay
men

Qualitative No

4 Case study on
the integration of
people with
disabilities on a
large
organization

Silva, A. M.;
Carvalho-Freitas, M.N.

2014 291 PwD; 198
managers; 1 HR
professional

Quantitative
Qualitative

B

5 Sexual diversity
in organizations:
a study on
coming out

Caproni Neto, H.L.;
Saraiva, L.A.S.;
Bicalho, R.A.

2014 11 homosexual
(6 males and 5
females)

Qualitative
(Oral
history)

E

6 Meaning of work
and diversity: a
study with gay
men

Silva, A. et al. 2013 6 gay men Qualitative E

7 The meaning of
work for persons
With disability

Lima, M.P. et al. 2013 10 disabled
people PwD

Qualitative E

8 Inclusion of
people with
disabilities in a
company: case
study of a
Brazilian
multinational

CAMPOS;
VASCONCELLOS;
KRUGLIANSKAS

2013 2 HR managers;
2 direct
supervisors of
professionals
with disabilities

Qualitative A

9 Management of
diversity and
buying consumer
behavior

Pereira et al. 2012 35 (qualitative
research); 182
(quantitative
research)

Quantitative
Qualitative

No

(continued)
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Table 10.1 (continued)

Article Title Author Year Sample Method CI

10 Selective
Placement of
Mentally
Challenged
People in
Organizations

Mourao, l.; Sampaio,
S.; Duarte, M.H.

2012 23 intellectually
disabled people,
their families,
and employers

Qualitative A

11 The perception
of organizational
distributive
justice in the
face of actions
that provide
resources for
diversity

Pereira et al. 2012 253 individuals
(52% women,
84% Caucasian
and 94% without
disabilities)

Quantitative No

12 Diversity on the
Board of
Directors and
firm
performance: an
empirical
research

Fraga, J.J.; SILVA,
V.A.B.

2012 Composition of
the Board of
Directors of
Brazilian
companies listed
on BM &
FBOVESPA

Quantitative No

13 Readings from
the formal
discourse of
project managers
regarding
diversity in
teams

Rocha-Pinto, S.R.;
DIAS, P.D.G.

2012 15 project
managers

Qualitative No

14 The time as a
dimension of
research on
diversity policy
and labor
relations

Irigaray, H.A.;
Vergara, S.C.

2011 49 individuals
(RH and
Marketing
professionals,
people with and
without
disabilities)

Qualitative No

15 The disabled
person (dp) and
the manager:
reflections on
learning and
competencies in
the construction
of diversity in
organizations

Serrano, C.;
Brunstein, J.

2011 12 individuals (6
PwD and their
direct
supervisors)

Qualitative No

16 Insertion of
people with
disabilities in
Brazilian
enterprise

Carcalho-Freitas.M.N.;
Marques, A.L.

2010 163 individuals
(HR
professionals,
health and
safety’s at work
professionals,
PwD supervisor)

Quantitative No

(continued)
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framework for social partnership is still at an early stage (Schrey 2007). This is the
case of Brazilian Trade Union model that limits and constrains the true Social
Dialogue.

The Brazilian Trade Union model is not governed by freedom of association,
since Brazil has not ratified Convention N. 87, established by ILO. This funda-
mental convention sets forth the right for workers and employers to establish and
join organizations of their own choosing without previous authorization. Workers’
and employers’ organizations will organize freely and not be liable to be dissolved
or suspended by administrative authority. Consequently, in Brazil there is a lack of
respect for the right of freedom of association and incipient collective bargaining,
due to a industrial relations system deeply rooted in a political and historical
context, which was consolidated in a “social protection model”, as opposed to a
more liberal, flexible one (Cardoso 2004). Thus, the Trade Union model in Brazil
prevents the full development of Social Dialogue (Godoy 2010). In this context,
social inclusion of minority groups in private organizations has been done ‘by top
down public policies without a broad discussion with representatives of employer
and workers, such as the Law for People with Disabilities (Law No. 13,146), for
instance.

Although scarce and recent, the studies in Brazil discuss, in general, the rep-
resentation of different groups in organizations, and organizational practices for an
effective inclusion. Another trend of investigation studies the feelings and experi-
ences of minorities, and organizations’ quota policies targets. We can also highlight
studies that address specific discrimination processes with respect to race/ethnicity,
gender or age, or racism, sexism and ageism, as the main sources of isms. It is worth
noticing that these studies point how such isms mean that prejudice (i.e., attitude) or
discrimination (i.e., behavior) do exist in the organization. They refer to the
organization’s own institutionalized oppression system in its context, which creates,

Table 10.1 (continued)

Article Title Author Year Sample Method CI

17 The inclusion of
disabled people
in business:
responsibilities,
practices and
pathways

Bahia, M.S.;
Schommer, P.C.

2010 16 (PwD,
supervisors,
managers)

Qualitative No

18 Ways people
with disability
are seen: an
empirical study
of the construct
of conceptions of
disability in
work situations

Carvalho-Freitas,
M.N.; Marques, A. L.

2010 227 MBA
(Master in
Business
Administration)
students

Quantitative No

PwD People with Disability
CI Some connection with Circle of Inclusion: A (Inclusive Recruitment & Discrimination Selection;
C (Colorful Socialization & Training); E (A safe place for all); NO (any connection)
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implements and maintains phenomena such as lack of equal opportunity for growth
within the organization, biases in recruitment, segregationist organizational poli-
cies, among others (Cox 1994). Being institutionalized, they need little or no
participation of individuals to their continuity, hence being kept for their own
purposes, forming a vicious cycle.

In the following paragraphs we will briefly describe the findings of the reviewed
studies, following the steps of the Circle of Inclusion in the human resource
management system, introduced in Chap. 1 (please see Arenas et al., Chap. 1 in this
volume). Presotti (2011) investigated the visions and practices of diversity man-
agement and their effects on inclusion, using as main reference the paradigms of
diversity management by Thomas and Ely (1996). Clearly referring to Inclusive
Recruitment and Discrimination-free Selection step, the author identified a ten-
dency in organizations to manage their diversity from the discrimination and justice
perspective (i.e., quotas as a way of promoting justice). Nevertheless, organizations
seem to have built in its discourse the Learning and Effectiveness paradigm
(Thomas and Ely 1996), which includes diversity as a source of learning and
effectiveness in the organization.

Within the theme of isms, some relevant work deserve attention. Zauli et al.
(2012) investigated the attitude of the Brazilian House of Representatives in relation
to equal opportunities and career advancement of Women.1 Referring to
Performance Appraisal and Compensation step, they observed that opportunities to
engage in leadership positions in the House of Representatives is lower for Women
when compared to Men. The same relationship was found by Zidório (2012) in
hospitals, which is also consistent with the surveys of the ILO, which shows that the
female presence is only 5% in high-rank positions in Brazil (ILO 2015).

Sexual discrimination was investigated by Irigaray et al. (2010), who identified
the use of humor as a legitimate way of ensuring discrimination against
Homosexuals in organizations. As for ageism, Nascimento (2010) observed evi-
dence of discrimination (by age) within police organizations. Other studies present
an overview of age discrimination in recruitment and selection practices, specifi-
cally aimed at the elderly and retirement (França and Stepansky 2012). Pereira and
Hanashiro (2014) also studied the practice of discrimination in organizations, and
noticed that professionals unemployed aged over 45 did use several strategies in
order not to reveal the true age. Once again, these studies can be understood as
representatives of the Inclusive Recruitment and Discrimination-free Selection step,
when the Circle of Inclusion is referred to.

Cerqueira and Pérez-Nebra (2013) and Oliveira and Pérez-Nebra (2012) con-
ducted a series of in-depth interviews with cleaning employees, identifying
mechanisms of exclusion and discrimination that operate in their work environ-
ments. Clearly connected with the A Safe Place to All step, the authors observed

1It is common in the diversity and inclusion literature the use of the terms that define groups with
first capital letters. We adopt this practice here to highlight and recognize the cultural significance
of these group identities.
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that different forms of discrimination ranged from subcontracting (i.e., outsourcing),
to the relationship between peers (i.e., ignoring the employee’s name). Such
mechanisms impact the organization in terms of its turnover and employees’
relations, considering the social invisibility of these employees and their consequent
social devaluation. This study also identified correlations with the gender, since this
professional category is typically made up of Women in the country.

Most studies that deal with diversity and inclusion practices in Brazilian orga-
nizations are focused on People with Disabilities (PwD), as shown in a survey
conducted in the years of 2010 and 2015, in the electronic library SPELL®. As
such, in almost their entirety, these studies deal with Inclusive Recruitment and
Discrimination-free Selection processes, a clear recurrent theme in Brazil. The
reason for this is that Brazil enforced quotas for PwD and for youngsters, the latter
being commonly hired as apprentices or interns. However, after more than 20 years
since the publication of the PwD’s Law, there are continuing difficulties of orga-
nizations in adapting their practices to the laws and to the needs of these people
(Campos et al. 2013; Carvalho-Freitas and Marques 2010; iSocial 2015; Presotti
2011).

Two antagonistic positions are present when it comes to enforcement of quotas
for PwD’s. On the one hand, managers state as a reason for non-compliance of the
law the lack of people with compatible skills with the position, and the lack of
government support (Presotti 2011; Campos et al. 2013). On the other hand, HR
professionals indicate that the qualification of persons with disabilities is average or
above average when compared to persons without disabilities (iSocial 2015),
although few are the references made to the steps Colorful Socialization and
Training and Work designs that work. These two positions reveal an important
contradiction that must be deepened. From the point of view of PwD, there is the
recognition of quotas as a facilitator of access to the labor market. However, they
realize that there is distrust of their skills and capabilities, and difficulties in
accessibility and promotion within the company (Vianna et al. 2012), in contrast to
the perception of themselves as positive and not limited by disability (Coelho
2012). These data are consistent with research conducted by Leão and Silva (2012)
that identified the excess of suffering over pleasure at work, by PwD due to physical
and mental exhaustion and lack of recognition at work.

Similarly, a survey conducted with 1519 HR professionals in Brazil, revealed
that only 3% said that the reason for hiring PwD is due their working potential,
while 86% say that hire the PwD only to comply with the quotas law, and finally,
only 2% do so because they value diversity (iSocial 2015). Thus, there are indi-
cations that there is still prejudice against this group, and it is possible that this is
impacting on both their exclusion from work and at work.

As discussed by Presotti (2011) and previously by Saraiva and Irigaray (2009), it
is remarkable the internalization of a politically correct speech in diversity, which is
not necessarily accompanied by the application of this speech. Themes such as
Developing Multiple Careers and Termination are not even discussed, while others
such as Inclusive Recruitment are emphasized, what per se draws a picture
regarding Inclusion in Brazilian organizations. In order for the practice to be
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increasingly closer to the theory, we must invest in policies and management tools,
making efforts for the accomplishment of inclusion as practice.

10.3 Diversity and Inclusion in Brazil

10.3.1 What’s the Scenario?

In recent years, Brazil begins to dawn a timid attention to the issue of diversity and
inclusion (Hanashiro et al. 2011). As noticed elsewhere, “we do not address
the intellectual debate in academia regarding the concept of inclusion, neither the
tension regarding its conceptual breakthrough” (Hanashiro 2016, p. 86). The
international studies have been used in Brazil more as a theoretical reference, than a
possibility for immediate application. This is due to historical, cultural and social
differences, which give different contexts for businesses, and especially to the
access to goods and power for different social groups. Even so, Brazilian cultural
diversity is visible, which places its discussion at a compulsory level and, above all,
a promising one. The status of the implementation of inclusion in the Brazilian
reality is the same of the classic studies on diversity of the 80s and 90s. Still, most
recent studies can serve as a horizon for which to aim.

10.3.2 Main Practices in Brazilian Organizations:
Affirmative Action and Diversity Training

Affirmative action programs, themselves, do result in making organizational
demographics more diverse with the compulsory insertion of historically under-
represented groups. However, inclusion is more difficult to be achieved than
diversity (Winter 2014). Policies and practices of training are welcome to create an
inclusive culture. To talk about inclusion in Brazilian organizations means, largely,
to understand the impacts of the Law for People with Disabilities (Law No. 13,146),
due to its scope and impact on management. Some affirmative action policies aimed
at different social groups do contribute to the expansion, directly or indirectly, of
diversity and inclusion in Brazilian organizations.

10.3.2.1 Affirmative Action in the Public and Private Sectors

The United Nations Development Programme (UNDP) has assumed an important
role as a network for the development of cultural diversity, social inclusion and
quality of life. Its concern with human development has seeded affirmative action
programs at different levels and countries, aiming the social and economic inclusion
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of historically excluded populations. In Brazil, the idea of affirmative action pro-
grams (AAP) is based on the understanding that social phenomena are not natural,
but a result of the various social interactions (Presotti 2011), hence the need for
political intervention in reversing the inequality in a given society (Alves and
Galeão-Silva 2004). One of the landmarks of policies against discrimination and in
favor of equal treatment was given in 1948 with the Universal Declaration of
Human Rights (UN 1948).

Studying AAP, Menezes (2003) discussed the Brazilian Public Policies for
Social Inclusion, and claimed the importance of the participation of the private
sector for the implementation and success of these policies. According to the
authors, almost all of Public Policies for Social Inclusion in Brazil, especially in the
economic field (generation of employment and income), depend on the public and
private sectors in order to promote social inclusion. A good example is the Law
10,097/2000 (known as Apprentice Law) which plays the role of a professional
training tool, to generate income and employment for under aged (especially lower
income) through training and internship in companies. To improve access of
youngsters to the labor market, the Law requires of the company to hire a per-
centage of young employees. In the same vein, the Law 8,213/1991 requires
companies with more than 100 employees to have in their workforce from 2 to 5%
rehabilitated people or people with physical or intellectual disabilities. Thus, it
appears that companies have a strategic role in the success of inclusive public
policies that are organized by the Brazilian government, whether at the Federal,
State or Municipal levels (Menezes 2003).

Also seeking a greater social inclusion the government programs ‘Education for
All’ and the ‘All the School’ point to the fact that the formal education problem in
Brazil is not limited to the inclusion of PwD, once there is a large percentage of
people without learning difficulties still outside the room of class. As discussed by
Glat and Nogueira (2002), in the past decade about 3.8 million children and young
people (4–17 years) were out of school, which was reflected in actions that were
taken in both the public and private sectors, in order to minimize this gap. With
regard to higher education, Almeida and Ernica (2015) indicate that during the
2000s there was a significant expansion of this educational group in Brazil, from the
perspective of social inclusion.

Regarding the public higher education, AAP have been around longer than its
private counterpart, and have played an important role for the expansion of social
inclusion. Feres Jr. and Daflon (2015) point out that more than 70% of State and
Federal public universities practice some kind of affirmative action since 2011,
mainly through quotas systems and student finance systems. In 2012, the govern-
ment introduced an ambitious measure to expand social inclusion and equity of
opportunity, by the Law 12,711/2012. This law states that at least 50% of students
of federal universities and institutes are those who have completed high school in
public schools. In filling in these vacancies, 50% will be reserved for students from
families with low income (at or below 1.5 minimum salaries per capita). This
program still has a racial perspective (based on self-declaration), and vary according
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to the proportion of Blacks, Brown and Natives in the state’s population of Brazil
where the institution is located.

The same can be observed in civil society. According to Lima (2010) significant
changes in the society regarding the racial theme can already be perceived due to
the adoption of AAP. Although, according to the author, the debate has strongly
focused on the quota system for public universities, the actions of past governments
and civil society have similar programs in other areas. However, AAP are still
scarce in the country if we consider all excluded groups in organizations. And there
are still operational problems when it comes to those AAP that have been imple-
mented, such as difficulties for recruiting skilled workers, discrimination regarding
the programs themselves, and cultural barriers, such as that of the myth that in
Brazil we live in “a country without prejudices.” Although it can be considered as a
way to move political responsibilities from the public to the private sphere (Presotti
2011), AAP in the country are still insufficient, and those in place remain with little
or no impact assessed.

An affirmative action program that has been going in the opposite direction of
the social inclusion of low-income people is Bill 112/2010. The Bill states that the
board of directors of public companies, as well as other companies controlled by
the federal government must have a minimum of 40% Women in its composition by
the year 2024. The proposition for the implementation of quotas on the board
derives from a Brazilian reality that remains almost unchanged: the presence of
Women on board of directors represents only 8% of the 2647 effective positions in
2011 (IBGC 2009).

10.3.2.2 From Diversity to Inclusion: Training

Public policies aimed at social inclusion are fulfilling its role in the democratization
of higher education. However, some evidences (Aranha Neto 2014) show that the
institutions involved have yet not developed initiatives for the permanence of these
students in the university and their integration in environments that do not reflect
the profile of quota students. This reality highlights the importance of socialization
practices in order to integrate groups of different social identities in the academic
environment. Similarly, we can argue that employees from different cultural
identities in Brazil still need actions oriented towards their socialization to the
working group. Organizational socialization refers to “the way in which the
learning experiences of people who assume new positions, status, or roles in
organizations are structured by others within the organization” (Van Maanen 1989,
p. 45). These people, according to Van Maanen, acquire a social knowledge and
experience required to perform a specific activity in the organization. Regarding
its feasibility—to make the individual an effective member of the organization—
organizational socialization reflects “the individual’s integration process with the
organization in the exercise of certain office” (Borges and Albuquerque 2004,
p. 333).
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Organizational socialization, thus, is so important for all employees in transition
(of office, job, business etc.), as well as it seems exceptionally relevant to the
effectiveness of diversity policies (see also Medina and Gamero, Chap. 9 in this
volume). It is assumed that, in the case of minority (historically underrepresented
groups) the primary socialization (the one learned in family) and secondary (learned
in other settings) may have been different from the dominant group. Thus, regarding
PwD employees, who are facing a reality still little experienced by most of them,
data from a survey conducted by Carvalho-Freitas and Marques (2010) with PwD
managers showed that few actions are carried out by the Human Resources sector
for their integration in Brazilian organizations. The reason, according to respon-
dents, is based on the fact that they consider PwD equal to other employees,
denying any special needs (Carvalho-Freitas and Marques 2010, p. 269). Surveys
conducted in two Brazilian companies (Maia and Carvalho-Freitas 2015) revealed
that workers with disabilities are subjected to an integration training when joining
the company that do not use systematic methodological strategies that ensure equal
opportunities for PwD. Preferably, companies performed on-the-job training, i.e.,
learning is done informally in the routine work, with monitoring and the help of
their colleagues, who were not previously prepared for such task.

The practices developed by successful private companies (mainly global) in
Brazil point to a more promising reality for effective diversity management.
A survey conducted by the authors for this chapter on institutional sites of a sample
of these companies—Serasa/Expirian, PriceWaterhouse Cooper (PWC)s, Ernst &
Young (EY), Natura and Ericsson—showed that the best practices of diversity are
aimed at training, development and education. In a nut shell, the focus of such
policies is directed especially to Women and PwD. These companies develop
various practices to promote diversity and inclusion, and have formal area within its
organizational structure responsible for these issues. All have training programs,
formal or informal, mandatory or voluntary. Among the training strategies stand
out: events for promotion of inclusive culture (Serasa/Expirian), mentoring pro-
grams, coaching or sponsorship to support the construction of social networks and
accelerate Women’s career to achieve strategic positions (PWC, EY and Ericsson),
portals for specific topics (PWC and Ericsson), release films (Ericsson), among
other minor initiatives.

On the top of these specific programs, some companies go beyond the organi-
zational wall when it comes to diversity. For example, Ericsson and PWC are
engaged in the HeforShe solidarity movement. This is an international campaign of
United Nations for gender equality and Women empowerment. It aims to engage
Men and Boys to new gender relations without attitudes and sexist behaviors.
Natura is inserted in one association named “movement Woman 360”. This asso-
ciation is a Brazilian Non-Governmental Organizations made up of 12 companies.
Its purpose is to stimulate the engagement of business communities on the issue of
gender equality and address ways to incorporate this discussion in their business
strategy. PWC provides racial equality training through partnership with Zumbi of
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Palmares, a Brazilian Black college. Ericsson participates in the international pro-
gram Girls in the Information and Communication Technologies day. These
socially responsible initiatives express an incipient concern for an education for
(and towards) diversity.

The way diversity training is faced in Brazil reflects the way diversity is
understood in its organizational context. The way diversity is perceived is a broad
question, and the expression diversity in organizations can refer to any features that
make people different from each other. When organizations deal with the issue of
diversity only from the perspective of avoiding discrimination, they seek to work
through justice and compliance with laws. Thus, it is expected that all are treated
equally and respected. Some examples of this approach are the Brazilian affirmative
action programs and quotas for minorities. Yet, the Straight White Man still has the
largest market wage, sometimes while playing the same organizational role of a
Woman. For these reasons there are affirmative action programs and quotas for
minorities; it is an attempt to include them. When the organization uses this type of
strategy to deal with diversity, it can be said that the workforce is diverse, but the
company does not take advantage of people with different stories who, in turn,
cannot add to the organization in terms of different forms of vision, and perfor-
mance of tasks. More broadly the issue of diversity is based on the understanding
that Women, Blacks, Natives, Homosexuals and many other groups can bring
knowledge and different views, which are important and competitively relevant to
how the work can be done, enabling new and innovative ways to design processes,
achieve goals, create teams, communicate ideas and lead. Most of private institu-
tions in Brazil have no direct concern to inclusion issues. Bearing in mind that the
main approach of these companies is the pursuit of profit, inclusion seems to be a
question of merely complying with the legislation.

10.4 Conclusions and Agenda

Cultural diversity in organizations also means the inclusion of different people from
Men, White, Heterosexual, married and with an average of 1.7 children—the
“normal” Brazilian. And what is more important: diversity and inclusion recognize,
reinforce and value the differences and similarities between people, which will help
to achieve organizational and individual goals, on a win-win focus (Torres and
Pérez-Nebra 2014). Culturally diverse organizations have both the potential for
strong competitive advantages, as well as to be dysfunctional. In a simple illus-
tration of this idea, we see that the practice of pointing racial groups through
nicknames is considered in Brazil a friendly and caring practice (Rothblatt 2003),
contributing to the notion of “racial democracy” in Brazil. However, this racial
consciousness is pluralistic in symbolism, including race, social class and social
position simultaneously, which creates a particularly virulent form of racism: the
silent racism (Mikulak 2011).

164 C.V. Torres and D.M.M. Hanashiro



However, diversity and inclusion have become part of social and organizational
policies recently. The culture of racism, sexism, ageism and many other isms is still
very present both in society as a whole, and in public and private institutions and
organizations in particular. Much still has to be done in research terms and, more
than that, much needs to be done to society and working organizations in order for
them to realize the importance of these constructs, resulting in less prejudiced
attitudes and more acceptance of diversity (Torres and Pérez-Nebra 2014). To
accept individually, socially and historically significant differences is to develop
attitudes in society that bring together actions that minimize, or even ban behaviors
of discrimination and privilege within and outside organizations. It is expected that
members of all groups are treated fairly in order to feel genuinely included, with
equal opportunities in organizations and outside them. Fortunately, the themes of
cultural diversity and inclusion are gaining an increasing space on the agenda of
many organizations, however there is still much to be done to inclusive diversity
management in organizations.

The fact that in none of the 54 Brazilian publications revised for this chapter the
theme of Social Dialogue was identified or discussed may also reflect a serious
agenda, both for scholars and practitioners. More incentives and efforts should be
directed towards collaborative and social and organizational networks in order to
smooth the progress of the diversity management and inclusion in Brazilian
organizations. Further, we suggest that official organizational policies should move
from a paternalist perspective, to one that brings together the participation of the
State, employers’ and workers’ representatives in an economic and social
policy-making in a variety of contexts, aiming at inclusion and diversity. Changes
should start in the current instances, for instance, in the often rather confrontational
Brazilian government-union-employer relations, when the State, unions and com-
panies tend to only schedule discussions at the time of the yearly collective bar-
gaining negotiation sessions.

A fair management of diversity and inclusion goes beyond the implementation
of a set of practices to minimize the diversity mix in the organization. It refers to an
environment that people may feel that they are accepted by the working group,
authentic, and respected as a member of a given identity group. More than the
demographic insertion through public policies or voluntary initiatives, inclusion
requires training strategies towards historically excluded social groups. These are
critical, since the corporate environment can be perceived as unfavorable and
unfriendly by members of minority groups in general. It has been said that people
search and aim to live with similar others, in the light of the Attraction and
Similarity paradigm (Byrne 1971), and with a tendency to associate with and
connect with people similar to themselves (McPherson and Smith-Lovin 2001).
Due to that, diversity training initiatives are imperative, both for preparing the
minority group members and their managers, so that they can live, share, value and
create an opening environment to all.
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Chapter 11
A Safe Place for All: Social Dialogue
and Workplace Harassment

Ria Deakin

11.1 Introduction

Increased diversity in the workplace is to be welcomed. Inclusive workplaces
increase the opportunities for members of marginalized groups to participate in the
labor market and, where managed effectively, a diverse workforce can lead to
innovation and to increased performance (Roberge and van Dick 2010). Increases
in cultural diversity, however, may also lead to increased levels of conflict (Chua
2013). This is not necessarily a bad thing, and conflict, where based on task, or
differences in experience or knowledge, may result in positive organizational out-
comes (Jehn et al. 1999). However, conflict on the grounds of social group
membership is problematic. Aside from possible negative impacts on productivity,
failure to deal with such conflict may expose an organization to legal liability due to
violations of anti-discrimination law. Further, negative treatment based on social
characteristics can have severe implications for individual health (Raver and Nishii
2010) and threatens collective notions of social justice (Fredman 2011). An
inclusive employer must therefore ensure that the work environment is safe for all.
For the purposes of this chapter, a safe workplace is to be understood as one where
every individual is treated in a way which respects their dignity and does not harm
their physical or mental health and well-being. The question, however, of how to
effectively manage diversity in order to create safe and inclusive workplaces is not a
straightforward one.

Social dialogue through the coordination and joint (bipartite) action of the social
partners can potentially play a crucial role in creating and sustaining safe and
inclusive workplaces. The social partners represent both sides of the employment
relationship, i.e., employers (and their representative associations) and trade unions
and/or employee representatives. The State may also play an important role in
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social dialogue, leading to tripartite action. Here, the discussion will primarily focus
on bipartite social dialogue and the extent of cooperation and coordination between
the social partners.

In this chapter, the role of bipartite social dialogue in navigating diverse
workplaces will be considered in relation to workplace harassment. Examples of
social dialogue in this context are varied and include trade union and employer
collaboration over training, and the inclusion of harassment protection through
collective bargaining. Although the points may also apply to general forms of
harassment, the discussion will focus on harassment on social demographic (‘social
group’) grounds, e.g., race, sex, and sexual orientation, since these most explicitly
engage with the tensions in managing socially diverse workforces. Focusing on
harassment and social dialogue also helps to expand the discussion around social
dialogue and equality. In comparison with the attention given to tackling direct and
indirect discrimination in relation to access to employment and benefits (e.g., equal
pay) (Dickens 1999; Hoque and Bacon 2014), preventing and dealing with
harassment appears to have received little attention.

It will be argued that social dialogue can, and should, play two interrelated roles.
The first concerns the setting of standards of behavior to prevent harassment, and
the second concerns the enforcement of those standards. It will, however, be sug-
gested that the scope for social dialogue is greater in the case of the former, since
traditional adversarial structures and the increasing push toward the informalization
of workplace resolution limits opportunities in the latter. The role of the social
partners and of HRM policies in shaping these roles will be highlighted. The
operation of social dialogue at regional and national levels will be considered, but
the focus will primarily be on the possibilities at company level. Comparative
examples will be introduced but the focus is on the UK context. Finally, to con-
clude, theoretical and practical implications for diversity management will be
offered. Firstly, however, the importance of addressing harassment will be outlined.

11.2 Positioning Harassment as a Legal, Moral,
and Business Issue

Harassment may take many forms, and may, or may not be linked with social
characteristics. Regardless of form taken, in the context of creating safe workplaces
for all, it is vital to note that harassment should never be tolerated. The need to
distinguish harassment from other forms of negative conflict, such as bullying, is
beyond the scope of this chapter, save to acknowledge the differences in legislative
protection across countries. For example, in the UK, there are no specific
anti-bullying laws, but there are for harassment (Equality Act 2010, and through
judicial extension the Protection from Harassment Act 1997); while a number of
other countries (e.g., France and Australia) provide legal protection from both. Of
particular interest to the creation of inclusive workplaces are forms of harassment
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related to social group or status characteristics, i.e., sexual or racial harassment. The
need to address problems of harassment may be justified on a number of interrelated
grounds: legal, moral, and business.

11.2.1 The Legal Case

Social and institutional shifts, particularly over the past few decades, have led to
workplace changes—both in the organization of work, and the composition of the
workforce. Workplaces have become increasingly diverse with participation in the
labor market of historically disadvantaged groups such as woman and black and
minority ethnic groups rising. This increased participation has been facilitated by
anti-discrimination legislation, grounded in most instances, in the principle of equal
treatment (Hepple 2013). Certainly across EU member states, Directives at the
European-level have influenced the development of domestic law across a number
of demographic characteristics. Such legislation was traditionally concerned with
removing barriers to participation and progression in the workforce (Fredman
2011). However, it became apparent that prohibiting unequal treatment—either
directly or indirectly—was not sufficient and that presence in the workplace may
expose individuals to negative treatment beyond access to opportunities and
resources. This resulted in the recognition of harassment as a distinct form of
discrimination in many jurisdictions.

Failure to adequately deal with problems of harassment in the workplace can,
therefore potentially expose employers, to legal liability. The presence and effective
enforcement of Dignity at Work and/or grievance and disciplinary policies and
procedures reflecting national legal frameworks are thus an important tool for
addressing harassment and developing safe workplaces.

11.2.2 The Moral Case

Fredman (2011) suggests that it is the notion of ‘dignity’ that should be seen as
underlying regulation around harassment. Treatment which violates dignity is
explicitly included in the definition of harassment in the Equality Act 2010 (s26).
This is also reflected in the frequent accommodation of anti-bullying, harassment,
and discrimination guidance and protection in workplace Dignity at Work policies.
For Fredman, dignity should be understood as ‘the value attached to individuals
simply by virtue of humanity’ meaning ‘that all are entitled to equal concern and
respect’ (2011: 20). This is interesting because it helps to explain why, aside from
legal compliance, organizations should be seen to have a moral duty to respect and
protect the dignity of their employees).

Taking the notion of dignity as the starting point for the need to address
harassment also has important consequences for situating harassment on social
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group grounds as a collective and not a solely interpersonal or individualized issue.
Divorcing disadvantage from an individual’s own group membership, it explains
why, as a society, individuals who are not a member of a disadvantaged group may
object to the sexist, racist, or homophobic behavior of others. Collective recognition
of the relative social disadvantage of certain groups, regardless of whether or not an
individual is a member of those groups thus recognizes the socially embedded and
contextualized nature of harassment. Approaching harassment in this way should be
distinguished from the more micro-level understandings of diversity and inclusive
approaches which characterize managing diversity arguments.

In these approaches, individuals are treated solely as individuals, with social
group membership becoming just one of a number of potentially relevant personal
characteristics, and in which questions of equality and disadvantage are
marginalized or overlooked (Healy et al. 2011). This contextualized approach also
necessitates an extension of the discussion about creating inclusive workplaces
beyond the psychologically grounded social identity theory and in-group/out-group
classification utilized in some research into diversity and conflict (e.g., Guillaume
et al. 2017). Both managing diversity and social identity approaches are insufficient
to explain why conflict based on demographic differences is collectively objec-
tionable, regardless of group membership.

11.2.3 The Business Case

In both the managing diversity and social identity and diversity discourses, the
desire to create an inclusive workplace, manage difference, and minimize conflict
arising from demographic difference predominantly is motivated by a business case
(e.g., Noon 2007). The focus on the bottom line characterizes the shift from the
social justice case in equal opportunities to the business case in managing diversity,
and most recently in inclusion (Oswick 2011). Organizational failure to manage
diverse groups, for example by neglecting to address sources of contention and/or
address sexual harassment, can have an adverse impact of the health and well-being
of the target, as well as other members of the work group (Benavides-Espinoza and
Cunningham 2010); these may then result in decreased productivity. Conversely,
diversity properly managed, i.e., where to bring insight from varied experiences and
skills may lead to innovation and access to wider customer bases and markets
(Noon 2007). Empirical evidence to support the business case for diversity is varied
(Riley et al. 2013) but it does, nevertheless persist as the dominant discourse for
encouraging the creation of inclusive, yet diverse workplaces.

Positioned within the business case, harassment can be seen as a cost which
needs to be minimized. While this recognition is important in understanding how
the need to address problems of harassment may be sold to employers—and indeed
how it may shape the nature of the interaction between the social partners—
focusing solely on the business case should be avoided as it risks decollectivizing
and decontextualizing societal problems.
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It is proposed in this chapter, therefore, that any consideration of how to deal
with harassment must be contextualized within social, as well as organizational
conditions, and therefore needs to account for the legal, moral, and business
dimensions of social group harassment. Having set out the conditions under which
harassment may arise, and why it is important to address it, the discussion will now
turn to what may be considered as the dual role of social dialogue in creating safe
workplaces: setting standards against harassment (1) and ensuring those standards
are upheld and enforced (2).

11.3 Standard Setting and the Role of Social Dialogue

Simply accepting that harassment at work should not be tolerated is not sufficient.
HR policies, procedures, and practices also need to be put in place to ensure this
rejection of intolerance is realized in practice (see Hoel and McBride, Chap. 3 in
this volume).

11.3.1 The Source of Standards of Around Harassment

Protection from harassment on social grounds may come from a number of sources,
including international agreements and law, national activism, and/or a combination
of influences.

For example, the development of sexual harassment in the USA is an interesting
case of national activism translating into legal and public policy changes. Of par-
ticular relevance to discussions of the role of the social partners is the initial
reluctance of some male-dominated unions to support the push for action on sexual
harassment by the minority number of female members (Baker 2008). Overtime,
however, strikes and actions designed to raise awareness around sexual harassment
and how to deal with it led to greater union and employee association involvement
in the cause. Some unions, for example the United Auto Workers in 1979, nego-
tiated specific clauses in contracts with Ford and Chrysler to make sexual harass-
ment complaints subject to grievance procedures (Baker 2008). Activism from
unions, other collective associations and a series of law suits led to the development
of federal legislation against sexual harassment.

However, the development of protection in other countries has not necessarily
been quite so insular. The European Union, for example, has been instrumental in
developing normative and practical obligations and guidance for all Member States.
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11.3.2 European-Level Standards

For Member States of the European Union, the guiding force for protection against
harassment on social grounds now largely comes from European-level Directives,
for example Directive 2000/78/EC establishing a general framework for equal
treatment in employment and occupation. This extended protection on grounds of
religion or belief, disability, age, and sexual orientation. However, in some
instances, for example the UK, protection predates EU legislation, with sexual
harassment being recognized by judicial interpretation of the discrimination pro-
visions in the predecessor to the Equality Act 2010, the Sex Discrimination Act
1975 (Fredman 2011).

Harassment in various directives related to equal treatment is ‘deemed to be a
form of discrimination…when unwanted conduct related to any of the grounds…
takes place with the purpose or effect of violating the dignity of a person and of
creating an intimidating, hostile, degrading, humiliating or offensive environment’
(Art 2 (3), 2000 Directive). Definition of the concept is to be ‘in accordance with
the national laws and practice of the Member States’. This latter qualification has
led to differences in implementation across Member States.

Regulation at the EU level attaches to Member States to ensure provisions are
reflected in domestic law. However, the legislation itself charges employers with
the responsibility to protect workers. It is therefore crucial to look at the interaction
between normative standards expressed at international level and the way they are
transferred to, and implemented at, the national and workplace level, and the role
trade unions and/or employee representatives can play in this.

11.3.2.1 Autonomous Framework Agreement on Harassment
and Violence at Work

The ‘Framework agreement on harassment and violence at work’ was entered into
by the European Social Partners in 2007 (Monks et al. 2008). The framework
agreement aimed to raise understanding and awareness around harassment at work,
as well as ‘provide employers, workers, and their representatives at all levels with
an action-oriented framework’ (Monks et al. 2008). While acknowledging the
responsibility placed on employers under EU law, it positions harassment and
violence at work as shared and joint problems, thus requiring collaborative solu-
tions and actions. The need to respect dignity and avoid economic and social costs
is identified in the opening paragraph.

Unlike this chapter, the agreement is not limited to social group harassment but
harassment and violence more generally. Harassment is accordingly described as
occurring ‘when one or more worker or manager are repeatedly and deliberatively
abused, threatened and/or humiliated in circumstances relating to work’. This is a
potentially controversial definition and differs from the Directive in two key
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respects (aside from the reference to protected groups): the reference to repetition of
behavior and the requirement for the behavior to be deliberate.

The framework agreement also moves beyond a relatively normative description
to include an indication of the forms behavior considered to be harassment may
take. Harassment may be physical, psychological, and/or sexual. When seeking to
explain how organizations may appropriately manage diversity and address
harassment, understanding the content to be assigned to broad definitions is fun-
damental. Including possible examples not just of the form the behavior may take,
but also specific examples of behavior that will be considered harassment is helpful
for guiding behavior. The framework agreement also sets out guidance on what was
agreed to be the appropriate steps to be taken when dealing with a complaint of
harassment. These included investigating complaints and ensuring all parties
involved get an impartial hearing and are treated fairly.

11.3.2.2 Implementation of Standards—National, Sectoral,
and Company Action

The flexibility afforded by the agreement was reflected in the way it was utilized
across Member States. The results of a review published in 2011 on the initial
application of the framework agreement indicated different responses in different
national contexts (ETUC et al. 2011). The responses varied in relation to the depth
in which the social partners may be seen to have influenced, or at least sought to
influence, national and company-level policy and practices.

In ten of the countries who responded to the call for evidence for the review, an
assessment of national legislation had been triggered (ETUC et al. 2011). Social
partners in seven countries, including Denmark, France, Latvia, and the
Netherlands, had entered into overarching agreements. Protection had been inclu-
ded in collective agreements in the hospital sector in Portugal and had been the
subject of collective bargaining in Spain, and had been incorporated in the form of
behavioral rules in Codes of Conduct at the company level in some German
companies (ETUC et al. 2011).

The most common action was concerned with increasing awareness and
understanding, broadly grouped under ‘complementary activities’. Examples
included undertaking research into the prevalence of harassment (e.g., the
Netherlands), the design and delivery of training courses at cross-national (ETUC)
and national level (e.g., Austria). Perhaps unsurprisingly given the traditions in the
UK around social partnership (Stuart et al. 2011), action was limited to the pro-
duction of joint guidance on the framework agreement. The guidance document is
hosted on a dedicated Web site but has not been updated to reflect changes in the
legislative framework around harassment, and still provides an option to be con-
tacted in 2010 to participate in the European-level review of the framework. It
should suffice to say that while the guidance itself may still broadly stand, there
appears to have been little momentum to ensure its continued use in practice.
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The review was conducted several years ago now so it is difficult to determine
whether the framework agreement has continued to have an impact, or whether the
initial actions have led to longer term improvements—a line of inquiry certainly
worthy of future exploration. Some recent insight is offered by a Eurofound report
published in 2015 (Eurofound 2015). The report offers examples of social dialogue
in unilateral, bilateral, and tripartite forms, operating at various levels across
Member States. For example, in 2013, the European social partners (the European
Transport Workers’ Federation—ETF and the European Community Shipowners’
Associations—ECSA) launched a project to tackle harassment and bullying in the
maritime industry.

At a national level, the extent of coordination between social partners varied.
A decentralized, largely company-level, approach was adopted in a number of
countries, including Bulgaria, Croatia, and the Czech Republic. There was evidence
of some weakly coordinated national and/or inter-sectoral level in places such as
Austria, Cyprus, and Luxembourg. Such initiatives were largely focused on pre-
vention, for example the establishment of an anti-mobbing procedure by a social
partner joint group in Poland which employers and trade unions are encouraged to
apply at company level (Eurofound 2015: 40, 44). There was a greater degree of
coordination in countries such as Germany, where institutions for social dialogue
are stronger.

The findings in the Eurofound report reflect the conclusions of the 2011 report
reviewing the agreement; the 2011 review concluded by identifying national con-
text as the biggest constraint on the potential for social partner action and influence
on harassment and violence at work. As may be seen by the nature of the
approaches adopted, the structures and processes—formal and informal—around
social dialogue in the different Member States indicate the difficulties in transposing
cross-national social dialogue to lower levels in any uniform way.

Nevertheless, the responses demonstrate a range of possibilities for social
partners to work together—at national, sectoral, and workplace level—to help to
improve the safety of workplaces by raising awareness of harassment as a problem
and in recommending and instituting practices to deal with it should it arise.

Before moving away from the influence and possible lessons to be learnt from
the EU-level framework, in the context of diversity and inclusion, it is useful to note
that though there is an explicit aim to ensure workplaces are safe for all, this is not
approached from an equality agenda. The agenda is grounded in health and safety,
consistent with an EU-level social dialogue focus on psychosocial risks at work
(Ertel et al. 2010). This may help to explain the focus on general harassment. From
a managing diversity perspective, it is interesting to note that ‘sexual’ is the only
characteristic-related form of harassment explicitly identified. Collaboration in a
number of Member States (e.g., Finland) was concentrated on the involvement of
health and safety representatives—these may or may not have been attached to a
trade union. To accommodate this approach within diversity and inclusion, the
involvement of equality representatives from the social partners should be
encouraged. For example, trade union equality representatives in the UK have been
involved with championing the agenda for equality (Bennett 2010). Ensuring
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equality representatives are consulted in organizational development and review of
standards and procedures could help to encourage social dialogue in the area of
harassment.

11.3.3 Standard Setting—Social Dialogue or Unilateral
Action?

Aside from those examples reported in the context of the 2007 framework agree-
ment it appears to be difficult to find examples of where social dialogue—i.e., a
collaboration between the social partners—has been used to address harassment in
any systematic way. This may be because it is rare in practice, or perhaps more
likely, because it is not explicitly or adequately isolated from other equality issues
in reporting on, for example, collective bargaining; it may also be because cam-
paigns and actions around ‘harassment’ at work do not distinguish between social
group and more general forms of harassment. Neither of these approaches is
inherently problematic if they result in improved awareness and conditions at work,
although it does present issues if clarity around the treatment of social group
harassment specifically is sought (as is, of course, the case here).

While collective bargaining as a form of social dialogue is to be encouraged, its
scope and impact are arguably limited. Bargaining appears to focus around the
inclusion of anti-harassment provisions in policies and establishing appropriate
responses (Hoque and Bacon 2014). These are certainly of importance for sending
the message that harassment should not be tolerated and for setting standards of
acceptable behavior. However, without further and continued attention to ensure
that those standards are realized and enforced in practice, the potential for creating
safe workplaces may be limited. Further, depending on national context, the scope
and coverage for collective bargaining may be severely constrained (e.g.,
Marginson 2015).

Aside from a relatively small number of examples of the use of bipartite and
tripartite social dialogue, there is a plethora of examples across countries where the
social partners (frequently trade unions) have acted unilaterally to address issues of
harassment at work (Eurofound 2015). An example of this is the Irish Business and
Employers Confederation (IBEC) issuing guidance to its members on the issue of
bullying, harassment, and sexual harassment.

Interestingly against a concern for safety for all, campaigns and actions seem to
have focused only on certain characteristics—e.g., sexual and/or racial harassment
(including the framework agreement which singled out sexual harassment), and
more recently homophobic and transphobic behavior. Unfortunately, space does not
permit a detailed consideration of the reasons for the focus on these groups, but it
would certainly be interesting to explore further. It would also be interesting to see
what impact the apparent prioritization of certain characteristics has on attempts to
manage diverse workplaces.
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The first aspect of the dual role of social dialogue (standard setting) has been
given a lengthier treatment than the second will have, chiefly because this is
arguably where the greatest potential for social dialogue lies—even if realizing that
potential requires overcoming a number of barriers. The second role relates to the
role of social dialogue in ensuring the policies and practices around harassment are
adequately implemented and enforced.

11.4 Enforcement and the Role of Social Dialogue

Introducing anti-harassment policies in workplaces is undoubtedly a crucial first
step in seeking to manage diverse workplaces and in indicating that negative and
unwanted conflict will not be tolerated. It is, nevertheless, just the first step, and the
mere presence of policy statements and associated practices is not sufficient. It may
serve to help guide individuals in their behavior, but the examples included in
employee handbooks and supporting documents cannot be exhaustive, meaning
there will always be areas where it is not clear whether behavior amounts to
harassment or not. Even where examples are given, the culture and/or practice in an
organization may mean that problematic behavior is not dealt with (e.g., Harrington
et al. 2012). In organizations where policies are in place but there is a culture where
no, or inadequate, action is taken to add function to the policy, it is not possible to
say that adequate steps are being taken to create a safe and inclusive workplace.
What is needed, therefore, are supportive practices that are consistently and ade-
quately employed.

These supportive practices may be proactive or reactive and include those evi-
dent in the social partner responses in some countries to the 2007 framework
agreement, e.g., training programs to increase awareness and knowledge (proac-
tive), and/or the development of communication systems, such as the introduction
of harassment advisors (reactive). Again, however, these practices, though useful,
need to accompany appropriate practices for dealing with complaints of harassment
once they arise.

11.4.1 Collectivism, Individualization, and Arguments
for Dealing with Harassment

When moving from questions of standard setting to enforcement, there is a prob-
lematic shift away from the treatment of harassment as a collective concern and
toward an individualization of the problem. This shift is particularly difficult to
reconcile with the moral case which treats both the responsibility and interest in
dealing with harassment as a collective endeavor, an approach which sits com-
fortably with calls for the involvement of social dialogue in managing diversity
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issues. This approach, however, stands at odds with the requirement in many
countries (including the UK) for complaints of harassment to be dealt with on an
individual basis.

The move away from collectivism toward individualization is necessitated by the
legal framework for harassment which treats it as an individual right, requiring an
individual to bring a claim, and removing opportunities for collective enforcement
(Colling 2006). As the content of HR policies likely mirror legal requirements
(legal case), where complaint procedures associated with harassment are accom-
modated within grievance and disciplinary procedures, the individual right in law is
translated into organizational practices. This problem is not isolated to harassment
but is typical of the trend in many countries (and in EU law) to increase the number
of individual rights, with a consequent marginalization of scope for collective
activity (Colvin 2016).

A weakening in trade union power may constrain the opportunities for social
dialogue, perhaps because there may be no union presence, or because there is
insufficient motivation for employers to collaborate. Colling (2006) suggested that
this is not necessarily the case. Drawing on examples in relation to health and safety
and parental leave, he suggests that individual rights could be extended through
collective bargaining. This is an interesting proposition but again, in the context of
managing diverse workplaces, is perhaps limited to standard setting, rather than
enforcement.

In relation to enforcement, the legal treatment of harassment seemingly com-
partmentalizes the collective interest in prohibiting harassment from the responsi-
bility to do so—placing the responsibility to prevent harassment on an organization,
and the responsibility to ensure organizations do this on individual complainants.
Of course in practice it is not necessarily that clear cut. Trade unions and/or
employee representatives may have a role but it may be limited to providing advice,
support, and representation on an individual basis (e.g., see Van Wanrooy et al.
2014).

11.4.2 Enforcement—Antagonism, Marginalization,
or Cooperation?

The guidance for dealing with harassment given in the 2007 framework agreement
was outlined above. It recognizes the potential for both formal and informal routes,
although there is far more detail in relation to the former. The steps given reflect
those established as good HR practice in relation to harassment e.g., Acas Code of
Practice on Discipline and Grievance (UK). One of the initial steps is investigating
a complaint.
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11.4.2.1 Formal Antagonism

Conducting an investigation serves an important function in retaining the societal
element in complaints of harassment since it evaluates the behavior(s) complained
of against objective criteria and standards of reasonableness and is not solely reliant
on individual perception (Hoel and Einarsen 2011; Hoel and McBride, Chap. 3 in
this volume). In terms of managing a diverse range of characteristics, using a shared
point of reference, rather than relying on perception can be a helpful tool in bal-
ancing individual sensitivities and in facilitating inclusive environments. Indeed
there is a ‘reasonable’ requirement in the Equality Act 2010. Investigations can,
therefore, play a crucial role in channeling complaints and determining what the
appropriate steps to take are. For example, if a complaint is upheld, the perpetrator
should be disciplined accordingly.

Investigations and formal procedures are, however, often (and increasingly),
criticized for being too bureaucratic and resource intensive (e.g., Roche and Teague
2012). Of particular relevance to the current discussion, they are also criticized for
being too adversarial in nature, forcing an organization into a defensive position
(e.g., Bingham 2004). Thus, in principle, this approach positions the social partners
on opposing sides, rather than as partners, and potentially inhibits any opportunities
to cooperate to contemplate and deliver wider changes which may arise out of
individual complaints, for example better diversity training for all or increased
awareness campaigns.

11.4.2.2 Informal Resolution and Risks of Marginalization

To address these perceived limitations and move away from an antagonistic
approach, the use of informal mechanisms is encouraged. This encouragement is,
however, often qualified with a rather vague and somewhat unhelpful statement of
‘where appropriate’ (or something to that effect) (e.g., Bennett 2014)—quite when
this will be appropriate in respect of allegations of harassment is open to debate.
The term informal refers to a range of responses, beginning at a ‘quiet word’ with
the parties involved, through to structured processes such as mediation.

There are interesting, though largely unexplored parallels between the business
case arguments in diversity and inclusion literature and those deployed in favor of
an increased use of alternative (informal) approaches in conflict literature. This is
particularly true in relation to arguments for the use of workplace mediation. In both
instances, there is a concern with minimizing the costs associated with conflict, a
decontextualization of issues, and a use of the language of individual empowerment
and cooperation (for example see Bennett 2014). On the face of it, these similarities
may allow for synergies facilitating the management of diverse workplaces; a more
critical approach would doubt this. In this chapter, workplace mediation is to be
understood as a voluntary, confidential, and informal but structured process where
two or more parties to a dispute seek a mutually agreed outcome in the presence of
an impartial third party. There are differences in national structures and practices
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around mediation (e.g., see Bollen et al. 2016). At the workplace level, it may
explicitly be incorporated into HR procedures or it may sit outside them and be
used in a more ad hoc way. In places where mediation is well-established, e.g., the
USA, it may be used strategically (see Lipsky et al. 2016).

Workplace mediation is not concerned with evidence or with establishing
‘rights’ which poses questions about its appropriateness in relation to harassment
where legal rights do exist. The benefit of this is allowing individuals to determine
for themselves what an appropriate resolution to their situation is, and thus more
inclusive teams may be developed on the basis of these agreements. What this
feature of mediation may also serve to do, however, is circumvent agreed standards
of acceptable behavior and allow organizations to shift both the blame for the
behavior and the responsibility for addressing it onto the individuals involved
(Keashly and Nowell 2011). This reasoning is evident in some trade union oppo-
sition to mediation (Bleiman 2008), and takes the concern over the individualiza-
tion of problems one step further since it leads not only to an individualization but
also a personalization, i.e., it risks treating problems of organizational (and societal)
significance as purely interpersonal ones. This amounts to a further decontextual-
ization of social group harassment.

In addition to the impact on the moral, and possibly legal, arguments for dealing
with harassment, from a social dialogue perspective, an increased use of mediation
may serve to marginalize both employers and trade unions/employee representa-
tives in the enforcement process. This marginalization may prohibit opportunities
for a sharing of insight between an employer and trade union representatives, as
well as limiting, or even excluding unilateral action of either partner. For example,
though HR and a line manager may be aware that mediation is taking place, the
confidential nature means they have no control over the outcome and may only
receive information confirming whether an agreement has been reached, with little
or no information as to the detail of the dispute, or the resolution. The use of
representatives in mediation may well be discouraged (as is the case in the UK)
which positions employee representatives in a predominantly advisory function
(Branney 2016). This marginalization or even exclusion—compounded by the
requirement for confidentiality—may preclude the identification of systemic
problems in an organization and may also prevent an organization from sending the
right messages out to its workforce that diversity is valued and intolerance is not.

11.4.2.3 Informal Resolution and Opportunities for Cooperation

Though they do raise questions about the role of employers and trade
unions/employee representatives in enforcing standards, the problems associated
with mediation as a tool for inclusion do not render social dialogue redundant in
relation to harassment. The decision to utilize more informal approaches, and to
introduce (or review) the use of mediation should be a joint one—with both
employer and employee interests represented (Branney 2016; Saundry et al. 2013).
Cooperation in this way, particularly in relation to addressing the ‘where
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appropriate’ qualification potentially allows for a balancing of the business case
with other concerns. It allows social dialogue to work not only to set the standards
around acceptable behavior but also around how alternative approaches are used,
meaning there may be additional scope for employee representatives and employers
to ensure standards are sufficiently enforced, thus helping to create a safe and
inclusive environment.

11.5 Implications for Research and Practice

This chapter has argued for the need to ensure that discussions and actions around
the treatment of harassment on the grounds of social group characteristics are
sufficiently contextualized since its prohibition serves a collective societal, as well
as individual and organizational purpose—a consequence which is overlooked or
ignored in some approaches to diversity and inclusion. The role of social dialogue
in relation to harassment generally, and social group harassment more specifically,
and in the context of creating inclusive workplaces, is a surprisingly underdevel-
oped area. In light of these two observations, the discussion in this chapter has two
main implications for future research and practice aimed at creating safe and
inclusive workplaces.

The first is the need for more research into the role of social dialogue in relation
to social group harassment. The focus placed on social dialogue and harassment by
the 2007 framework agreement was an important step, but almost a decade later, the
composition of the workforce continues to change and problems persist, indicating
the need for a renewed effort. Rather than a focus on measuring the prevalence of
the problem, an inquiry into the qualitative experiences of harassment would help to
improve understandings of how diverse characteristics are being used to create
divisive and hostile environments. This would provide an insight to develop and
deliver nuanced and targeted training and guidance, helping to add substance to the
normative standards. It would also help to provide justification for the moral case
for dealing with harassment.

Structuring future discussions around the dual role suggested here will also help
with identifying areas of strength and weakness and thus help to inform efforts.
Distinguishing between standard setting and ensuring those standards are enforced
exposed a limitation for the operation of social dialogue. While it is important to
ensure that organizations provide protection from harassment and procedures
associated with that, this, by itself is not sufficient. A combination of proactive and
reactive steps need to be taken. Proactive steps may include the provision of
training and guidance as suggested above. Reactive steps require the fair application
of procedures and ensuring adequate action is taken to deal with complaints of
harassment when they arise. This is where scope for social dialogue may be most
constrained.

Challenges are posed both in respect of formal responses, and informal responses
—challenges which are worthy of greater attention if social dialogue is to be able to
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deliver on both standard setting and enforcement. One of the key challenges is
seeking to overcome the individualization, and potential personalization, of
harassment, and ensure that collective interests are adequately respected. This may,
for example, simply involve employer and employee representatives debriefing
following a harassment complaint to ensure any wider problems and/or opportu-
nities for learning are identified.

The need to balance individual and collective aspects forms the basis of the
second implication: the need to challenge the dominance of the business case in
diversity and inclusion discourses. This is obviously easier said than done, but is,
nevertheless an important task. By ensuring discourse around diversity remains tied
to concerns for morality, dignity, and equality, the social contextualization of the
issues is retained; causes and consequences of harassment do not exist in a vacuum
and therefore activities to prevent and address these should acknowledge this.
A focus on the impact on the bottom line may lead to underlying issues—for
example a lack of understanding of what is acceptable language or behavior and
why—not being addressed. The in-group/out-group focus in literature around
conflict and diversity also risks decontextualizing issues. While it is understandable
that an employer may wish to focus on the business case, ensuring that the social
and moral aspects are considered could fall to trade unions and/or employee
representatives.

As a closing remark, it is necessary to acknowledge that though social dialogue
provides potential for creating safe and inclusive workplaces, this potential is
necessarily limited to those workplaces, sectors, and/or countries where cooperative
relationships between the social partners exist or can be fostered. However, where
this is not the case, opportunities for unilateral action by the social partners may
exist and are also worthy of further exploration (e.g., O’Sullivan et al. 2015).
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Chapter 12
Unlocking Closets at Organizations

Donatella Di Marco

I was working there one year, I lasted one year. I was not able to last anymore.
I thought “[now] I am young, but if I spend the next ten years here […] they will
realize that I am lesbian and they will destroy me […]”. Actually, I wanted to leave
the job because I perceived discrimination there, it was bad there. There was a
moment that I could not get up to go to work in the morning, because I was afraid.
(Andreina, lesbian woman)

When I arrive at [organization name] for the training, I receive a notebook with a
cover about respecting diversity. In each sheet of the notebook, there was a drawing
which represented a diversity trait. For example, in one sheet there were two man
shoes, or two woman shoes, or three chairs, and one of them was a wheelchair. In
another sheet, there were two couples: a man and a woman and two women, or two
men. When I saw that there I said “Wow, here it is…” [gasp]. A few weeks later,
after knowing people, [coming out] was natural, I don’t remember how I came out, it
was quite spontaneous. (Carlos, gay man)

Inclusion at the workplace is becoming a strategic pillar for organizations. Due to
the multifaceted composition of the workforce and the changing nature of societies,
practitioners, and academics have focused their attention on those dynamics that
characterized the encounter of diverse people at work, and how organizations have
incorporated such changes in their daily life. Gender, ethnic origin, disability,
gender identity, sexuality, and age are just some of those identity traits that have
been recognized in diversity management. The struggle against discrimination and
the effort for fostering inclusion entail several meanings, according to the historical
moment and the protected group considered. It includes eliminating obstacles that
preclude the entrance of such protected groups into the workplace, removing bar-
riers that do not provide equal opportunities for everybody, guaranteeing a fair
treatment at work and decent work conditions, recognizing, and valuing individual
differences as a strategic resource for organizations. And the list might continue. In
some cases, we can say that we have experienced an evolution of the content and
the meaning of diversity management: Nowadays, fighting against discrimination
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and providing equal opportunities is not enough if organization does not promote
inclusion at the same time.

Thinking that discrimination is an obsolete issue is a mistake: If it is true that
western legislation and societies have rejected many discriminatory behaviors, other
subtle forms of discrimination still exist (Jones et al. 2015).

The case of lesbian, gay, and bisexual (LGB) people represents one example of
what has been said before. Nowadays in many countries, discrimination against
LGB people is banned due to both LGB rights movements and the social shift that
have led to LGB people inclusion in all the spheres of life, including the labor one.
However, in many other parts of the world, non-heterosexual people and trans-
gender people are victimized at legal and social level, being impossible for them to
live their sexual orientation or identity without severe consequences (International
Lesbian, Gay, Bisexual, Trans, and Intersex Association and Carroll 2016).

Moreover, international studies report that discrimination on the basis of sexual
orientation is still present also in those countries where it is considered a crime
(Eurobarometer, European Commission 2015; International Labour Organization
2015). Despite the progress in terms of acquisition of legal rights, Andreina and
Carlos’s stories, both Spanish workers, clearly represent the multifaceted experi-
ence of LGB people at work. Positive experiences intersect with open and subtle
discriminations, provoking negative consequences for people and organizations
(e.g., Di Marco et al. 2015b; Ragins 2004) and showing that Diversity Management
policies have still not reached their goal.

12.1 LGB People at Organizations

Due to the range of consequences both discriminatory behaviors and the lack of
inclusion entail, researchers have tried to find out the causes and solutions to reach
inclusive workplaces for LGB people. Consequently, the scientists’ interest has been
focused on several aspects concerning the experience of LGB people at work and the
issues analyzed have been numerous: The income imbalance faced by LGB employ-
ees, the presence of prejudice and negative stereotypes at an explicit and implicit level;
their manifestation through discriminatory behaviors; consequences of discrimination
at personal, interpersonal, and organizational level; and how the existence of sup-
portive policies shape and influence the experience of LGB groups at work (e.g.,
Bryson 2016; Hatzenbuehler 2009; Ragins 2004). However, to our knowledge, little
has been done in order to underline how to promote the inclusion of LGB employees
through Social Dialogue, allowing and fostering participation of all the actors involved
in the decision processes (e.g., Unions or Work Councils, human resource managers,
government/administrations, employees, and LGB networks) which affect such pro-
tected groups (Bryson et al. 2012; Euwema et al. 2015; Nauta 2015). Following this
approach, we try to identify how to improve instruments and practices that organiza-
tions might apply in order to shape a real Circle of Inclusion (Arenas et al., Chap. 1 in
this volume) which includes LGB employees through Social Dialogue.
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Before that, given the alarming international data on discrimination of LGB
people at work (European Commission 2015, 2016; International Labour
Organization 2015), we are going to focus on two aspects that still characterize the
experience of such groups at work: Firstly, we will briefly analyze the disclosure
process, focusing on the actors involved and roles played by organizations during
this process. Secondly, we will shed light on “disrespectful” behaviors against LGB
employees that, in some circumstances, might be interpreted as subtle discrimina-
tion. In fact, although in many countries the prevalence and impact of open dis-
crimination have decreased (e.g., physical attacks, insults), there exist other
incipient forms of discriminatory behaviors. Their effects harm people and orga-
nizations together with open discrimination (Jones et al. 2015). These two aspects
affect the experience of LGB people at work (Di Marco et al. 2015a, b), and both
have been widely studied by academia (Herek and McLemore 2013; Ragins 2008).
Rather than revising all the existing studies in these fields, the goal of this chapter is
to reflect on the role that organizations play when these issues arise within the work
context. Moreover, we will try to highlight how Social Dialogue might intervene in
such process, fostering the inclusion of LGB people at work.

12.2 Disclosing Sexual Orientation: Do Organizational
Actors Play a Role?

Disclosure (or coming out) is the process by which LGB people reveal their sexual
orientation. In the last few years, researchers have explored questions connected to
this process within the inner circle (e.g., family, friends) and the organizational
context. In the workplace, factors analyzed have been several: How people carry
out such a process, strategies used by LGB people, causes, and consequences of
revealing or covering sexual orientation at work (e.g., Clair et al. 2005; Croteau
et al. 2008; Lidderdale et.al. 2007; Ragins 2004, 2008).

All these studies have shown the complex nature of this process and the
dynamics that it entails. According to them, LGB people “decide” if they will
disclose sexual orientation at work after “testing the waters” (Day and Schoenrade
1997; Ragins et al. 2003), that is, after studying to what extent context and col-
leagues tolerate and respect sexual and gender minorities. In others words, when a
new LGB employee enters at an organization, she/he analyzes the context and
people who live in it; She/he tries to discover colleagues’ values (conservative vs.
liberal ones) and attitudes toward LGB people. Finally, she/he decides to reveal
sexual orientation or cover it, and the strategies that best fit that situation. Several
studies have shown that this process is not linear (Ragins 2004). On the contrary,
LGB people might decide to be open with some colleagues and cover their sexual
orientation with others; or maybe they might give indirect information in order to
disclose their sexual orientation to few or some colleagues.

Beyond the strategies, LGB employees use and the consequences of them, just
recently researchers have started to conceive the disclosure process as an interpersonal
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process, of which results depend on LGB employees and the people who surround
them (e.g., Di Marco et al. 2014). Consequently, two premises have to be considered.
Firstly, for many LGB people, disclosing sexual orientation is not a “declaration” or
“choice” but an issue of their personal domain that enters into the daily conversations,
such as many other aspects of their personal life. Third parties might play a role in
terms of being receptive or ignoring the information received. Secondly, it is neces-
sary to consider to what extent LGB employees desire to share their personal life with
their colleagues or create a barrier between the domains of their life.

Therefore, if we consider the disclosure process as the result of the interaction
between LGB workers and their colleagues, we can consider such process as an
issue of the employee’s life which is involved in the construction of boundaries
between the personal and the work domain. In fact, according to past studies (e.g.,
Anderson et al. 2001; Button 2004; Ragins 2008), people disclose (or cover) their
sexual orientation giving (or hiding) information that indirectly can convey they are
LGB. Both heterosexual and non-heterosexual people, indirectly, speak about their
own sexual orientation, talking about their own partner, activities carried out during
free time, etc. Therefore, people might wish to either disclose their sexual orien-
tation at work, creating weak frontiers between personal and work domain, or to
cover it, creating strong frontiers between both domains. However, the initial desire
to disclose or cover sexual orientation at work might be violated by colleagues, who
might ignore the information given, or openly suggest avoiding issues related to the
personal life, guided by their own prejudice and negative stereotypes. On the
contrary, the initial desire to cover sexual orientation at work (due to people’s
preference for not sharing information connected with the personal domain at the
workplace) might be ignored, and LGB employees might be the target of contin-
uous questions and rumors.

Both violations might be the cause of conflictive situations and negative con-
sequences at individual (lower well-being, motivation, etc.) and organizational level
(higher rate of turnout, absenteeism, etc.) (Di Marco et al. 2015a; Ragins 2004;
Ueno et al. 2013).

At this point, several questions arise: Should organizations recognize this issue
in order to create an inclusive workplace? Or does the disclosure of sexual orien-
tation belong to the employees’ private life? To what extent should organizations
intervene?

12.3 The Subtle Power of Workplace Incivility

The disclosure process is not a unique issue that researchers have analyzed to
understand the experience of LGB employees. It is just one piece of a more complex
image that involved their reality at work. In fact, another important aspect widely
studied is open discrimination against them (e.g., Herek 2009). Nowadays, while the
focus on open discrimination has taken a second place, thanks to a legislative and
societal shift, cover (or subtle) discrimination has captured the attention of many
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researchers, due to its consequences and scarce visibility. The covering of discrimi-
nation is difficult to identify because it is connected to prejudice and negative
stereotypes that are often situated at an unconscious level. Consequently, negative
attitudes and beliefs toward LGB people have not disappeared (Dovidio 2001; Herek
andMcLemore 2013), but are transmitted in a different way. Past studies have already
shown how the presence of unconscious prejudice and negative stereotypes affect the
experience of protected groups, such as women, black people, and immigrants (e.g.,
Cortina et al. 2001, 2013; Krings et al. 2014). In a context where negative attitudes
against protected groups are not allowed by law and considered politically incorrect,
they might be exteriorized through uncivil acts (e.g., Andersson and Pearson 1999),
which are defined as ambiguous behaviors that break the established norms of respect
in a certain context. Therefore, when these acts are mainly directed against protected
groups, they might be an expression of unconscious (and sometimes conscious)
prejudice and stereotypes.

Some studies (e.g., Di Marco et al. 2015b) have demonstrated that LG employees
are still victims of uncivil acts, which are perceived as covered discrimination. The
most widespread behaviors identified within organizations are as follows:

– Disrespectful language. It includes uncivil jokes and expressions, such as
“poof,” which enters in the daily and accepted language. Many times these
expressions are not directed to LGB colleagues, but they are used in their
presence and often refer to something negative.

– Subtle devaluation of non-heterosexuality. Also in this case, language is involved
in cover discrimination. This group of behaviors refers to those comments that
indirectly devaluate non-heteronormativity without being perceived as discrimi-
natory by speakers (e.g., “He is very smart, even though he’s gay”).

– Stereotyping. Stereotypes represent people’s beliefs about social groups. It is
information that allows us to simplify the world where we live in, because it
represents generalized beliefs. However, many times, such beliefs are wrong and
attribute to a social group a set of negative features, behaviors. Stereotypes can
lead to uncivil behaviors during social interactions.

– Intrusive questions. These refer to questions connected to sexual or private life
that, usually, are not permitted at the workplace. In the study above mentioned,
lesbian employees receive such type of questions more often, experiencing
uncomfortable situations.

– Isolation. Involuntary ostracism is also a demonstration of negative attitudes.
Forgetting to invite only a colleague who is LGB, when it is a repeated action,
might be a sign of discrimination. Moreover, recent studies have shown that
ignoring might be more harmful than direct discrimination (O’Reilly et al. 2014).

– Incivility related to the workplace. Finally, behaviors connected with the work
domain (such as the level of workload received and lack of promotions) are a
group of acts that even if it is not possible to define as uncivil, are still connected
to prejudice and stereotypes.

These groups of behaviors are just an example of unconscious prejudice and
stereotypes communicated in an ambiguous way. They are difficult to recognize for
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people who bring them. Organizations might want to look away, justified by the
limited power they might have in unmasking subtle negative attitudes.
Consequently, other questions arise: Should organizations intercede in order to
make such processes visible? To what extent can organizations modify prejudice
and negative stereotypes?

12.4 Is a Discrimination-Free Workplace Enough?

We have seen how unconscious prejudice and stereotypes are responsible for
negative interpersonal dynamics at the workplace which involved LGB employees
and their colleagues. Such dynamics affect the extent LGB people disclose or cover
their sexual orientation at work and in turn, are also influenced by the perception of
discrimination and workplace incivility. Although the legislation shifts have pro-
moted the elimination of open discrimination in many countries, we have seen that
other subtle processes might affect LGB workers’ well-being and the real inclusion.

Reflecting briefly on issues such as disclosure process and workplace incivility
against LGB employees led us to several questions of which answers are difficult to
identify because a high number of factors intervene. However, despite the sensi-
tiveness of the issues being handled, organizations cannot remain silent in the face
of daily dynamics that involve LGB employees, especially when such dynamics
become prejudicial for them (Fig. 12.1).

Starting with the disclosure process, several dilemmas are presented. The
beginning point is probably related to the domain into which the disclosure of
sexual orientation falls: Is it an issue that has to be relegated to the private life? Or
can it enter into the public conversation? The answer is probably connected with
another question: What does disclosing the sexual orientation mean? In fact,
although it apparently seems like an issue that pertains to the private life, our daily
conversations are continuously full of information that transmits our sexual ori-
entation: Talking about a partner or free time is probably the easier form to convey
this kind of information. Both heterosexual and non-heterosexual employees are
involved in disclosing interactional dynamics, but often only the latter group
realizes it (European Commission 2016).

Consequently, the domain into which sexual orientation falls is established by two
other factors, regardless of if we are talking about LGB or heterosexual people. The
first is set at an individual level, and it is linked to the desire of employees to segment or
integrate their personal life at work. In fact, LGB or heterosexual people might prefer
not to talk about their personal issues with colleagues, and in this case, their desire
should be respected. However, we have to take into account that often the desire to
cover sexual orientation is due to a perception of an unsafe and discriminatory climate
in the organization. As shown in Fig. 12.1, the perception of overt and covert dis-
criminations might affect the construction of boundaries between personal and work
(thus public) domains. Therefore, LGB employees might fear the negative conse-
quences of the disclosure process at work or at a personal level.
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On the contrary, LGB or heterosexual people might desire to integrate their
personal life at the workplace. In that case, a second organizational factor has to be
considered: The norms and policies established by the organization regarding to
what extent it is possible to share or show information and elements that speak
about workers’ personal life at work (e.g., family photos), thus the organizational
culture (Fig. 12.1). In that sense, policies such as “lean office,” which require to
remove all those objects that are not necessary to work from the workplace (Harford
2016; Knight and Haslam 2010), have to be applied to everyone. The problem
arises when such policies do not exist but are applied informally only to LGB
workers and are transmitted as a “kindly advice”, in order to avoid problems of
other nature, such as rumors, embarrassing questions, and discriminatory behaviors
(Di Marco et al. 2015b). Therefore, such advice is intent to avoid those conver-
sations related to LGB people’s sexual orientation, thus a form of covert discrim-
ination. When such situations happen, organizations have to intervene, clarifying
which are the norms of respect established, unmasking behaviors that are perpe-
trating both subtle forms of discrimination and ingrained prejudice and stereotypes,
and shaping an inclusive organizational culture. Work Councils or Employees
Representatives, according to the labor relations system applied (Euwema et al.
2015), should be vigilant and sensitive to such processes. Equity (in terms of

Fig. 12.1 Boundaries construction and disclosure dynamics in the workplace
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guaranteeing a similar treatment to people who are in similar circumstances) is a
condition that organizations have to make sure they have (Budd and Colvin 2008).

Hence, the questions are connected to the issue of workplace incivility as a form
of subtle discrimination. Because of the long time required to change people’s
prejudices and stereotypes, human resources managers need to make them visible at
least, offering instruments and strategies to recognize them. In the following sec-
tion, we are going to analyze how the diversity management system has tried to
foster the inclusion of non-heterosexual employees, and how it is possible to get
better results through Social Dialogue.

12.5 New Frontiers of Diversity Management Through
Social Dialogue

In the last few decades, Diversity Management has become a must for organiza-
tions. Firstly, motivated by legislative reforms on diversity, organizations have seen
a new source of benefits by fostering diverse workplaces, creating a business case
for diversity (European Commission 2016; Olsen and Martins 2012; Sabharwal
2014). Starting from this premise, several LGB diversity policies have been applied
in order to eliminate negative bias presented within organizations. Among the
policies implemented, pro-diversity statements at organizational level, training, and
grievance procedures are ones of those most applied (Dobbin and Kalev 2016).
Over time, however, it has been possible to recognize those measures that work and
those that do not.

According to previous research, the outcomes of pro-diversity statements within
the organizational policies, training, and other measures are controversial. While
some studies highlight the beneficial effects they have on shaping inclusive
workplaces (under certain conditions), others doubt about it (Dobbin and Kalev
2016; Kalinoski et al. 2013). For example, according to a meta-analysis on the
evaluation of the diversity training outcomes (Kalinoski et al. 2013), it can help
employees to recognize their prejudice and negative stereotypes. However, it might
not be enough, due to the uncertain effect that diversity training has on negative
attitudes, specially internal or subtle ones, which might be resistant to this type of
instruments (Dobbin and Kalev 2016). However, training has a stronger effect on
skills and beliefs, even if its effectiveness depends on several factors (e.g., trainees’
motivation, how training is carried out, etc.) (Kalinoski et al. 2013).

Diversity policies and diversity measures also help employees to understand the
position of the organization regarding discrimination and protected groups.
Moreover, they seem useful in order to help people to realize and manage their
prejudice and negative stereotypes (Dobbin and Kalev 2016; Kalinoski et al. 2013).
In other terms, diversity policies might be a powerful organizational instrument to
the extent to which they define borders between what is considered acceptable and
what is not functioning as a regulator of conscious employees’ behaviors.
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The case of LGB Diversity Management has often been associated with hiring,
retention, and promotion (Sabharwal 2014), which are obviously important orga-
nizational processes of employees’ careers, as the Circle of Inclusion showed
(Arenas et al., Chap. 1 in this volume). Nevertheless, not going beyond these steps
might be even prejudicial for organizations, because employees who are not
involved in such measures might feel discriminated against, and conflict may arise
(Bendick et al. 2010). To obtain significant outcomes for people and organizations,
it is necessary to shape a real and trusting climate of inclusion shared by all the
stakeholders and the employees within the organization. Moreover, it has to be
created taking into account the specific needs and dynamics in which LGB people
are involved, and the sociohistorical and cultural context. And to do it, overcoming
the business case is required (Kalinoski et al. 2013; Knights and Omanovic 2016).
The Circle of Inclusion might be an inspiring starting point in order to shape
inclusive organizations for LGB people (Arenas et al., Chap. 1 in this volume).

12.5.1 Unlocking Closets Through Social Dialogue

Social Dialogue represents a powerful instrument to reach the aims above descri-
bed. In the last few years, Work Councils/Unions/Labor Movements (according to
the labor relations system of the country considered) have worked in order to keep
the debate on LGB(TI1) inclusion alive (Kelly and Lubitow 2015). However, past
studies have pointed out that Work Councils/Unions/Labor Movements might have
failed to represent the interests of some protected groups, misunderstanding their
needs (Martínez Lucio and Perrett 2009). To avoid that the debate on relevant
issues should include such groups, rather than starting at an institutional level, as it
was highlighted in the case of migrant and black workers (Martínez Lucio and
Perrett 2009).

Work Councils/Unions/Labor Movements should take in mind the features of
LGBTI people (as well as the features of all the other protected groups) when they
arrive at the bargaining table. Issues, such as family leaves, languages allowed at
work, the inclusion of LGBTI-phobia within the group of psychosocial risks, and
measures to take when LGBTI staff is moved abroad (where they might be not
protected by a legal framework), should be discussed from the point of view of
inclusive organizations, taking into account LGBTI workers’ perceptions.

Moreover, Work Councils/Unions/Labor Movements should be vigilant and act
as a wake-up call when LGTBI workers’ rights are threatened. Beyond the tradi-
tional issues treated, they should point out those subtle dynamics that keep locked
closets at the organization. In order to reach such goal, they should embrace a

1Although this chapter has focused on the experience of LGB people, an inclusive organization
will include also transgender and intersexual workers, as well as all those people who do not fit the
heteronormative discourse.
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cooperative attitude, working close to all the actors involved, such as LGBTI
workers and LGBTI networks, if present at the organization.

Until now, organizational LGBTI networks have represented the interests of
non-heterosexual employees, supporting and representing LGBTI workers’ right
within and outside the organization (European Commission 2016). However, the
mere presence of LGBTI networks cannot guarantee the inclusion and the creation
of a safe workplace for them. Networks have to be connected with management and
participate in the decision-making process (European Commission 2016). For doing
that, they must be able to count on management’s commitment at all organizational
levels (Hoel and McBride, Chap. 3 in this volume). Work Councils/Unions/Labor
Movements, LGBTI networks, and managers have to be allies, in order to guarantee
that the voice of LGBTI groups is heard, as explained in the following section.

12.5.2 Direct Participation to Foster LGTBI Inclusion
at Work

Work Councils/Unions/Labor Movements, and LGBTI networks are not the unique
actors in shaping inclusive workplaces for LGBTI people. Inclusive workplaces
should facilitate the direct participation of actors involved. However, this might
represent a controversial issue, specially when an inclusive climate is not perceived
and LGBTI people fear of disclosing their sexual identity, reporting having been
victim of discriminatory acts or speaking up to defend their rights. To avoid it, a
respectful climate has to be shaped at all levels of the organization. How to do it?
Probably one of the first steps is to commit management with this mission, as said
before (Dobbin and Kalev 2016; Hoel and McBride, Chap. 3 in this volume). In
fact, a recent study showed that LGBTI human diversity policies are not successful
if there is no trust in management and organization (Capell 2013). Managers, at all
levels, can foster LGBTI people trust by applying several measures and policies:
through mentoring, by showing interest in the experience of those LGBTI workers
who are out, promoting an optimal contact between diverse people, and fostering
the interchange of experience between LGBTI people and other workers (Capell
2013; Davidi 2015; Dobbin and Kalev 2016). Managers, with their example, help to
clarify organizational norms which guide workers’ behaviors and, in doing so,
spread a culture of inclusion. In fact, when organizational rules are not clear,
people’s personal attitudes might overcome and an informal and discriminatory
behavioral code might affect LGBTI colleagues or other social categories (Ward
and Winstanley 2006). It is the case of the normalization of “jokes” whose pro-
tagonists are LGBTI people.

To sum up, managers have to be the main promoters of the LGBTI voice,
helping to shape what is often called a “LGBTI-friendly workplace,” and fostering a
respectful climate at individual, group, and organizational level, aiming to reach a
safe environment, where people feel included and free to speak up their voice;
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where co-workers accept differences and behave in line with the norms of respect
established by the organization; and where a culture of diversity becomes a strategic
pillar of the organization and a sense of accountability for the well-being of LGBTI
people is spread across it.

12.6 Conclusion

In the previous sections, we have discussed some issues related to the inclusion of
LGB people at work, taking into account the main challenges they face at the
workplace, although our revision does not aim to be exhaustive. Disclosure pro-
cesses and subtle discrimination are just two general issues that LGB employees’
experience entails. Moreover, we have explored Diversity Management limits and
challenges, shedding light on the new horizons that Social Dialogue and direct
participation might open in order to shape an inclusive workplace.

Shaping inclusive organizations for LGBTI people goes beyond banning dis-
crimination against LGBTI employees. It also goes beyond creating an equal
context for all workers. It means building a safe workplace, where diversity is
valued and is considered a strategic resource. Therefore, an inclusive organization
acknowledges and accepts diversity. It does not try to create a homogeneous group
of workers, but it respects their diversity recognizing the value of being different
(Sposato et al. 2015). This process has ethical implications (Deakin, Chap. 11 in
this volume), beyond the effects that it can produce at economic level (it decreases
the level of absenteeism, talented employees are retained, productivity increases,
etc.) (Hoel and McBride, Chap. 3 in this volume). Creating a respectful and safe
climate allows actors involved to speak up their voice and trust into the
organization.

Not all Diversity Management measures have the same effect in fostering
inclusion. Many times, their presence at organizational level just covers a culture
that keeps close LGB people within glass closets (Di Marco et al. 2014). Moreover,
in order to obtain an effective result, it is necessary to consider the social and the
historical features that characterized each protected group, in this case LGBTI
people (Knights and Omanovic 2016). Human resource management should work
with LGBTI networks, Unions/Work Councils/Labor Movements, in order to give
voice to all the actors involved, and promoting their participation in this process.

All the organizational actors are involved in, and responsible for, this process.
LGBTI people, other protected groups, supervisors, and colleagues: All of them
play a role. A respectful workplace is the result of a series of interactions which are
realized at group and organizational level.

This work does not consider features and challenges transgender and intersexual
people have to cope with at the workplace and within society. In the last few years,
organizational psychologists and practitioners have started to take into account the
dynamics in which they are involved, as well as the specific biases, prejudices, and
stereotypes that surround them (e.g., Law et al. 2011). However, transgender and
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intersexual people are still the most discriminated against. Future efforts from
practitioners and academics should be made in order to guarantee a safe work
environment for these groups.

Moreover, in the future, we should consider instruments to value workers’ sat-
isfaction with the diversity climate, and measures able to recognize the presence of
subtle biases and the effectiveness diversity policies applied for changing them.

A big challenge for human resource managers and for all the organizational
actors involved is helping workers to recognize the role each worker plays in, and
the personal accountability for, shaping a safe and inclusive workplace.
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Chapter 13
Showcase: Inclusive HR Policy in Times
of Change

Marc Verschueren and Martin C. Euwema

13.1 Introduction

In this case study, we discuss how the management of Saint Barbara Hospital in
Belgium consciously opted for an inclusive HR policy on the occasion of a radical
and comprehensive change. First, we explain what exactly included the change.
Then we describe the guiding principles used by the management with regard to
inclusion as well as the initiatives they took to make the policy concrete. The
manager of Saint Barbara defined inclusion as the intentions he and his team had, as
well as the actions they took, to make coworkers and their representatives, whatever
their age, ethnicity or gender, as much partner of their policy as possible. Finally,
we see what lessons can be drawn from this case.

13.2 Description of the Situation: Major Change

Saint Barbara Hospital is one of the 5 hospitals which together form UZ Leuven, a
1900-bed academic hospital with a total of 8000 employees. Saint Barbara Hospital
was built in the 50s as a sanatorium. The sanatoria were then constructed to allow
people with tuberculosis to take an extensive health cure. Bed rest and fresh air
were the main remedies for this serious infectious disease because there were no
tuberculosis drugs. Later, the original sanatorium was transformed into a hospital
for pulmonary diseases and lung surgery, rheumatology and orthopedics, and one
rehabilitation unit, more specifically neuromotor rehabilitation.

However, the diagnostic and therapeutic options for patients with lung diseases
evolved very quickly, which meant that the infrastructure of Saint Barbara Hospital
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became inadequate and that almost daily patients had to be carried in an ambulance
to the main campus of UZ Leuven, situated 15 km away. It was therefore that it was
decided to move the entire department of pulmonary diseases to the main campus;
this included: three major hospital wards, a consultation unit, an operating theater,
an intensive care unit, an examination unit, and a lung function laboratory.

It was also decided to recondition the vacant infrastructure and to further develop
there the rehabilitation clinic. The existing neuromotor rehabilitation ward had to be
supplemented with a unit from another campus and another two units for three new
programs: one unit for psychosomatic rehabilitation and pain rehabilitation and
another one for geriatric rehabilitation.

Saint Barbara therefore faced two large change projects at the same time: real-
location of the department of pulmonary diseases on the one hand and further
development of the department of rehabilitation on the other.

The time between the final decision and transfer of pulmonary diseases was
exactly one year. The time between the transfer and the start of the extended
rehabilitation center was three months.

These changes included major logistical transformations such as renovations but
mainly had an impact on more than 200 staff: mainly doctors, nurses, and
paramedics.

The changes were led by the nursing manager, who had the daily management of
Saint Barbara and further reported directly to the top management of UZ Leuven.

13.3 Guiding Principles for an Inclusive Policy

The manager who guided this major change operation, decided, in consultation with
the executives of the hospital and consultation in the social dialogue, for the fol-
lowing operating principles:

1. In the entire operation, no people would be laid off, everyone was promised that
no contract changes would occur.

2. The objective was to create an optimal situation for each involved employee
with respect for everyone’s personal situation and taking into account their
experience and competence.

3. For this impactful change, they opted for the model of social dialogue: Trade
union delegates were given a central role; although Saint Barbara is part of the
large teaching hospital UZ Leuven, there is a separate Works Council and also a
separate Committee for Prevention and Protection at Work (CPPW) at Saint
Barbara. These were the main partners in the social dialogue.

4. Given that multidisciplinarity is a key success factor in rehabilitation medicine,
it was decided to develop the project from the outset in a multidisciplinary way.
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13.4 Inclusive Approach of the Change

Here, we describe the major initiatives that were taken to successfully execute the
change in an inclusive way. It was the personal conviction of the manager of Saint
Barbara that the two major changes, how radically too, entailed the opportunity to
build a culture of involvement.

• Cooperation with the members of the Works Council and the Committee for
Prevention and Protection at Work

Saint Barbara was once an autonomous sanatorium, later it became legally part of
the major teaching hospital, UZ Leuven, but it retained its own Council and Private
Committee. In Belgium, any organization that employs 100 workers has to set up a
Works Council and a Committee for Prevention and Protection at Work (CPPW).
Both bodies are jointly composed by representatives of the employer and repre-
sentatives of the employees. They are elected every four years by the employees of
the organization on the basis of lists of candidates nominated by the organizations
of workers and executives. Both bodies meet monthly and are chaired by the head
of the organization. The Works Council discusses and negotiates labor regulations,
human resources, economic situation, and future prospects of the organization.
The CPPW treats themes such as psychosocial well-being, ergonomics, environ-
ment, and unacceptable behavior.

The social dialogue in Saint Barbara was positively encouraged by two factors:

– There was already an effective consultative model; employee delegation always
stood constructively critical in a positive rapport with the management and
always showed also great concern for the reputation of the hospital and the
well-being of both patients and staff.

– The scale of the hospital made that everyone knew everyone and that both
employer and employee delegations could handle the problems of certain
employees on a nominative way.

From the start of the change project, the manager decided to involve the members
of the Works Council and the CPPW very actively in his approach. A joint
information session was organized for all employees impacted by the departure of
lung diseases. The head of the workers’ delegation was involved in preparing this
session. For all further steps, such as the reallocation of staff and the relocation
operation in itself, members of the Works Council and the CPPW were engaged.
The manager gave them explicitly the mission to serve as ‘a sensor’: the accessi-
bility of the union delegates would probably help the employees to tell them
without any hesitation their concerns and resistances with regard to the change.
After all, the union delegates themselves were nurse, housekeeper, laboratory, and
physiotherapist.

Everybody worked in high transparency, the situation was monitored closely,
not only on the formal consultation moments but also on the informal contacts
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between the union representatives and the manager. By doing so, they could
optimally take into account everyone’s interests.

• Reallocation of staff of the department of pulmonary diseases

The manager organized for all the employees, over 200 persons, an individual,
personal consultation meeting, where also the HR manager was present. The
employee could then tell what desirable was for him or her with regard to the new
situation. After all, the teams as they functioned in Saint Barbara could not be
retained in the new situation. The operating theater of lung surgery would be
included in the large cluster of thoracic surgery, consultation would be included in
the larger consultation of internal medicine, etc.

During the individual interview, employees were asked about their concerns.
Most common was the impact of the move on mobility and daily routine of the
people. Many lived near the hospital, even did not possess a car, which would be
necessary for the relocation to their new workplace in the main campus of UZ
Leuven. There, the walking distance from parking to changing rooms and then to
the departments was greater than in Saint Barbara, which meant that people had to
leave home earlier for work and that they had to organize their families in another
way.

The manager continually emphasized that the employment rate would not be
affected and that they would make every effort to place the employee on the most
feasible unit for him or her.

This obviously asked a lot of consultation with the managers of UZ Leuven,
which were convinced to carefully pay attention for the huge emotions that caused
this change for some employees.

After consultation with all employees and following consultation with the
managers of the main campus of UZ Leuven, a plan was drawn up, which was
submitted to the trade unions. The plan showed that about 60% of employees could
work immediately after moving on the place they had chosen. During a second
personal meeting, new destinations were proposed. For the people who found
themselves in a different place than desired, a guidance plan was drawn up. The
manager followed the plan in person until two months after moving in. Afterward,
the personalized follow-up was guaranteed by the HR manager. Since turnover in
such a large size hospital is quite high, almost all employees came on the unit of
their choice after six months.

• Inclusive actions in team formation for the new rehabilitation departments

In Saint Barbara, one rehabilitation unit was already operational at the time of the
removal operation. This formed the basis for the new to be developed department.
The three floors that had become available were reconditioned so that they were
suitable for rehabilitation patients. At one ward, an existing unit of another campus
moved in. On the other two floors, new programs were launched for psychosomatic
rehabilitation, pain rehabilitation, and geriatric rehabilitation. This meant that new
teams had to be formed. It was decided to recruit internally. And following aspects
of the circle of inclusion, the manager aimed to recruit based on competences and
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variety. Nurses who were looking for a new challenge for a while, got the
opportunity to apply for the new programs. People of the other campuses were also
approached for their specific expertise in one of the new themes: psychosomatics,
pain, and geriatrics. As much as possibly, the age distribution as well as male–
female ratio were taken into account. The latter is particularly not evident, given the
historical imbalance of men to women in nursing. So, completely newly constituted
teams started on the new wards. The classic stages of team formation (Raes et al.
2015) had to be completed rapidly. An intensive introduction program was set up,
with the aim to welcome the people and to familiarize them with the new campus.
Training courses were organized to increase the knowledge about the new themes.
The storming phase was quickly visible: The different clinical backgrounds of the
people, unleashing their habits, to adapt to a new situation, for many people also to
other schedules, frequently caused tension. This required much attention from the
clinical leaders (Van Emmerik and Euwema 2008). Following initiatives have been
developed to meet this demand:

– The manager supported clinical leaders under the ‘coach the coach’ principle:
This meant that the clinical leaders had an appointment with the manager every
two weeks in which they could discuss issues concerning their employees in
order to acquire the necessary skills for adequate coaching of their team
members.

– A two-day course on participative leadership was arranged.
– The manager tried to visit at least twice a week the wards to keep in touch with

the situation in the workplace, the staff of the units, and their clinical leaders: In
case of tension or resistance of staff members, the local clinical leader was
supported in developing an appropriate approach.

– The manager asked the union delegates, just like in the removal of Pneumology,
to keep well in touch with the experiences of the people.

– When entering new schedules, the individual needs of the employees were taken
into account and implemented in close consultation with the trade union
delegates.

• Inclusion of patients in multidisciplinary work design of the rehabilitation
center

A multidisciplinary approach was deliberately chosen for the elaboration of the
rehabilitation concept. A core team was formed consisting of representatives from
the various rehabilitation disciplines. They determined principles for the content of
care, but also operational objectives. Some programs, such as psychosomatic
rehabilitation and pain rehabilitation, had to be defined from scratch. The joint
drafting of the program created a special spirit in Saint Barbara: everything was
new, everyone was fully involved, and wanted to be fully committed. After only a
few months, a series of creative and innovative initiatives was taken. There was
even opted for making the switch from discipline-driven reporting to
problem-driven reporting, which significantly strengthened the cooperation since
the distinction between disciplines became less explicit. The most extreme form of
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inclusion was perhaps that they started with patients discussions where the patient
and his family themselves were present. On the so-called round tables, solutions for
the patient’s life after rehabilitation were harmoniously discussed, with great
respect for the patient.

13.5 Lessons Learned

This case holds important lessons with regard to inclusive policies:

• The development of a real inclusive policy starts with the conviction of the
manager that involvement of all coworkers in a change project is a key factor to
the success and the sustainability of the change. In this case, the manager
applied a shared leadership principle (Verschueren et al. 2013), whereby he
consequently integrated advice and opinions of the concerned staff in his
decisions. He defined inclusion as intentions and actions to make people partner
of his management, irrespective of their age, gender, ethnicity, level of seniority,
or professional role.

• Inclusion implies careful attention for information and transparency. People feel
more involved when they meet face to face with the change agents. Active
listening, observing on the floor what staff reactions are, reduces the normal
feelings of insecurity that are linked with change processes. Also, being present
and visible helps coworkers in maintaining trust in their leaders, which in turn
helps to adapt a positive mindset.

• The trade union delegates can help successfully the management in the imple-
mentation of change from a position as partner. By giving them explicitly the
role as partner, their attitude toward management changes. Instead of being
continuously in the opponent position, they develop a more constructive style.

• To keep people involved in change, it is appropriate to spend much time on the
individual needs of all stakeholders. Listening to people, taking their emotions
and their opinions seriously, costs a lot of time but has a guaranteed return on
investment. It is a universal human need to be seen and to be respected. Aside of
group interventions, individual consideration is really necessary. Essentially,
inclusion here means recognizing and appreciating the differences between
employees. This is beyond the ‘surface level’ diversity and addresses the ‘deep
level’ diversity (Harrison et al. 2002), in terms of needs, values, and
competencies.

• The formation of new teams should be given adequate attention; particularly
investing in the forming stage in terms of good introduction, goals, appoint-
ments, is a success factor for the further operation.

• This case shows that involving people in the development of a new department
results to a creative and an innovative spirit. Many caregivers have splendid
ideas of how to improve services, it is worthwhile to invest in interaction
between the different professional groups and their synergetic potential.
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• An inclusive approach of a change project is not a one-shot action. In order to
become sustainable, a change project needs not only an extensive preparation
but also mostly a sound follow-up. People have to experience that leaders really
stay approachable, that they are ready to make adjustments if needed.

13.6 Conclusion

An inclusive HR policy is feasible and possible, even in times of complex and
systemic change. It requires the belief of management that through social dialogue,
by focusing on all stakeholders, a culture of inclusion can be established, which
ensures that the change is positive and sustainable.
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Chapter 14
Social Dialogue as a Sustainable Career
Development Practice to Combat (Meta)
Stereotyping

Pascale Peters, Beatrice Van der Heijden, Daniel Spurk, Ans de Vos
and Renate Klaassen

14.1 Sustainable Career Development for Shaping
Inclusive Workplaces

The notion of sustainable career development (SCD) (De Prins et al. 2015; De Vos
et al. 2016) builds on the ROC model by De Lange and Koppens (2007) which
stresses the need for respect for internal and external organizational stakeholders
(R); openness or environmental awareness including an outside-in and inside-out
perspective on Human Resource Management (HRM) (O); and continuity, that is a
long-term approach to economic and societal sustainability, in particular individual
employability (C). Consistent with the ROC model, this chapter addresses how an
ongoing social dialogue between internal stakeholders at the shop-floor level can
help to shape an inclusive workplace for all workers (respect dimension), including
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vulnerable categories, by focusing on sustainable career development, in particular
on employability (continuity dimension), and how this may be affected by negative
(meta)stereotyping (openness dimension).

Employability is a key element of SCD and is believed to foster individual
workers’ career success over the life cycle (De Prins et al. 2015). We define
employability as individuals’ capacity of continuously fulfilling, acquiring, or
creating work through the optimal use of competences, which enhances their labor
market opportunities (Van der Heijde and Van der Heijden 2006) and, hence, career
development. Several stakeholders are involved in safeguarding and enhancing
employees’ employability throughout the life course. Although the individual is the
key actor, organizations directly and indirectly affect workers’ employability both
via their career and development policies and via the way these are enacted via
daily interactions with employees (De Vos et al. 2011). The latter brings in the
stakeholder perspective and emphasizes the importance of social dialogue in SCD
(De Prins et al. 2015) and in particular the direct participation of employees and
their supervisors herein (Nauta 2015).

In practice, social dialogue takes place in social contexts, which in some cases
may be characterized by a climate of discrimination and negative stereotyping.
Such a climate may impact stakeholders’ attitudes, motivations, experiences, feel-
ings, and behaviors (cf. Kunze et al. 2011), possibly resulting into organizations
and HR managers refraining from the development of inclusive employability
measures, or preventing supervisors and workers at the shop-floor level to actually
use these in the intended way, affecting the effectiveness of the social dialogue. The
process approach to HRM (Wright and Nishii 2007) underlines that employability
and its effect on career development should be viewed as part of the HR-process
which demands all organizational stakeholders to understand and make sense of the
content and usefulness of inclusive employability policies and practices. To further
the debate on SCD and inclusive workplaces, we argue that social dialogue at the
shop-floor level (Bryson et al. 2012; Euwema et al. 2015; Nauta 2015) can be
viewed as an important practice in the HR-process, as this provides room to monitor
vulnerable workers’ perceptions and ambitions, and to stimulate (new) career
opportunities, possibly reversing negative (meta)stereotyping processes.

Stereotyping refers to unconsciously or consciously making generalizations
about individuals based on the group (e.g., categorized by gender, race, or age) to
which they belong (cf. Henkens 2005). However, individuals belonging to a par-
ticular group (e.g., older workers) may also hold beliefs regarding such stereotyped
views they think that outgroup members may hold about them. This we refer to as
metastereotypes (Finkelstein et al. 2013; Vorauer et al. 1998). Both stereotyping
and metastereotyping may affect inclusion (Vauclair et al. 2016).

In this chapter, we outline how the concepts of social dialogue, employability,
and (meta)stereotyping may be conceptualized and interrelated and how they play a
role in the HR-process and, ultimately, affect workers’ career development. This
process is illustrated by a short summary of preliminary results from a study of
supermarket workers in the Netherlands, particularly focusing on workers engaging
in negative age-based (meta)stereotyping. In view of several interrelated trends,
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older workers (among other labor market categories) have become an increasingly
vulnerable labor market category. On the one hand, aging and dejuvenization of the
labor market have led to a rise of the legal retirement age across the globe and,
hence, the need for workers to work longer over the life cycle. On the other, fiercer
competition in globalizing markets and technological changes may cause older
workers to be viewed as ‘too expensive’ to employ, while their skills may become
obsolete, which stresses the importance of ongoing employability development.
Although older and often more tenured workers may have gained more work
experience and skills over the life span than their younger peers (cf. Froehlich et al.
2015), in contemporary labor markets, this may not suffice to remain employable
throughout their careers. In addition, especially in the light of ever-increasing labor
market flexibility and technological developments, (lower-skilled) work becomes
more uncertain which demands a more proactive labor market orientation to other
career paths than older workers use to display. The chapter concludes by suggesting
organizations to implement HR practices to combat negative (meta)stereotyping in
general, and older workers in particular, enabling them to shape more inclusive
workplaces, for example, through social dialogue.

14.2 Social Dialogue, Employability, and (Meta)
Stereotyping

14.2.1 Social Dialogue

Social dialogue refers to “discussions, consultations, negotiations, and joint actions
involving organizations representing the two sides of the industry (employers and
workers). Social dialogue is a process by which relevant parties seek to resolve
employment-related differences via an information exchange” (Bryson et al. 2012,
p. 5). It can take place at the European, national, and sector levels, but also within
working organizations. Demographic changes and rapid technological innovations
bring along many challenges for both employers and employees pertaining to
sustainable careers and, hence, employability throughout the life course. This urges
social partners to work out measures that respond to societal needs for an
employable working population, to employers’ needs for a high performing, flex-
ible, and employable workforce, and to employees’ needs for satisfying work and
possibilities for career development and personal growth (De Vos et al. 2016).

Within the organizational context, the dialogue between the employer (CEO
and/or HR-director) and the works council, in which they can consult each other
about organization policies, especially HRM (Nauta 2015), is an important vehicle
for installing collective measures for SCD. Recently, and in line with the growing
emphasis on tailor-made HR solutions and a life course approach to careers, also the
interpersonal dialogue between employees and their superiors and among
employees, shaping their mutual relationship, has received greater attention. At this
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level, the social dialogue centers around formal and informal conversations on
topics, such as performance appraisal or career development needs, thereby directly
involving the employee.

This chapter primarily relates to these formal and informal types of direct
employer and supervisor participation in the social dialogue which is an increas-
ingly important HR-instrument that allows to discuss workers’ career options,
ambitions, and development needs, herewith stimulating engagement in employa-
bility activities, including education and training, but also proactive and flexible
employee behaviors. It is important to recognize the perspectives both parties bring
to the table, and which might shape their personal values and their views, beliefs,
and attitudes about employability and the usefulness of investing in workers’
employability-enhancing activities. Of course, the room for the social dialogue at
the shop-floor level is also shaped by HR-policies, works councils, organizational
strategies, Collective Labor Agreements (CLAs), national agreements, and even
European directives (Nauta 2015).

14.2.2 Negative (Meta)Stereotyping Threatening Worker’s
Employability

In order to remain employable, within or outside the current organization, and to
ensure lifelong employment and personal career success (Van der Heijde and Van
der Heijden 2006), workers need to possess the right competences to do their work
effectively. As workers need to adjust their focus on ‘what are the right compe-
tences?’ on an ongoing basis, this implies that workers not only need to invest in
particular domain-specific expertise, but also need to develop competencies that
enable them to be proactive and flexible, to handle ambiguity, and to manage
multiple tasks simultaneously. Therefore, Van der Heijde and Van der Heijden
(2006) distinguish five competence-based employability dimensions. The first
focuses on domain-specific occupational expertise (knowledge, skills, including
metacognitive ones, and social recognition by important key figures). The other
four are more general competence dimensions which focus on job-related matters
and broader career development aspects: anticipation and optimization; personal
flexibility; corporate sense; and balance.

This conceptualization implies that all workers have to stay up-to-date and keep
track with changes in one’s occupation and the needed occupational expertise and
competences following from these, which can be achieved through formal and
informal learning (Froehlich et al. 2015). Simultaneously, however, it implies that
workers need to proactively and reactively adapt to internal and external labor
market changes, create career opportunities by investing in their social networks,
and display commitment to organizational goals. Moreover, they need to protect a
sound balance between striving to fulfill their personal, and often conflicting goals,
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and between one’s own needs and those of their (potential) employer(s) (cf. Van der
Heijde and Van der Heijden 2006).

The absence of an inclusive HR policy and associated practices which ideally
signals an organization-wide diversity climate and stresses the importance of
employability of all worker categories (cf. De Prins et al. 2015) may lead to a low
level of worker motivation to invest in employability-enhancing activities.
Moreover, previous research has shown that vulnerable worker categories, such as
part-time workers, older workers, ethnic minorities, and temporary workers, may
suffer from organizational climates characterized by stereotypical views and dis-
crimination which may hinder their optimal participation (Henkens 2005;
Owuamalam and Zagefka 2014; Peters and Lam 2015), and hence, their internal
and external career opportunities and progress.

Stereotyping can be viewed as an often unconscious, although sometimes con-
scious, categorization process (cf. Henkens 2005). Organizational members may
categorize workers based on certain assumptions about personal characteristics
(e.g., gender, race, or age), regarding the category a person may be viewed to
belong to. For example, older workers may be viewed to be less capable or willing
to adopt new technologies or to be less committed to organizational change than
their younger counterparts (see Drydakis et al., Chap. 6 in this volume). Of course,
positive stereotyping regarding older workers is also possible. For example, older
workers may be believed to be more experienced, loyal to the organization, and
trustworthy (Henkens 2005).

Worker categories may be aware of, or may perceive them being negatively
stereotyped (e.g., by their supervisor, HR managers, coworkers, or clients) and may
form their own opinion about how they are being perceived by others. Their beliefs
regarding the stereotypes that outgroup members may hold about their own group
can be referred to as metastereotypes (Finkelstein et al. 2013; Vorauer et al. 1998).
Workers may identify with their own perceptions of the beliefs that others may hold
toward them, which may increase the potential for miscommunication and tension
and affect their feelings of inclusion (Vauclair et al. 2016). Being largely negative in
content, metastereotyping can undermine the stereotyped group’s self-worth
(Vorauer et al. 1998) and their employability beliefs (Owuamalam and Zagefka
2014), discouraging them to engage in employability-enhancing activities (cf.
Dordoni et al. in progress). This, in turn, may affect their career opportunities in
detrimental ways (De Lange et al. 2015). Although metastereotyping does not
necessarily have to be in line with the actual beliefs that the other groups have about
them (cf. Finkelstein et al. 2013), metastereotypes do form the lens through which
workers themselves view the world. Therefore, these are likely to influence work
attitudes and behaviors, which may lead to a self-fulfilling prophecy (cf. Van der
Heijden 2005).
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14.2.3 Preliminary Insights into How Metastereotyping
of Older Workers Can Affect Their Self-reported
Employability

While acknowledging that SCD promotes an inclusive employability climate for all
worker categories, intending to prevent all types of negative (meta)stereotyping and
discrimination, to illustrate the process through which metastereotyping of older
workers can affect employability, this subsection briefly discusses some preliminary
results of one of our studies in progress on age-related (meta)stereotyping on
employability in a low-skilled work context, focusing on supervisors and service
employees in seven different supermarket locations of a large Dutch supermarket
chain. In this study conducted among 98 supermarket workers with permanent
contracts for at least 12 h comprising team leaders and service workers, an old age
group (50 or older) is contrasted against a young (under 30 years old) and a
middle-aged group (30–49 years old). The focus is on the effects of metastereo-
typing on the self-reported perceived employability of older supermarket workers.
Based on Henkens (2005), metastereotypes relate to the respondents’ perceptions of
the extent to which the organizational climate signals that older workers are less
productive, less adaptable, and less reliable, respectively, than younger age groups.
Employability was measured with five dimensions by Van der Heijde and Van der
Heijden (2006): occupational expertise, anticipation and optimization, personal
flexibility, corporate sense, and balance. Our preliminary results showed that:

• Older supermarket workers themselves reported lower levels of negative
metastereotyping than the level of stereotyping about older workers as reported
by the other two age groups;

• Older supermarket workers reported lower scores on (some dimensions of)
self-perceived employability;

• Older supermarket workers are impacted more by negative (meta)stereotyping
regarding older workers in terms of lowered self-perceived employability
(compared to young or middle-aged workers).

In more detail, the results revealed that self-reported employability was lower for
older supermarket workers than for both the youngest and middle age groups when
it comes to corporate sense and anticipation and optimization, and lower only in
comparison with the youngest age group when it comes to balance. Older super-
market workers did not perceive to have lower levels of occupational expertise than
their younger counterparts, possibly because their jobs may not be that complex and
may be less subject to change over time. The low level of job complexity may also
facilitate all supermarket workers’ personal flexibility, regardless of their age, and
hence, their opportunities for internal or external mobility.

Although the older supermarket workers themselves, on average, reported lower
levels of stereotyping regarding older workers than the level of stereotyping
regarding older workers as perceived by the two younger age groups, those older
supermarket workers who did engage in a process of metastereotyping reported
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lower levels on all the employability dimensions, with the exception of personal
flexibility. That is, metastereotyping by older workers impacted their occupational
expertise, anticipation and optimization, corporate sense, and balance. These older
workers’ lower motivation to invest in employability was clearly aggravated by
their perceptions regarding the lack of an age-inclusive employability climate,
possibly due to them having negative moods or experiencing anxiety or anger (King
et al. 2008). In that case, older workers perceiving stereotyping from others
regarding older workers may have a hard time to hold positive views about
themselves, for example, regarding self-perceived employability (Van der Heijden
2005), and they may become less likely to invest in their employability.

Note that we found some differences in the comparisons across the older group
of supermarket workers and the other two age groups, depending on the focus of
metastereotyping: older workers’ perceived productivity, adaptability, or reliability.
Overall, the younger and middle-aged workers reported more employability.
Another finding was that also middle-aged workers were negatively affected by the
metastereotypes. Specifically, the relationship between the metastereotype of reli-
ability and balance was negative for the middle age group, but not for the other
groups. This finding implies that not only older age groups need to be focused on in
the social dialogue, but that also other age groups need to be taken into account as
negative perceptions regarding older workers may also impact other groups in the
organization. The impact of negative perceptions regarding older workers’ relia-
bility on the middle-aged workers’ balance may aggravate exclusion of older
workers, strengthening the meta(stereotyping) process.

Our preliminary results suggest that inclusive career development practices need
to pay particular attention to how not only age in itself, as a ‘surface-level’ aspect of
diversity, but also the interaction with metastereotypes (a ‘deep-level’ aspect)
affects employability and, hence, the career development of employees and might
possibly lead to exclusion. A sound social dialogue between workers and their
supervisors might be particularly relevant here since it may open up to discuss
(meta)stereotyping, and ambitions and opportunities within or outside the current
organization (De Prins et al. 2015).

14.3 Discussion and Conclusion

14.3.1 Shaping Inclusive Climates and Preventing
Stereotyping in View of SCD

Securing employment throughout workers’ careers by motivating them to invest in
employability-enhancing activities is an important element of sustainable career
development (De Prins et al. 2015). For employers, an employable workforce is
important to remain competitive. Despite that employers are becoming increasingly
aware of the importance of investing in all workers’ employability through offering
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SCD policies and practices (De Vos et al. 2016), there is a tendency to focus these
efforts more on core workers or so-called ‘key talent’ within the organization, rather
than taking an inclusive approach (Peters and Lam 2015). Consequently, more
vulnerable workforce categories, such as older workers, run the risk of being out of
the scope of corporate employability-enhancing initiatives. Moreover, when
workers themselves do not feel confident in developing their own employability,
they might refrain from participating in employability-enhancing activities, such as
training opportunities, thereby creating a self-fulfilling prophecy. Stereotyping
regarding and metastereotyping by vulnerable worker categories, such as older
workers, might further impact this process.

With regard to older workers, the literature reveals a strong correlation between
workers’ chronological age and future time perspective (cf. Lang and Carstensen
2002) which may affect older workers’ motivation to maintain and enhance their
employability, since they are closer to their pension age. Just because older workers
may attach less value themselves to opportunities for advancement and continuous
learning, it is important for organizations and supervisors to actively motivate them
to invest their (own) time, money, and energy in employability-enhancing activities
by having regular dialogues on this topic. In order to combat (meta)stereotyping,
HR practices, and in particular social dialogue and trainings, can contribute to a
climate of inclusion by paying attention to employability, activating older workers’
ambition, and creating career opportunities for all, including older and other vul-
nerable worker categories. Our preliminary results on supermarket workers pro-
vided a valuable basis for discussing possible actions HR practitioners can take to
implement HR practices aimed at shaping inclusive climates, where workers from
all categories (e.g., age, gender, ethnicity, flexible workers, and intersections
thereof) perceive that they are esteemed members, and receive equal opportunities
for employability, thereby satisfying all workers’ needs for belongingness (i.e., to
form and maintain strong, stable interpersonal relationships) and uniqueness (i.e., to
maintain a distinctive and differentiated sense of self) (Shore et al. 2011).

The key imperative might be recognition and awareness of processes of (meta)
stereotyping and biased perceptions regarding particular worker categories (such as
older workers) and make all stakeholders in the organization aware of when and
where (meta)stereotyping occurs and which stakeholders are involved, for example
through trainings and workshops focused on how to combat stereotyping. One single
training or workshop, however, might not suffice, and therefore, more structural HR
practices should be implemented, which demands the support of line managers who
should give the example, but also make others aware of possible (meta)stereotyping
and discriminating behaviors. In addition, also organizational structures and systems
should be checked for and mainstreamed regarding stereotyping or discriminating
biases against (meta)stereotyped groups (Nahavandhi et al. 2015).

The mutual understanding and openness gained from these practices allows to
shape an ongoing dialogue between managers and workers, and among worker
categories, in order to respond to the differences in expectations with regard to work
(and non-work) and personal development, in line with the differences in individual
aspirations and capabilities. Both the more diverse working population and the
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increasing acknowledgment of the importance of non-work areas of life, such as
‘quality time’ with family and friends and leisure, but also informal care obliga-
tions, urge us to avoid thinking in categories regarding traditional ways of career
development and career success alone. Organizing for social dialogue among
multiple intra-organizational stakeholders increases the contact and interactions
between groups that may not be inclined to regularly interact, but this would allow
to learn about others’ views, values, motives, and skills. This can help to suppress
(meta)stereotyping and its negative impact on employability and career
development.

Importantly, in order to enable all employees to ‘take ownership’ for their career
development, a ‘one-size-fits-all’ approach will not work (De Prins et al. 2015). An
inclusive approach to career development implies that during the interactions
between managers and workers and among worker categories, the needs of indi-
vidual workers, including older workers, are respected and being taken into con-
sideration. As mentioned earlier, when parties engage in career dialogues on a more
regular basis, supervisors and workers might be able to recognize, monitor, and
overcome (meta)stereotyping processes. Current performance evaluation criteria,
for example, may be biased toward stereotypical younger workers’ characteristics
and skills, which may undermine the career and work opportunities of other worker
categories with other characteristics and skills.

In conclusion, social dialogues ought to be particularly centered around the five
employability dimensions we examined in our study. In this way, supervisors and
employees can engage in constructive conversations about sustainable careers
through safeguarding workers’ expertise and corporate sense, exploring how
employees can be flexible and can anticipate and optimize their career strategies in
light of future labor market requirements, meanwhile sustaining employees’ work–
life balance (Van der Heijde and Van der Heijden 2006). The insights obtained
from social dialogues on these topics between employees and supervisors, in turn,
can form important input for social dialogue between stakeholders at a collective
level, e.g., when discussing employability-enhancing activities between HR and
union representatives.

14.3.2 Avenues for Future Research

In this chapter, we have argued that social dialogue at the shop-floor level can be
expected to contribute to an inclusive employability climate leading to higher career
success of all workers. However, in view of the often incompatible multiple goals
(rational efficiency, legitimacy, fairness, and ethical arguments) intra-organizational
stakeholders (organizations, HRM, supervisors, and employees) might have, it
should be realized that social dialogue at the shop-floor level will be surrounded by
multiple (paradoxical) tensions that need to be acknowledged and that conflicts
need to be addressed in constructive ways (Peters and Lam 2015). Since the sources
of these tensions may originate from the wider economic, political, and
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sociocultural contexts, also external labor market stakeholders need to be aware of
what their policies and practices entail for social dialogue at the shop-floor level
where HRM, supervisors, and employees have to search for creative and more
sustainable management solutions. This calls for more research into the relation-
ships between macro-, meso-, and micro-level policies and how (paradoxical)
tensions at these levels can spill over to affect HR processes and hence, social
dialogue at the shop-floor level (cf. Nauta 2015; Peters and Lam 2015).

More concretely, future research could address how stereotyping by parties
involved in SCD (e.g., workers, supervisors, HR managers, and clients) about
vulnerable worker groups may not only affect workers’ perceived employability,
but also the career-related decisions intra-organizational parties take regarding these
groups. In this chapter, we paid attention to an understudied population of workers
when it comes to career development, i.e., older workers at the shop-floor level in a
low-skilled work environment. Future research could include other types of vul-
nerable groups and further investigate the interactions between structural (e.g., job
type) and individual (e.g., age and ethnic background) factors in explaining the role
of (meta)stereotyping in SCD.

For long, it was assumed that having a ‘career’ only applied to professional or
managerial workers (Lawrence et al. 2015). The current organizational reality
makes it clear that organizations should not overlook other labor market categories
when it comes to career development: Sustained employability of workers in all
types of jobs, of all categories, and with all sorts of backgrounds and labor market
contracts will be important not only for sustainable careers at the individual level,
but also for organizational adaptability and sustainable growth, benefiting national
and global economies. It will therefore be important to overcome obstacles that,
overtly or implicitly, affect the ways in which workers look at themselves (e.g.,
metastereotyping).

14.3.3 Conclusion

To conclude, we would like to stress the importance of implementing policies,
practices, and social norms that direct behaviors in organizations and promote
tolerance and mutual respect in order to improve older people’s aging experience
(cf. Vauclair et al. 2016). In line with the insights gained from the Circle of
Inclusion (Arenas et al., Chap. 1 in this volume), we advocate that organizations
follow an integral approach that incorporates curative (focusing on groups that
score lower on factors predicting career development), preventive (focusing on
groups that run the risk of scoring lower on factors predicting career development),
and amplition-related measures (focusing on vitalizing all worker categories
through training, coaching, giving feedback, and allowing intra- and
extra-organizational mobility) managing the employability of employees across the
life span to promote worker well-being (cf. Van Vuuren 2012). We advise that
HR managers and line managers alike pay serious attention to combatting the

218 P. Peters et al.



possible negative effects of metastereotyping, by striving for a positive social cli-
mate that enables social dialogue as an approach to strengthen inclusive work-
places. The latter should be characterized by a strong focus on motivating all
stakeholders to be unprejudiced as a social norm and preferably should be rein-
forced in institutions both implicitly and explicitly, for instance in terms of how to
refer to older workers and their legal rights (cf. Vauclair et al. 2016).
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Chapter 15
Developing Multiple Careers: Dealing
with Work–Life Interaction

Ines Martinez-Corts and Evangelia Demerouti

15.1 Introduction

Considering heterogeneity of society, and drawing on the “Circle of Inclusion” (see
Arenas et al. Chap. 1 in this volume), inclusive organizations should promote
diverse career development and avoid excluding or adversely incorporate people
and groups—i.e., women, older people. In this chapter, we highlight social dia-
logue1 as a social innovation strategy to design diverse careers in which not only
vulnerable groups, but also a wide range of heterogeneity may be present.

Inclusive organizations should be aware that inmanaging their careers, individuals
may be motivated to fulfill values related to their different roles—i.e., work, self,
family (Hall et al. 2013). For instance, younger employees show an increased desire to
balance work and personal goals (Smola and Sutton 2002). Therefore, analyzing
work–non-work interaction may highlight our understanding of contemporary and
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diverse career dynamics (Greenhaus and Kossek 2014). In this chapter, we focus on
work–life interaction—work–life conflict2 (WLC) and enrichment3 (WLE)—as a
relevant driver to promote diverse career development in organizations. Drawing on
the job demands–resources model (Demerouti et al. 2001), we posit that WLC is a
demand (a situation that costs effort), whereas WLE is a resource (a situation that
motivates individuals to invest effort). In other words, reducing WLC is necessary to
avoid the negative outcomes that impede individuals’ career management.
Complementary, promotingWLE enhances individuals’ resources that promote their
career development. For instance, work–family enrichment has been consistently
related to career outcomes such as job satisfaction and affective commitment (McNall
et al. 2010). Opposite, WLC have a direct negative relationship with career satis-
faction (Martins et al. 2002), self-rated as well as manager-rated work performance
and hierarchical level and salary (Hoobler et al. 2010).

Since WLC and WLE are two independent mechanisms and that employees can
experience them simultaneously (Boz et al. 2016; Demerouti and Geurts 2004),
social dialogue in organizations may contribute to reduce WLC and enhance WLE
simultaneously. In doing so, we propose to focus specifically on structural or formal
human resources policies and practices—work–life policies (WLPs), and on
organizational cultural/relational support—organizational work–life culture
(WLCU) (Kossek et al. 2010). Both WLPs and WLCU have been widely related to
WLC and WLE experiences (i.e., Allen et al. 2013; Dikkers et al. 2004). Next, in
this chapter, we analyze the potential of these two conditions for individuals to
negotiate their work–non-work relationship and their career development.

WLPs and WLCU operate and are negotiated at workplace level by employers,
representatives, and employees. Although social dialogue at national level has been
widely analyzed, social dialogue at workplace level is underexplored. Specifically,
we focus in social dialogue at the ground floor, where negotiations take place
between individual employees and their superior on a daily basis (Nauta 2015).
Although WLPs are usually negotiated in the first floor—between management,
human resource managers, and work councils—in practice, social dialogue in a
ground floor is a main issue for the implementation of WLPs. Moreover, daily
negotiations in the ground floor also contribute to build a supportive WLCU.
Therefore, we aim to shed light on the ground floor social dialogue by explaining
why and how to provide employees’ voice, opinions, and concerns about how to

2Work-family conflict has been defined by Greenhaus and Beutell as “a form of interrole conflict
in which the role pressures from the work and family domains are mutually incompatible in some
respect” (1985, p. 77). Work-family conflict occurs when demands of one role drain the resources
—time, strain, and emotions—needed to meet the demands of the other role (Greenhaus and
Beutell 1985).
3Work–family enrichment is the perception that the work/family role provides individuals with
instrumental and affective resources that help them to improve affect and performance in their
family/work domain (Greenhaus and Powell 2006). These resources refer to the two main com-
ponents of work–family enrichment, one more instrumental, related to skills, abilities, and values,
and another more affective, related to climate, mood, and emotions (Carlson et al. 2006).
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manage work and non-work conditions in order to promote diverse career
development.

First, we highlight gender and life stage as two main sources of diverse career
development. We explain how work and life conditions determine men and
women’s and different life stage employees’ career development. Second, drawing
in a research review and our own empirical data, we provide evidence on working
conditions—WLPs and WLCU—that may reduce WFC and increase WFE. In
doing so, we aim to establish some key issues on working conditions to be
negotiated between supervisors and employees through social dialogue. In the third
section, we highlight some supervisors’ characteristics to facilitate social dialogue
in the ground floor. Finally, we provide some guidelines on how to improve social
dialogue to negotiate diverse career development. We focus on how empowering
employees, and specifically protected groups, to proactively manage their career.

15.1.1 Diverse Career Development. Considering Gender
and Life Stage Diversity

In this section, we explain how work and family conditions may shape career
developments across different life stages and between men and women. Powell and
Greenhaus (2010) suggest that individuals in one life domain are influenced by the
characteristics of the other domain. Specifically, they discriminated between three
types of decisions. First, role entry decisions—decisions about whether to seek
full-time or part-time employment, or to enhance one’s credentials for an occupa-
tion, which are typically made during the exploration and/or establishment stage.
Second, role participation decisions—decisions regarding the amount of investment
of time and emotion at work, participation in role-related activities, etc., typically
prevalent in middle adulthood. Third, role exit decisions—decisions to abandon an
occupation or career path, to quit a job or leave an organization, to retire early, etc.,
typically made during late adulthood. All types of decisions are influenced by or
based on family and work considerations and conditions, which may differ for
women—i.e., postponing motherhood, taking care of older members of the family,
partner work. Women are still the primary caregivers and have more non-work
responsibilities than men, and have to address unexpected personal and family
demands. Such responsibilities or demands force women to craft their career in
response to their personal values and particular life situations (Valcour et al. 2007).
Therefore, with special attention to women organizational inclusion, it is essential
to focus on work and life conditions.

Another reason why we should focus on work and family conditions is that such
conditions may explain how work–life management may change throughout one’s
career. Based on the assumption that work and family conditions change in the
course of one’s career, Demerouti et al. (2012) suggested in their review that young
employees are expected to be exposed to high demands, and insufficient resources,
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in both the work and non-work domains. Not surprisingly, this group was found to
experience high WLC and low WLE (Demerouti et al. 2012). During middle
adulthood, employees were expected to possess high job demands, average home
demands, and high resources in both the work and non-work domains. Literature
suggests that this group experiences high work–family–conflict but also high
family–work–conflict and high family–work enrichment (e.g., Matthews et al.
2010). During late adulthood, employees were expected to have average demands
and high resources in both the work and non-work domains. Consequently, they
were found to experience lower levels of inter-role conflict and higher levels of
enrichment/facilitation compared to their younger and middle-aged counterparts
(Demerouti et al. 2012). Linking career and life stages with daily WLC and WLE
experiences enables to better guide worker’s career development, finding ways to
support them (see Peters et al. Chap. 14 in this volume). It is especially relevant
when integrating diversity because employers are able to target interventions to
specific work–family needs for each group.

A third reason is that research seems to suggest that the conditions not only at
home but also at work differ between men and women. Dubbelt et al. (2016) studied
whether gender discrimination had a relationship with the job characteristics of
women working in two different work environments, namely a male-dominated
work environment (more than 70% males) and a gender-balanced work environ-
ment (about 50% females). The results provide preliminary evidence that gender
discrimination is related to experiences of a suboptimal work environment for
women working in a male-dominated work environment and a more
gender-balanced work environment. The more gender discrimination women per-
ceived the higher their level of job demands was and the lower their level of job
resources was. These results highlight that gender discrimination was related to
suboptimal working conditions.

The above information highlights gender and life stage as two main determinants
in diverse career management. Both types of diversity shape WLC and WLE
experiences through perceived differences in work demands and work resources.
Therefore, social dialogue in inclusive organizations should be a tool to provide
enough resources to assure diverse career development, specifically between
women, young, and middle adulthood employees.

15.2 Promoting Diverse Work–Life Experiences.
Organizational Conditions for Social Dialogue
at the Ground Floor

As the case “Utility” in the box shows, to better manage work and life interaction
and allow for a diverse career development, organizations have two main chal-
lenges: provide with formal WLPs and provide with the cultural support toward
work–life issues (Kossek et al. 2010). In this section, we provide evidence on how
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these organizational challenges may alter work–life experiences. We posit that
meanwhile WLPs are focused on reducing WLC experiences; cultural support
toward work–life issues may enhance WLE experiences. Drawing on the
Accommodation Model and the Redesign Model (Perlow and Kelly 2014), we will
explain the paradoxical outcomes when using WLPs and how culture may enhance
WLE experiences.

Box: Case study “Utility”
“The ‘Utility’ is a for-profit public company with approximately 850
employees located in Southern Spain and is highly unionized. It is highly
hierarchical structured. Although ‘Utility’ is a public company, it is consid-
ered to be very competitive as it is the leading firm in its sector in the country.
This organization has been offering a wide range of WLPs via collective
agreement since 2005. ‘Utility’ has been acknowledged as a family-friendly
organization for it has been recently nominated for a national prize directed
toward flexible workplaces. Surprisingly though, ‘Utility’ is male-dominated
(80% of men). A gliding segregation phenomenon can be observed in
‘Utility’: Women with the same educational level as men often end up in
more administrative and support positions instead of technical and strategic
ones. In ‘Utility,’ there is a significant group of employees in a high com-
mitment contract consisted of an agreement that formally requires total
availability for more demanding job positions in exchange of a significant
additional compensation. The implementation of this contract was part of the
organizational strategy to increase employees’ commitment toward to the
company. High commitment contract is a management practice to assess
performance since the ‘greater commitment hours’ have to be clocked in and
out in the sites of ‘Utility.’ In ‘Utility,’ performance assessment is mainly
based on time control even for those under the greater commitment contract,
and business-related targets exist for some positions only. Finally, the greater
commitment contract is also perceived as an organizational barrier to an
effective boundary management since it does not allow employees to organize
their non-work time with total autonomy. Though this practice creates a
specific context deeply embedded in assumptions and expectations related to
availability, power relationships and fairness perceptions ultimately shape
employees’ experiences with WLPs utilization in the studied organization”
(Boz et al. 2011).4

A quantitative study was conducted with 287 voluntary and anonym
employees in “Utility” to analyze the mediation effect of organizational
work–life culture in the relationship between the use of WLPs and WLC and

4The description of the case study has been extracted from a qualitative paper presented in 2011 at
the IV International Conference of Work and Family (ICWF), IESE, Barcelona, Spain.
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WLE experiences. As expected, based on the ideal worker model, WLPs
utilization is positive related to WLCU hindrance, which increases levels of
WLC. However, contrary to the organizational support theory, WLPs uti-
lization is negatively related to WLCU support, which in turn relates to
increased levels of conflict and reduced levels of WLE (Boz et al. 2014).

15.2.1 Dealing with Work–Life Policies to Reduce
Work–Life Conflict: The Accommodation Model

WLPs are valuable resources that provide individuals with more time, skills, and
material assets to allow them to enhance their participation in the private domain.
By offering formal WLPs—i.e., flexible scheduling, telecommuting, daycare, and
eldercare assistance— organizations expect to reduce employees work–life conflict
and improve a number of work outcomes such as increased career and job satis-
faction, work-related performance, and a reduced burnout, absenteeism, and turn-
over intention (Butts et al. 2013). From the Accommodation Model, WLPs “help
individuals accommodate the work demand” (Perlow and Kelly 2014, p. 112) to
reduce the incompatibilities between work, family, and life demands. Therefore,
WLPs would be focused on reducing WLC.

These formal policies theoretically offered by the organization to all employees
are in practice individually negotiated with supervisors and are individually
implemented (Perlow and Kelly 2014). For instance, as can be seen in the Utility
case, in many organizations, WLPs are only available to blue-collars (e.g., Lambert
and Waxman 2005) and workers rewarded for their high performance (Kelly and
Moen 2007). Moreover, although many organizations held a wide range of WLPs,
in practice, flexible work policies are only used when managers are work–life
supportive (Perlow and Kelly 2014). Therefore, we highlight the role of supervisor
in social dialogue to negotiate WLPs implementation.

As in the Utility case, many organizations offer a wide range of WLPs as a
strategy to attract, motivate, and retain talent. However, as it is observed in
“Utility,” their capacity to reduce WLC and promote positive outcomes can be
limited. As highlighted by Allen et al. (2013), there are a number of factors that may
affect the effectiveness of WLPs:

1. The work–life conflict direction. Drawing on Frone et al. (1994) domain
specificity model, WLPs have been demonstrated to be more effective to reduce
the conflict caused by work demands and less effective to reduce conflict ini-
tiated by family demands (Allen et al. 2013). This is not so strange though, as
WLPs are targeted to work characteristics rather than family aspects.
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2. WLPs use and availability. Differentiating between the use and availability of
WLPs is important to understand why employees improve their attitudes and
reduce WLC even though not using these policies. Drawing on Butts et al.
(2013) model and based on Grover and Crooker (1995), WLPs availability
operates through symbolic mechanisms creating a supportive and caring view of
the organization. Drawing on the social exchange theory, when employees
perceive that their organizations care about them, employees reciprocate their
debt felt with positive attitudes. However, WLPs use operates by an instru-
mental mechanism in reducing WLC as they aim to help employees deal with
job requirements. According with the self-interest theory (Sears and Funk 1991),
employees would need to feel the benefits of WLPs to reduce WLC and improve
work attitudes. Butts et al. (2013) provided empirical evidence of the mediation
effect of family-supportive organization perceptions and work–family conflict as
two mediating mechanisms in the symbolic and instrumental paths, respectively.
In line with these results, Allen et al. (2013) found that flexplace use is more
negatively related to work–life conflict than flexplace availability. Therefore,
negotiating a wide range of policies may be positive to create a family-friendly
organizational perception between employees, which in turn would reduce their
work–family conflict, to finally improve work attitudes. However, to directly
reduce work–life conflict would be necessary to facilitate the use of these
policies. In doing so, supervisors have been identified as a main source of
support to create an organizational culture positively oriented to work–life
balance (Allen 2001). Specifically, they are a main source of instrumental and
emotional support toward reducing employees’ WLC (Kossek et al. 2011).

3. Considering diversity. WLPs use and its effectiveness to reduce WLC may vary
as a function of individuals’ differences. Results from Allen and colleagues’
meta-analysis (Allen et al. 2013) show a stronger negative impact of WLPs on
work–family conflict in workers married and with children. Butts et al. (2013)
found consistent results with Allen et al. (2013) and also found gender differ-
ences. Thus, in samples with more women, the positive relationship between
availability and use of WLPs was stronger, and the negative relationship
between use of WLPs and work–family conflict was weaker. Therefore,
according with empirical finding, WLPs may be more effective to reduce work–
life conflict in married, parents, and women employees, i.e., those groups of
employees who need them more. When representatives negotiate, formal WLPs
should be prevented to highlight the needs of these specific groups of
employees. Drawing on diversity, WLPs should also provide options to other
different groups of employees—e.g., different generations, lifestyle, and family
configuration—to allow them choosing how to manage their specific work–life
interaction experiences. For instance, according to diverse motivational needs,
Shockley and Allen (2010) found in a sample of university staff that employees’
motivation to segmentation—motivation to keep physical and temporal
boundaries between work and personal life—is negatively related to flextime
and flexplace work–life policy use. Moreover, Shockley and Allen (2010) found
that family responsibility moderated the relationship between employees’
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occupational achievement needs and flextime use. Specifically, the relationship
between employees’ occupational achievement needs and the use of flextime
policies was positive when family responsibilities were high, and negative when
family responsibilities were low. Therefore, considering not only the individu-
als’ differences but the interaction between these differences makes it more
difficult for representatives to negotiate formal WLPs to satisfy all employees in
an organization. Organizations must be aware of employees’ diversity when
providing different WLPs so that employees can choose what they need for their
work–life interaction.

The previous Utility case exemplifies how the use of WLPs may result in a
counterproductive outcome. As the Accommodation Model posits, employees using
WLPs are seen as deviating from the ideal worker—full-time, on-site, without
interruption career development. Thus, employees using WLPs are often perceived
as less motivated because they are perceived to prioritize personal life beyond work
(Leslie et al. 2012), and WLPs can have severe social and career development
consequences. First, these employees may be stigmatized by co-workers, managers,
and community (Williams et al. 2013). Second, organizations penalize employees’
career development in terms of fewer career development opportunities for
advancement and promotions (Hoobler et al. 2010) and slower wage growth
(Coltrane et al. 2013).

As can be seen in the Utility case, WLPs leave the broader organizational culture
unchallenged—characterized by the masculinized ideal worker norm—and may
marginalize the employees who are more likely to use them—i.e., women, parents—
(Ryan and Kossek 2008), reinforcing inequalities in the workplace—i.e., gender
inequalities. As highlighted by many researchers (i.e., Allen 2001; Butts et al. 2013;
Wayne and Casper 2016), although WLPs may help employees to increase their
“sense of control” or even “control” their work–life interaction, there are funda-
mental aspects of the organization such as organizational WLCU, which can impede
employees to successfully balance their career and private life.

15.2.2 Promoting Organizational Work–Life Culture
to Increase Work–Life Enrichment: The Work
Redesign Model

Organizational WLCU is defined as “the shared assumptions, beliefs, and values
regarding the extent to which an organization supports and values the integration of
employees’ work and family lives” (Thompson et al. 1999: 394). WLCU encom-
passes aspects concerning support by managers (organization), supervisor, and
co-workers toward employees’ family responsibilities and also hindrance, such as
perceptions of negative career development in relation to WLPs utilization and
expectations that employees should spend much time visible at work (Dikkers et al.
2004). Both support and hindrance components are independent aspects of culture
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and may coexist (Boz et al. 2014; Peper et al. 2011). For example, Dikkers et al.
(2004) suggest there could be a contradictory culture characterized by high support
and high hindrance. Existing evidence has confirmed that perceived work–life
hindrance has been directly related to increased levels of conflict (e.g., Peper et al.
2011). Opposite, perceived WLCU support is directly related to lower levels of
conflict and higher levels of enrichment (e.g., Dikkers et al. 2004).

The Work Redesign Model (Perlow and Kelly 2014) posits that, beyond offering
WLPs, organizations must provide with conditions—improving work process,
collective cultural change—to promote a supportive work–life culture. When pro-
moting work–life culture, organizations recognize and support persons with the
different roles that they are involved in—work, self, family, community—and value
what people bring to their business role from other roles. In other words, organi-
zations recognize the positive effects of WLE experiences. Therefore, organizations
should provide with enough resources—i.e., work redesign processes supporting
WLCU—to promote WLE experiences. Moreover, WLCU moves from the ideal
worker to diversity by providing with flexibility and support for all different
employees’ work–life interactions. Cultural change through work redesign pro-
cesses is produced when employees find new ways of doing their work and in doing
so they change norms about work schedules and employees interactions. Next, we
describe two work redesign interventions and provide empirical evidence of their
effectiveness. Both are interventions of social dialogue between co-workers and the
supervisor–employee and provide the basis for the desired change—changing
individual behavior and organizational norms.

Results-Only Work Environment (ROWE). Ressler and Thompson (2008)
designed ROWE to promote an organizational culture change that increase
employees’ sense of schedule control using trust as a basic tool in the process. The
slogan for ROWE is “free to do whatever they want, whenever they want, as long as
the work gets done.” Promoting a culture where the norm is flexibility implies a
collective effort to change institutionalized expectations about performance norms.
Specifically, ROWE intervention replaces face time workplace norms by rewarding
productivity and job requirements (Ressler and Thompson 2008). It is a wide
intervention as far as it incorporates changes in human resources policies, changes
in informal organizational culture, and changes in the structure of work (Kossek and
Distelberg 2009). Therefore, senior managers, executives, and managers must agree
with the intervention. Group exercises, guided dialogue, and open discussion for-
ums between employees promote critical thinking about the traditional model.
Through these forms of direct participation in social dialogue, employees identify
creative effective new ways of working and analyze how to implement changes.
Kelly et al. (2011) found evidence of the effectiveness of ROWE intervention in
reducing work–life conflict, improving work–family fit providing more time ade-
quacy to develop different roles—work, family, self–increasing control over where
and when they work, promoting healthy practices such as exercise, more sleeping
hours, and also positive organizational outcomes—i.e., lower turnover intentions,
higher perception of work–family-friendly culture, and greater organizational
commitment and job satisfaction.
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Predictable Time Off (PTO). It is a related strategy also aimed to change
organizational culture toward a more equity and flexible organization culture.
Perlow and her colleagues conducted an experiment in a consulting organization to
improve the work process and consultant’s personal lives (see Perlow 2012 for a
depth description). Surprisingly, they identified the lack of predictability and not the
long working hours as a problem in all levels, genders and marital status consul-
tants. Perrow proposed to each member of the team to take a predictable night off.
This should be a collective goal and felt owned by each team. In PTO teams,
although support from managers is necessary, the focus is on negotiation at team
level. Participation in different meetings is mandatory for participants to review
how each member deals with the collective goal, helps others to get his/her night
off, and identifies opportunities for change in case of fail. Trust, transparency, and
openness about work and personal life are valued outcomes in the process to make
change happens. In their studies, Perrow and colleagues demonstrated compelling
work–life benefits (Perlow 2012). This strategy, that might be considered as a form
of teams’ direct participation, promoted different ways of organizing work avoiding
unnecessary work and helped members to improve interpersonal communication.

15.3 The Role of Supervisors in Diverse Career
Development

As already indicated, supervisors play a role in social dialogue at the ground floor,
for instance, to provide resources or to promote a WLCU. In this section, we
explain some specific mechanisms in doing so. Several studies have shown that a
supportive relationship with one’s supervisor is associated with diminished work–
family conflict and positive work–life outcomes (Major et al. 2008). Employees are
found to be less likely to experience work–family conflict (Thomas and Ganster
1995) and psychological strain (O’Driscoll et al. 2003) if their supervisors sup-
ported their efforts to balance work and family needs. Having an understanding and
supportive supervisor is related to higher scores on positive indicators of life quality
(coping/mastery) and lower scores on negative indicators of life quality (work/life
conflict, overload, and stress) for both men and women (Moen and Yu 2000).
Interestingly, Major et al. (2008) showed that a supportive work–family culture
influences work–family interference through the experience of supportive super-
visory and co-workers.

Kossek et al. (2011) found meta-analytic evidence that work–family-specific
supervisor support is more strongly related to work–family conflict than general
supervisor support and that general and work–family-specific supervisor indirectly
relate to work–family conflict via organizational work–family support. However,
supervisor work–family support was also directly related to work–family conflict
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indicating that other mediating variables could explain why supervisor support
alleviates work-to-family conflict, e.g., decreasing job demands, workloads, and
tight deadlines or increasing employee control over the timing and location of work
through structural job design (Kossek et al. 2011).

Leadership is thus associated with employee (and organizational) outcomes, but
the mechanisms through which leaders exert their influence on their followers’
outcomes have not been adequately addressed in the literature (Avolio et al. 2004).
Notable exceptions are the studies of Breevaart and colleagues (Breevaart et al.
2015, 2014a), who showed that followers in high-quality Leader Member exchange
(LMX) relationships received more latitude to make decisions about how and when
to perform their work (i.e., autonomy), received more opportunities to grow and
develop (i.e., developmental opportunities), and more social support from their
colleagues. In turn, these resources contribute to how engaged followers fell in their
work and how well they performed their core tasks. Similarly, a transformational
leader (i.e., inspiring, intellectual challenging and attentive of individual needs)
makes employees more engaged in their work and better performing because their
basic needs are fulfilled (Breevaart et al. 2014a), and employees’ work environment
is more resourceful (more autonomy and support) (Breevaart et al. 2014b).

These empirical findings suggest that leaders have great potential to contribute to
the amount of job demands and resources of their employees. Leaders who develop
high-quality relationships with their subordinates and who are transformational are
likely to promote autonomy or valuable coaching in the work environment, to
provide support and relevant feedback, and to adjust job demands such that they are
more affordable. The availability of such job resources and the prevalence of
affordable job demands are found to enhance followers’ motivation and health and
consequently is suggested to help them to effectively manage their work and
nonwork roles. Moreover, when job demands are not overly high, employees need
to invest less effort to fulfill them, which will leave them available resources (en-
ergy) to manage work and non-work roles.

On the basis of this empirical evidence, supervisors’ leadership and specific
support for work–life balance are key tools to facilitate social dialogue at the
ground floor. As it has been explained, it is not a matter of negotiating a wide range
of WLPs, but to individually negotiate resources with employees to better manage
their career development. By providing with resources such as trust, autonomy, or
feedback, supervisors stablish the optimal conditions for employees to negotiate
specific work conditions on a daily basis.

Nevertheless, since supervisors may not always be present or willing to facilitate
resource allocation, it is important to examine how employees may take respon-
sibility to create a resourceful work environment for themselves.
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15.4 Empowering Employees to Proactively Manage Their
Career

In this section, we provide with some specific strategies on how employees may get
greater control in their career management. We highlight the relevance of such
strategies to integrate diversity in organizations, focusing specifically on vulnerable
groups.

Social dialogue in the ground floor may constitute an innovative tool for indi-
viduals—specifically for individuals who belong to a vulnerable group—to
proactively create a resourceful work environment to manage their career devel-
opment. Through formal and informal dialogue between supervisors and employees
and between co-workers, individuals, and specifically minorities are allowed to
proactively manage their career development. In this way, employees can com-
plement top-down approaches of job design or provided work–life policies to make
them fit to their own situation and preferences. Dubbelt and colleagues (Dubbelt
et al. 2016) studied proactive strategies that focused on managing the self-domain
(time spend on personal interests) with work (i.e., self-regulation), and strategies
that focused on altering the constellation of job characteristics (i.e., job crafting
strategies). They chose to focus on these strategies, because women, particularly
when they are in a minority position at work, have to compensate for a lack of
resources in the work environment (e.g., Benschop and Doorewaard 2012) and may
benefit from a proactive approach toward resources.

Specifically, Dubbelt et al. (2016) found that women can purposefully maximize
self-work facilitation by using four self-regulation strategies, i.e., prevention focus
(aiming to avoid making mistakes and to fulfill all responsibilities; Higgins 1998),
mastery approach (persistently spend effort and regulate their behavior to achieve
their goals; Elliot 1999), self-goal setting (the formation of personal goals to attain
personal satisfaction or organizational goals; Marques-Quinteiro and Curral 2012),
self-rewarding (e.g., rewarding themselves when individuals achieve their goal,
Houghton and Neck 2002). The value of the personal domain for the work domain
lies in the fact that it may provide employees with energy, motivation, and intention
which can be used at work (i.e., self-work facilitation). These self-regulation
strategies were beneficial for women to experience more daily self-work facilita-
tion, but were not helpful for men. These strategies helped women to focus on the
resources that are available and to ignore the things that are irrelevant for goal
achievement (e.g., Locke and Latham 2002).

Next to self-regulation, job crafting has been studied as a way to increase
optimal functioning of employees in general and women in particular. Job crafting
is defined as making small changes within the boundaries, conditions, and rela-
tionships of one’s job (Wrzesniewski and Dutton 2001) by seeking demands (e.g.,
acquiring new responsibilities), decreasing demands (e.g., combining tasks), or
seeking resources (e.g., asking for feedback) (Petrou et al. 2012). Job crafting is a
proactive behavior, and employees apply it when they feel that changes in their job
is necessary (Petrou et al. 2012). As women have less access to job resources and
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more pressure to manage different roles, they may particularly profit from job
crafting because it will help them to align existing job demands and resources with
their needs such that can function effectively. Dubbelt et al. (2016) found that
seeking challenges was positively related to career satisfaction, whereas seeking
resources was positively related to task performance. Women benefitted more from
seeking resources in terms of higher task performance compared to men, whereas
men’s task performance benefitted more from decreasing demands compared to
women. These findings highlight the importance of proactive strategies that women
can employ to create favorable work conditions for success and to survive (Eagly
and Carli 2007). Through social dialogue at ground floor, employees and specifi-
cally those who belong to vulnerable groups would have equal career development
opportunities. Diverse organizations’ human resource policies (see the Circle of
Inclusion) should be oriented to promote individuals proactive initiatives that have
to be negotiated with supervisors and colleagues to assure diverse career devel-
opment (Arenas et al., Chap. 1 in this volume).

15.5 Conclusion

As it has been explained in this chapter, promoting WLE and reducing WLC expe-
rience should be an organizational strategy to assure diverse career development. In
doing so, organizations need to negotiate WLPs but also promote a work–life culture
to assure employees’ use ofWLPs. The decision to includework–life interaction issue
in social dialogue can be the result of a cost-benefit balance. As we have seen in this
chapter, costs of engaging employees and workers’ representatives in the process of
work–life interaction decision-making are outweighed by benefits, such as increased
diversity.

Some of the available WLPs in organizations can be the result of the imple-
mentation of existing legislation. Law is important to assure basic human rights but
not enough to go deeply into individual employees needs to manage diverse careers.
In this sense, social dialogue with representatives can play an important role to
promote formal work–life support in individual workplaces and in public policy
areas (Firestein 2009). Given social dialogue availability to solve differences via an
information exchange process, employers may ask employees what WLPs would
help them to better integrate work and life roles and negotiate them with
employees’ representatives. First, through collective bargaining agreements, it is
secured that work–family programs are developed and implemented for diverse
workers (i.e., all levels of workers, not only highly valued workers, women, par-
ents). Second, these agreements can promote changes in public policies in going
beyond state legislation.

Since formal benefits and programs are negotiated by workers’ representatives
and employers, it could be assumed that negotiated benefits and programs best suit
to a majority of the employees. However, as it was said before, diverse workforce
implies a wide range of individual differences that have to be considered. Moreover,
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some organizations penalize employees’ career development when WLPs are used.
Therefore, the availability of WLPs does not assure their use. As it was explained, it
depends on supervisor leadership and support, co-workers support, and workplace
work–life norms. In this chapter, we highlight the role of social dialogue to enable
employees to manage diverse career development according to their specific work–
life situation. It goes beyond negotiating WLPs, but to individually proactively
negotiate work conditions with supervisors and co-workers to generate resources.
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Chapter 16
Inclusive HRM in West Africa? Women’s
Religious Congregations in Nigeria

Innocentina Obi and Katalien Bollen

16.1 Introduction

Women’s exclusion in Nigerian leadership is still a reality. Like in many other
countries, Nigerian organizations are hierarchical, top-down and male-dominated.
Although it is known that women are key stakeholders in the development of any
society, including Nigeria (Okafor and Akokuwebe 2015), women usually face
many challenges when it comes to obtaining a leadership position or having a say in
things (Weyer 2007). This long-standing undervalued and under-represented
position of women in different societies and organizations has been globally
acknowledged (Eagly and Karau 2002; Ecklund 2006; Grandy 2013). The same is
true for Africa and Nigeria (Agadjanian 2015; Aina and Olayode 2012; Akubue
2016; Okafor et al. 2011). In this chapter, we focus on Nigeria, being the largest
African society in terms of population and gross domestic product (GDP). In
Nigeria, HRM faces various challenges. Instead of relying on specific HRM pro-
cedures or policies to make work-related decisions, often is relied upon the eth-
nicity, religion and gender of the person at hand (Fajana et al. 2011) with clear
consequences for female leadership. Until now, gender issues are not yet a point of
attention in many Nigerian organizations (Nwagbara et al. 2012; Olufemi and
David 2011). This is largely due to a patriarchal culture, male chauvinism and
anarchy which are present in Nigeria (NGP 2007; Okeke 2017). This is also
reflected in women’s under-representation and male dominance in leadership
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positions (Anigwe 2014; Olojede 2004; Olowe 2001). Given this situation, a key
question is how to empower Nigerian women. How can women gain influence in
overall society and specific organizations, and realize their full potential without
feeling threatened? We explore these questions in this chapter. We start with a short
overview of the Nigerian background.

16.2 Nigerian Context: An Overview

Nigeria is located in sub-Saharan West Africa. It is the most populated country in
Africa, with a rapidly growing population of approximately 192 million inhabitants
in 2017. Nigeria embeds many different tribes and subcultures, and women’s rights
and opportunities have been undermined economically, socioculturally and politi-
cally in both public and private spheres (Okafor et al. 2011). Nigeria is made up of
more than 250 ethnic groups with Christian and Muslim religions in the
south-eastern and northern parts of the country respectively. Compared to Western
societies, religion is much more central to African people including Nigeria. In
2017, Nigeria remains Africa’s largest economy. The Nigerian labour force is made
up of approximately 55 million people, with 70% working in agriculture, 10% in
industry and 20% in services.

Although there exists a strong economic track record, poverty remains signifi-
cant in Nigeria. One of the things that may account for this is the poor investment in
education. In Nigeria, an estimated 9 million children have never gone to school.
And when they go to school, 40% of primary school teachers are unqualified, and
80% of the students do not have textbooks. Especially girls do not have the chance
to attend classes. In Africa, around 30 million girls are denied the basic human right
to education. This has also affected women’s participation as full political citizens
in Nigerian society and may explain why the male literacy rate (69.2%) is signif-
icantly higher than the female one (49.7%). Instead of going to school, women get
married at a very young age.

Consequently, men dominate the political arena. For example, since the recent
Nigerian elections, women hold only about 20 out of 360 seats in the House of
Representatives, and seven out of 108 seats in the Senate, which can account for a
total of 5.7% female representation (Agbalajobi 2010). Once operating in this
political arena, these women often encounter many barriers including harassment;
threats, violence. Also in the Nigerian Federal Civil Service, 76% of civil servants
are men while only 24% are women (CIDA Nigeria GSAA 2006).

Since its independence in 1960, Nigerian women have continuously strived to
gain equal rights and opportunities. This is reflected in laws, however, hardly in
daily reality. For instance, the ministry of women affairs created in 1989 with the
aim to review substantive and procedural laws that affect women (Usman 2005), is
not functional in reality. This implies that till date, Nigerian women are discrimi-
nated and marginalized in politics, overall decision-making processes and leader-
ship positions (Anigwe 2014; Chuku 2009; Nebolisa 2009). Nowadays, the position
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of Nigerian women is strongly debated especially in relation to their access to
different types of leadership positions (e.g. Okafor and Akokuwebe 2015).

There are several factors that make it difficult for Nigerian women to progress
and take up leadership: First, the Nigerian culture can be characterized as a high
power distance culture (Hofstede 1980, 2017), meaning that people in position of
formal hierarchy (especially men) are overly respected and listened to. As such,
hierarchy, which has been bureaucratic, reinforcing authority of top management,
has negatively influenced women’s roles in Nigerian organizations (Okeke 2017)
but may also have hindered social dialogue. Because in Nigeria, there is no tradition
of social dialogue between employers and employees who could have defended, for
instance, the rights of female employees. Second, many studies indicated the
patriarchal nature of Nigerian society as one of the key factors militating against
women’s participation in management and leadership roles (Agbalajobi 2010;
Mathur-Helm 2005; Okafor and Akokuwebe 2015; Omotola 2007). As such,
Nigerian cultural values have barricaded women from participating in political and
leadership positions (Awofeso and Odeyemi 2014; Okeke 2017). Instead, many
wives are battered by their husbands and widows dehumanized through which they
lose self-confidence and end up in silence in both private and public spheres (Aina
and Olayode 2012).

On an economical level, it is for women much more difficult than men to get
access to land and credit facilities. Consequently, women are at higher risk to end
up in poverty (Mathur-Helm 2005; Omotola 2007). When at work, Nigerian women
often encounter difficulties since the notion of inclusive human resources man-
agement (IHRM) is hardly on the agenda (Olufemi and David 2011). Studies have
also found that the practice of HRM in Nigeria is day by day becoming more and
more challenging (Ovadje and Ankomah 2001; Fajana 2009; Fajana et al. 2011).
Female managers face strong negative stereotypes and are mostly perceived and
described as lacking self-confidence, emotionally unstable, uncritical, inconsistent
and perceived as displaying almost no leadership skills, compared to male managers
(Okafor et al. 2011).

Olufemi and David (2011) advocate affirmative actions, which implement equal
opportunities for minorities including women. Barriers include strong gender
stereotypes (Okafor et al. 2011; see also Peeters et al., in this handbook) and lack of
women’s access to resources (Aina and Olayode 2012; Usman 2005). It is clear that
gender roles constitute one of the major constraints of women’s access to leadership
positions in Nigeria (Olojede 2004; Olowe 2001). It can be said that women in
Nigeria are marginalized in almost all aspects of public life (Alyssa 2002; Okafor
and Akokuwebe 2015). And, what is even worse, women often do not know their
rights under the international and local laws (Nebolisa 2009).

In such a context, the notion of inclusive human resources management which
focuses on how to make sure that different types of groups are able to work in an
integrated way in the workforce is far away. In such cases, the starting point might
be how to create a safe working environment for relatively deprived and
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discriminated groups, so that they can claim their rights and equality can be built in.
Examples of these are communal forms of working, often seen in agriculture,
worker-owned organizations or cooperation in which communities are formed. We
elaborate here one such a traditional form.

16.3 Female Religious Congregations as Inclusive
Organizations

One way to realize equality, gain influence and create a safe workplace in a
complex country as Nigeria, is to come together and to develop an organization
based on values of inclusion. Nigeria has shown over the past 80 years a steady
increase of mostly indigenous women’s (and also foreign) religious organizations.
For example, two indigenous women’s religious congregations were founded in the
1930’s and Missionary Sisters from Ireland came to Nigeria more than three dec-
ades before Nigerian independence in 1960. These sisters improved largely the
livelihood of girls through a network of schools for teacher training, nursing and
technical instructions. Although these organizations were thriving, there was still
need for more.

Shortly after Nigeria got her independence in 1960, a female indigenous orga-
nization was founded in the southeastern part of the country. This religious order
started with a small group of young women. Nowadays, the organization consists of
more than 1000 professed women (Rev. Sisters) living and working across all the
continents of the globe. Our study is based on this organization, whose members
not only contemplate God in prayer but also engage in societal development
through investing in female leadership, empowerment and inclusive practices. The
organization defines a strong mission to contribute to society. This can be observed
in their inclusive human resource management present in their community life and
works—care of the poor and needy, education, different forms of health care and
pastoral works, both in their own established institutions as well as in (non-)
governmental institutions. In this chapter, we focus on the leadership of this
organization and how the organization fosters inclusiveness through female
leadership. Although our study only focuses on this specific organization, we
believe that our results are very relevant since other indigenous Nigerian religious
organizations show comparable patterns and in Nigeria we observe many similar
religious ‘start ups’.

Typically, sisters (as these religious women are usually addressed) live together
in religious communities (Njoku 2014) and have their job in society, either directly
employed by their organization, or by others such as education and health care. The
local communities (where they live) are relatively small. The size varies between 2
and 30 sisters living together. In each community, one of the sisters is appointed as
formal local community leader. Sisters can be active in leadership roles in the job
they fulfil, for example in the management of schools, hospitals, pastorals, elderly
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and foster homes. Sisters, both leaders and members, are typically ‘a sister among
the other sisters’ in the community. A leader in the community is perceived as ‘first
among equals’. This reflects the core value—equality.

One of the aims of this organization is to be a learning organization—where
people consistently maximize their potential, new and extensive thinking are fos-
tered, and people stimulated to learn together (Senge 2006). The organization can
be characterized as a servant-led organization that endeavours to empower women
by supporting the development of their leadership competences and other essential
skills to face the challenges of the changing world. As an inclusive organization,
this organization employs workers, both women and men from diverse back-
grounds, who work both within their communities (domestic staff) and in their
institutions (staff at different levels). They have approximately 400 teaching staff in
nursery, primary, secondary and vocational schools and hospitals. They employ
about 150 domestic staff working in different areas in their various communities and
institutions (e.g. cleaners, drivers, gardeners, chefs). Here, inclusive policies are
key.

New members or candidates that wish to join this organization apply both in
writing and in person. The most important aspect of recruitment in this organization
is that there is no segregation when it comes to ethnicity and religion. Even though
it is a female organization, men are welcomed and can join the specific ‘brother
organization’. The majority of the candidates that join this organization have no
higher educational qualification but they will be given the opportunity to develop
their competences to the highest level. This implies that lack of education is no
barrier to recruitment and selection in this organization. These lines of thought
depict the ways through which this organization promotes inclusiveness.

16.4 Leadership and Dialogue Within this Women's
Religious Organization

Typically, leadership for this organization is a synonym to service.

16.4.1 Election of Leaders and Social Dialogue

The organization has three levels of leadership—the central administration, the
regional level and the local community level. Election of the general leader
(GL) takes place during the six-yearly General Chapter. The General Chapter
(GC) is a general assembly that is typically composed of delegates from all groups
of sisters within the same congregation. Its aim is to review the state of affairs of the
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organization and to make a decision to embrace a specific direction for the con-
gregation for the next 6 years. The election of the general leader and the general
councillors that make up the central leadership team then follows. The main
function of the central leadership team is to help navigate the decisions of the GC
and other organizational affairs. All professed sisters participate in the election of
the general leader through voting. The candidate to be elected must meet the
required organizational criteria for leadership; especially, the need to have com-
pleted certain number of years as a member of the organization and must not be less
than 35 years of age. Chapter Delegates (CDs) are elected from each group of the
sisters from the first group (foundation members) through the youngest professed
sisters. The CDs attend the GC during which they elect a GL from the already
elected sisters. They also elect the general councillors that make up the central
leadership team as we have already mentioned. The office of the central leadership
team lasts for six years but any of them may be re-elected, however, not imme-
diately for the third time. So, essentially the structure is democratic, where sisters
regularly elect their representatives, their leaders and collectively decide on
strategic issues. Though it needs to be mentioned that this form of representatives is
quite different from western models of employee representation (Euwema et al.
2015). In some ways, the influence of the representatives is here even larger.

The election of the regional leaders and their councillors takes place in different
regions and all professed sisters also participate in this election as above. However,
there is neither a GC nor chapter representatives in this regard. The regional leaders
and councillors make up the regional leadership team, and there are at the moment 6
regions in this organization. The office of the regional leadership team lasts for three
years, although any of them may be re-elected but not immediately for the third
time. The GL with the consent of the team appoints a local leader for the local
communities. The local leader and the sisters in the community form the local
leadership team. In some cases, the regional leader may also appoint the local
leader. The office of the local superior lasts three years. She can also be
re-appointed but not immediately for a third time. The election of different lead-
ership teams in this organization is done by the sisters themselves (the immediate
members of the congregation) and not by any external body or group. Remarkably,
the central leadership team and even the GL will step down after 6 years and move
to different assigned communities. The same is applicable to other leaders at dif-
ferent levels.

16.4.2 Purpose of Leadership and Leadership Structure

The main purpose of leadership for this organization is rooted in service, towards
building and rebuilding solid community of members holding values such as
mutual respect, affection and reciprocal confidence. Leadership in this organization
is structured to embrace the values of authority (ability and influence), subsidiarity,
shared responsibility, service and accountability (responsibility). One may argue
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that these leadership values are mostly rooted in relational, person oriented, ethical,
follower oriented and servant leadership style.

Authority

Authority for this organization is the leader’s ability to promote the common good
of the members. Authority enables the leader to be an inspiration to the sisters and
influences the sisters to embrace their vocation of service to humanity with renewed
zeal, compassionate love and vigour. Most importantly, authority in this organi-
zation is typically exercised in dialogue and in shared responsibility. The process of
dialogue will be discussed in detail later on. Dialogue for this organization
encompasses adequate and effective information, active participation in delibera-
tions and discussions and gearing towards better decision-making. Thus, the general
leader is usually able to influence the deliberations and negotiations towards a
common goal.

Subsidiarity

The principle of subsidiarity is pragmatic. The higher authority will always be clear
about the responsibility of each level of leadership for the sake of order and
common good. In other words, the value of subsidiarity is respectfully practiced so
that the higher leadership may not take up a responsibility that could be carried out
by a lower level leadership unless the common good requires it. The principle of
subsidiarity, therefore, requires reliable, unvarying, truthful and coherent commu-
nications, dialogue, clear information and trust. Furthermore, with the principle of
subsidiarity, the leader creates personal autonomy (responsibility), clear goals and
empowerment. With these potentials, the principle of subsidiarity makes explicit the
respective quality of each organizational member and each community. The prin-
ciple of subsidiarity implies decentralization of authority, collaboration, and
teamwork to prevent potential conflicts in the organization.

Service and accountability

Leaders are committed to serve their members with sense of responsibility in the
community. Both the local leader and the members embrace each other in service
through humility and cooperate with each other towards their common goal. Every
service is rendered with due and responsible accountability, which involves
transparency and clear goal definition.

Shared responsibility

Shared responsibility consists of delegating roles and responsibilities to the sisters.
Sisters are expected to exercise their right and duty towards formation of policies
that relate to their own living. These values are expected to serve as a springboard
towards the development of leadership competences within and outside the orga-
nization. Thus, these female leaders also promote inclusivity in this organization.
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16.4.3 Social Dialogue

Social dialogue in this organization consists of sisters’ participation in leadership
and involvement in decision-making towards a common good. In the local com-
munities, each sister participates in social dialogue. The community members (the
leader and the sisters) meet at least monthly to discuss pertinent issues that concern
them. These issues include crucial community affairs, life and works, projects and
other vital issues bothering the local community. The local leader represents the
concerns and opinions of the community to the larger organization.

Sometimes important issues surface at the central level that need the contribution
of each member; in this case, the message is circulated with high importance for
immediate attention. For example, prior to the GC (usually a year), the central
leadership team compiles various issues that are pertinent to the organization and
forward them to each local community for deliberation and feedback. Sisters’
deliberation and feedback form the key deliberations of the GC. Social dialogue
embraces discussions on the following key areas: the founding spirit and charism of
the organization, organizational policies and decisions, leadership and administra-
tion, work, lifelong learning and development, formation, etc. Usually, the com-
munity members discuss these issues and send their feedback to the organization
through their local leader or any other sister that the leader may delegate. Through
social dialogue, the members of this organization feel part of the organization and
practice leadership which prepares them for potential leadership positions.

Notably, respect for each sister is more visible during social dialogue. Sisters
respect each other’s points of view and respectfully assert or express their points
when needed. Leaders also let the sisters understand that their contributions count.
Fair treatment towards each sister is the key to justice and trust. Social dialogue of
this sort is rare in Nigeria. Furthermore, members of this organization have equal
access to opportunities and resources and, as a result, can contribute devotedly
towards the success of the organization.

16.4.4 Further Education and Development of Leadership
Skills

Education is a very important aspect of this organization through which it promotes
inclusion. The organization provides sisters the opportunity for optimal learning,
developing and upgrading their academic know-how. It is believed that education
provides sisters the opportunity to acquire skills to face the complex society. Sisters
are therefore trained in sound quality education. The organization promotes lifelong
learning as a key competence for leadership. A recent study (Obi and Euwema
2017) shows that there is a strong positive relation between length of membership
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in this organization and level of education, with many sisters achieving academic
degrees, varying from bachelors and masters to Ph.D.’s. Although this venture is
rather expensive, each leadership team of the organization finds it pertinent and
worth investing in. This is in contrast to the overall Nigerian opinion.

16.4.5 Servant Leadership as a Concept to Realize Inclusion

Servant leadership aims primarily at service to the followers’ needs and interests
(Greenleaf 1977; Patterson 2003, 2010). These needs include building strong
competences such as listening skills, empowerment, stewardship, community
building, conceptual vision and building relationships (Coetzer et al. 2017; Liden
et al. 2008, 2015; van Dierendonck and Patterson 2015). The concept of servant
leadership shows many similarities with the concept of leadership as viewed by this
organization and evident in their leadership structure above. For this organization,
formation is an ongoing lifelong process that influences all aspects of human life
and stimulates nation building. Developing leadership competences is an important
element in this respect. Servant leadership, more than other related leadership styles
(e.g. transformational, ethical, spiritual and authentic leadership), is follower ori-
ented (van Dierendonck and Patterson 2015).

The choice for the servant leadership paradigm by this congregation is informed
by its aim to promote inclusiveness through women’s leadership and by the current
demand of leadership that is relational and person oriented, pro-social, ethical,
authentic and spiritual and above all, follower focused (van Dierendonck 2011;
Liden et al. 2015; Parris and Peachey 2013). It is also mostly informed by the
servant leadership functions knotted with its respective objectives, characteristics
and competences (Coetzer et al. 2017; Malingumu et al. 2016; Sousa and van
Dierendonck 2017; Spears 2010) that gear towards love, reconciliation, respect,
equity and fairness of every individual. Servant leadership skills have been out-
standing and more closely related to virtues and characteristics that are usually
linked with women (Emmerik and Euwema 2009), which are catalyst for inclusion
practices.

This organization develops leadership competences in their sisters through
training in servant leadership characteristics: listening, emotional healing, creating
value for the community, conceptual skills, compassionate love, empowerment,
helping followers grow and succeed, putting followers first and behaving ethically
(Liden et al. 2008, 2015; van Dierendonck 2011; van Dierendonck and Patterson
2015). These qualities are the core vehicles towards inclusion in practice.

Worthy of note is that this organization embraces community living as one of its
core values and strives daily towards building and rebuilding it, with a view to
building the wider community through these sisters. Building community is one of
the major characteristics of servant leadership. According to Greenleaf (1977):
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All that is needed to rebuild a community as a viable life form for large numbers of people
is for enough servant leaders to show the way, not by mass movements, but by each servant
leader demonstrating his or her unlimited liability for a quite specific community related
group (p. 53).

The female leaders in this organization promote inclusiveness through developing
many female servant leaders in order to build the Nigerian nation.

16.5 Conclusion: Servant Leadership as a Way
to Promote Inclusion

Leaders of this organization are aware of the fact that they have been elected by
their sisters to serve them. Hence, they are all sisters with equal rights and corre-
sponding responsibilities in the organization. The leaders, therefore, approach their
members with a sense of equality, respect and fairness. This implies that, although
some sisters among them are leaders, they are all sisters among themselves. In this
organization, every sister has equal rights to the resources of the organization. For
example, sisters take education in turns. Those that are competent and interested in
vocational skills and other important competences are trained in that line. Equality,
respect and fairness for this organization depend not only on counting every sister
but also demonstrating that every sister counts.
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Chapter 17
Showcase—Creating Inclusive
Organizations: The Case of CIEE,
a Nonprofit Study Abroad
and Intercultural Exchange Organization

Jaime Ramirez-Fernandez and Jimena Ramirez-Marin

17.1 Introduction

The Council on International Education Exchange (CIEE) is the oldest and largest
US nonprofit study abroad and intercultural exchange organization. This organi-
zation operates in 45 countries around the globe, employing nearly 800 people
worldwide. The international exchange programs are bidirectional, including US
students studying at overseas campuses and study centers, and international stu-
dents traveling to the USA for either academic programs or cultural exchange
programs at American organizations. Information reveals that in 2016, the orga-
nization brought over 30,000 participants into the USA, and over 12,000 students
and participants overseas on various CIEE programs. In the last 10 years, more than
350,000 students have benefited from these programs.

After Dr. James P. Pellow became President and CEO in June 2011, the orga-
nization experienced tremendous growth in all its areas and departments with the
objective of expanding access to internationalization by providing opportunities for
increasingly diverse people in a growing number of locations. In only four years
(2012–2016), the number of US-based employees increased by more than 50%.
Despite the lack of a formal system for workplace representation (a trade union),
CIEE has decided to commit to diversity and inclusion strategies internally as well
as support every single employee, no matter his or her position, location or cultural
background, as it grows and continues to expand access and success for diverse
students.
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Dr. James P. Pellow was interviewed for his commitment and thoughts on
diversity and inclusiveness at CIEE. As the fourth president and CEO in the
organization’s history, Dr. Pellow previously spent 20 years at St. John’s
University in Queens, New York, where he served as executive vice president and
chief operations officer. With a doctorate in education from the Graduate School of
Education at the University of Pennsylvania, Dr. Pellow also received an honorary
doctorate from Kokushikan University in Japan for his commitment to global
programs and international cultural exchanges. Dr. Pellow is completely aware that
success is only possible if everyone is on board, especially leaders who are in a
position to transmit values by encouraging people to participate and commit
themselves to their teams as he exposed:

If you want an open and inclusive work environment, you need to have leaders
who believe that this is vital. If they don’t really believe, you will not get the
environment you seek. So, the key is to ensure you are picking leaders that share
your values. It’s that simple, and that complex, all at the same time.

Inclusion requires attention, intention, effort, and ongoing learning. The role of
CIEE leaders is vital in that process. CIEE leaders need not only to believe
that inclusion is essential to the organization, but also to engage to openly com-
municate the importance of inclusion, diversity, and their benefits. They need to
believe that their role is the key to create a climate in which differences are explored
and valued. They need to commit to support others in being themselves; therefore,
they do not have to hide their valued identities. Becoming culturally competent will
enhance leaders to learn and appreciate different cultures, races, religions, and
backgrounds represented at CIEE.

CIEE is not only working to recognize the potential benefits of its multicultural
workforce but also to create a more inclusive work environment, giving voice to
employees in all levels of the organization. The CIEE initiatives to be presented in
this showcase are based on inclusion through intercultural development and fos-
tering recognition and respect for the voices of all employees.

17.2 Organizational Characteristics. The CIEE Difference
in Employment Relations

“The CIEE Difference” is comprised of the qualities that differentiate CIEE from
other international education organizations. We emphasize, in this section, the
CIEE differences that are aimed at promoting diverse and inclusive employment
relations. Budd (2004) proposes efficiency, equity, and voice, as basic mechanisms
through which organizations can build appropriate employment relationships.
Efficiency is defined as the effective, profit maximizing use of scarce resources, and
it captures concerns with productivity, competitiveness, and economic prosperity.
Equity entails fairness in both the distribution of economic rewards and the
administration of employment policies. Voice is the ability of employees to have
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meaningful input into workplace decisions (Budd 2004; Gartzia et al. 2016).
CIEE’s strategies are aimed at promoting efficiency as a standard of business
performance, equity as a standard of treatment and voice as a standard of employee
participation (Budd and Colvin 2008).

A summary of the CIEE employment relations strategies will be presented in the
following paragraphs. With the aim of improving efficiency, equity, and voice,
CIEE prohibits discrimination on the basis of race, color, religion, sex, age, national
origin, sexual orientation, gender identity or expression, disability, veteran status, or
marital status.

Indeed, CIEE’s mission has been to develop and deliver international programs
and support services to help people gain understanding, acquire knowledge, and
develop skills for living in a globally interdependent and culturally diverse world
since 1947. As a result, applications by ethnically diverse and underrepresented
groups are strongly encouraged for any job opening position. In this sense, CIEE
has specifically exceeded in the areas of recruitment and selection, and socializa-
tion and training.

Recruitment and selection: CIEE is a very diverse organization with roughly
50% of the staff hired internationally across more than 45 countries—Male 34%
and Female 66%. As a multicultural corporation, the recruitment, hiring, and on
boarding policies in these many countries have been oriented to attract and retain
local employees for the different CIEE Study Centers operating worldwide. While
the majority of the overseas workforce has been locally hired in Europe (45%),
Latin America (21%), Asia (15%), Africa (10%), Middle East & North Africa (8%),
and Australia (2%), the US headquarters is only slightly more diverse than the
majority of other organizations in its location, Portland, Maine, as it was exposed in
an interview with the CEO and President James P. Pellow:

Our organization is dedicated to finding the very best employees, especially
those with diverse backgrounds who can enrich our efforts to fulfill our mission. At
times, we have difficulty recruiting diverse employees, especially in Portland, ME,
where our HQ is located, and so we go the extra mile in several ways. One example
is opening domestic administrative offices in Boston and Washington, D.C. to
broaden the pool of candidates for domestic employees. In Boston, after just
6 months, we have 12 employees including four employees who are Iranian,
Pakistani, Haitian-American and Slovakian, seven women and five men, each of
whom has excellent technical skills and a highly diverse personal story that enri-
ches our effort to fulfill our mission.

Maine, a state of the northeastern USA, has a predominantly white population
(94.9%) and a smaller proportion of racial minority populations compared with the
nation (The US Census Bureau, 2015). According to the information provided to
the Equal Employment Opportunity Commission (EEOC), CIEE is mainly white
(85%); however, the Hispanic/Latino (4%), Asian (3%), and Black identities (1%)
are also represented.

As CIEE keeps its commitment to fostering a more diverse and inclusive culture
based on excellence, integrity, respect, collaboration, and innovation, the use of all
pre-employment inquiries that disproportionately screen out members of minority
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groups (Are you a US citizen? What country are your parents from? What is your
native language? What religion are you?) or members of one sex (How many
children do you have?) has been excluded from CIEE employee recruitment
interviews, following the USA and Equal Employment Opportunity Commission
(EEOC) guidelines on discrimination. Disability-related questions are also pro-
hibited, following the Americans with Disabilities Act (ADA). Under the ADA, an
employer cannot lawfully ask an applicant whether he has a particular disability or
ask questions that are closely related to a disability. Questions that disclose age
(How old are you When did you graduate from high school) are also not allowed,
following the Age Discrimination in Employment Act (ADEA), since they tend to
deter older applicants, and may result in age discrimination.

Socialization and training: In 2007, CIEE consolidated all headquarters
activity in Portland, Maine. The organization settled on building a new facility in
the heart of the Old Port, the city’s historic center. The five-story facility includes
wide open spaces for meeting, interacting, and socialization among colleagues.
However, socialization is no longer limited to coffee with coworkers or eating lunch
with your team. CIEE is aware that socialization takes on new forms outside the
workplace, and consequently, has promoted several social initiatives outside of the
workplace, such as the “CIEE Cultural games” or the “CIEE Olympic games,” to
promote knowledge sharing, team bonding, and a larger sense of community.
Dr. Pellow stated:

We have a robust set of colorful socialization activities from monthly
Stammtisches, to Halloween parties, to Culture Games, to company parties and
picnics; we also have significant training programs. Another example of our
inclusiveness is our program of corporate social responsibility which includes a
series of partnerships that embrace people from different backgrounds and cul-
tures. One prime example is our partnership with the University of Maine School of
Law and the Justice for Women Lecture Series. Each year for the last six years,
CIEE sponsors the travel expenses for an exemplary world female leader to visit
Maine and share their story of success. Our speakers have hailed from Botswana,
Liberia, Afghanistan, India, Zimbabwe, and Malaysia. This sends a very big
message to the entire company on what we value.

CIEE works to create more formal collaborative opportunities for employees
such as the “Visioning Initiative” and the “Employee Intercultural Development
Program (EIDP)” to promote personal and professional growth and serve the
organization to achieve greater levels of employee welfare and productivity. For
instance, the intensive three-month Visioning Initiative engages a diverse cross
section of 30 high-performing CIEE staff that supports and informs CIEE’s strategic
plan. Consistently, over 100 talented staff from across the organization, located
domestically and overseas, volunteer to participate in this initiative. This robust
response demonstrates a profound and broad-based commitment to CIEE and an
investment in its future.

Over a three-month period, three “Visioning teams” meet concurrently to
explore crosscutting themes that represent potential challenges and opportunities for
CIEE in the coming years. During this time frame, each team meets, brainstorms
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ideas, reviews data, and recommends actions that correspond with each team’s
topic. These recommendations may identify an expansion of best practices or
business activities, strategies for confronting emerging challenges, or the launch of
new programs or services. Teams present dynamic and visually engaging final
reports to a senior management panel at the close of the initiative. Later, Visioning
teams also present to their coworkers. Several of the recommendations and ideas
that were presented by the 2016 Visioning teams were discussed, analyzed, and
debated by the CIEE executive management team. While some of these ideas were
transformed into more complex projects to be developed by the group of CIEE
Summer Alumni Interns, others have been already implemented. In 2016, for
example, CIEE launched the CIEE Mentorship and Apprenticeship Program (CIEE
MAP), an idea put forth by a Visioning team, that allows interested staff to find
mentors or teachers, based on interests, skill levels, and experience. As a result of
the work of the dedicated Visioning teams, many new ideas and projects were
included in the CIEE 5-year Strategic Plan 2016–2020.

CIEE is also committed to intercultural skill-building as part of its training plan
for all employees in order to bolster cross-cultural competency and inclusive
leadership skills. For example, CIEE launched the Employee Intercultural
Development Program (EIDP) to train every CIEE employee worldwide on core
intercultural skills in order to advance CIEE’s mission:

Our company-wide commitment to the Employee Intercultural Development
Program (EIDP) is one of the main examples that CIEE is dedicated to its founding
purpose and guided by its core value of respecting all people. This is a two-day
workshop for every employee worldwide designed to develop a baseline level of
knowledge and ability in intercultural communication skills and competencies. The
concept is simple: Our core mission is to bring together people from different
countries, cultures, customs, religious beliefs, and lifestyles through high quality
exchange programs that will teach participants the beauty of our differences (and
how to respect those differences) as well as the many ways in which we are all
similar (and how we humans are all interconnected). To live that mission suc-
cessfully, we believe that everyone needs a base level of competency and vocab-
ulary in intercultural communications and understanding. After nearly three years,
we have certified nearly 90% of our global workforce.

The EIDP is an experiential training and development program designed to
increase intercultural competency and the ability to work effectively and appro-
priately across cultural differences. The EIDP is intended to provide employees
with the skills to achieve organizational goals, whether communicating with staff
across the world, within Study Centers, or with diverse students from sending
institutions. In order to become an inclusive organization, CIEE aims to provide its
employees with the skills needed to view and respect their colleagues and clients as
whole persons with different or similar identities. The learning outcomes of EIDP
are to increase cultural and personal self-awareness; increase awareness of others;
learn to understand and manage emotions in the face of ambiguity, change, and
challenging circumstances and people; and bridge cultural gaps by learning to shift
frames and adapt behavior to different cultural contexts. It is required for all
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full-time CIEE employees (including USA and international staff). The groups are
designed such that each cohort consists of maximum 24 employees, with diverse
representation of departments, roles, tenure, and locations.

Each course is facilitated by twoCIEE Intercultural Trainerswho have completed a
comprehensive Train-the-Trainer program. Trainers are employees who showed
strong interest in the initiative, demonstrated qualities associated with intercultural
competence (such as curiosity and the ability to perceive experiences from multiple
perspectives), and communicated a desire to support the idea of diversity and social
inclusion. A group of 25 staff members were nominated as training corps and com-
pleted a one-year train-the-trainers certification program. These staff members have
committed to delivering the multi-year training series that integrates employees from
all levels, all divisions, and all countries. The content of the course is based on a
customized intercultural communication program and in collaboration with an
intercultural consultant, the CIEE HR team, and employees with prior experience
teaching intercultural communication and interest in the project. Employees complete
all components of the program over the course of several weeks, although the par-
ticipation in the three-day training program represents the core of the experience. The
workshops take place all over the world. By March 2017, a total of 30 training
programs had been organized and over 90%of staff with at least one year of tenure had
participated in the program. While English is the primary language of instruction, a
few workshops have been offered in local languages. For example, the workshop
organized in Santiago, Chile, was offered in Spanish to open the EIDP to those
employees lacking English competency. Creating these workshops in the native
language of a number of employees had a significant impact on employees’ sense of
inclusion and value for their unique linguistic and cultural contributions.

CIEE is also implementing new features in several other areas such as perfor-
mance appraisal and compensation, and developing careers. CIEE pays special
attention to the relationship between itself as a large organization and its individual
employees with the belief that this bond must be a mutually supportive association
in which each party contributes in specific ways to the success and development of
the other. The CIEE Employee Relations Plan begins prior to employment, as the
interview process helps a prospective staff member and his/her future supervisor to
establish a mutual understanding of the nature of the organization and the new staff
member’s role in securing its success. This process continues when the new
employee first reports to work with a comprehensive orientation and training
program, and is then reinforced on an ongoing basis through discussion of goals
and expectations, regular feedback between each staff member and his/her super-
visor, and formal performance evaluations at specified intervals.

At CIEE, feedback is continuous and mutual. Staff members and supervisors
have both formal and informal opportunities to help each other in various ways
through coaching, suggesting new approaches to ongoing tasks, and providing
constructive feedback. Performance Assessment is a formal assessment of the entire
year’s work conducted at the end of the fiscal year, which involves both verbal and
written communication. In terms of fair compensation, CIEE respects region, job
function, and industry-specific salary benchmarking information on an annual base.
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The use of salary tables or formulas helps the organization to neutralize negotiation
skills when determining an employee’s salary and, thus, avoid penalizing those who
lack negotiation skills. Studies have shown that women are unfairly affected by
salary negotiation practices when it comes to negotiating for themselves, yet excel
at negotiation on behalf of others. The CIEE Performance Assessment process
enables the organization to deactivate that penalization and deactivate the possi-
bility of gender discrimination.

Maintaining a work environment free from unlawful discrimination or harass-
ment based on sex, sexual orientation, race, color, religious creed, national origin,
ancestry, age, disability, and any other category protected by law is imperative for
CIEE. CIEE prohibits such harassment, whether at the office, in outside work
assignments, at CIEE-sponsored social or nonsocial functions, events, or programs,
or after work hours and off company premises. Should such harassment occur,
CIEE takes appropriate corrective action to prevent its continuation or recurrence.
Moreover, CIEE does not permit retaliation of any kind against anyone who
complains about harassment or participates in good faith in an investigation of a
harassment complaint. The CIEE anti-harassment policy is an essential part of the
CIEE new hire orientation and stated in the CIEE employee handbook. In fact, all
CIEE US-based employees are required to complete an online ergonomics and
anti-sexual harassment video and quiz. In addition, each CIEE employee with
individuals under his or her supervision has a duty to maintain a workplace free of
harassment and to assure that each individual under his or her supervision is aware
of CIEE’s policy on harassment and the policy’s Harassment Resolution Procedure.

CIEE is today a Safe Place for all—is perhaps what we offer most richly due to
our embracing the tenants of EIDP and mutual respect for all people from all
backgrounds.

CIEE is committed to helping every staff member excel through a staff devel-
opment program, which includes formal training and assistance components, as
well as informal coaching, brainstorming, and sharing of ideas. In terms of gender
diversity, the organization has excelled in employing and promoting women into
management positions. Today, there are 33% more women in senior management
positions at CIEE than the 2016 DiversityInc Top 50 Companies for diversity
worldwide. Compared to US companies overall, CIEE has 43% more women in
these positions according to the information published by Diversity Inc in April
2016, as it was stated by Dr. Pellow:

As many as 30–35% of open positions are filled by internal candidates, pro-
viding a sound path of promotion and internal transfers to different departments.
Recruiting internally was discouraged by 2011 and now is considered a part of
what makes CIEE attractive to young professionals. The most important attribute is
to promote based on skills and achievement, which at times will lead to an internal
promotion (remember that 2/3 of CIEE employees are women), and at times will
lead us to an external candidate with exemplary skills. Four of my five senior team
members are women and each is excellent at what they do.

With a majority of female employees (66%), many of them part of the Executive
Management Team as mentioned previously, the organization is aware of the
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importance of maintaining a work-life balance and has established a series of
special holidays in order to contribute to such balance including but not limited to
winter Fridays off; summer Fridays off; birthdays off; day of service; etc. Moreover,
some employees have been granted flexibility to work remotely based on their
family situation.

We have added a lot of flexible work arrangements to allow young parents the
flexibility to balance life and work; we’ve added vacation days during major
holiday periods and offer staff flexible Fridays to take off during the summer and
winter months. Many CIEE staff leave to pursue family or different career options
and return to CIEE with a positive welcome from staff and peers.

17.3 Conclusion

CIEE has experienced tremendous growth in all its areas and departments with the
objective of expanding access to internationalization by providing opportunities for
increasingly diverse people in a growing number of locations in only four years
(2012–2016). As discussed, CIEE is committed to diversity and inclusion strate-
gies. There are several initiatives that intend to create a more inclusive work
environment, giving voice to employees at all levels of the organization, as well
as several ongoing initiatives to improve the current scenario according to the CEO
and President James P. Pellow:

The most important efforts underway to improve our employee skills and com-
petencies are (1) recruiting more broadly than the Portland, ME, area to secure
senior management, IT skills, marketing skills, and sales skills; (2) working hard to
recruit diverse candidates that bring a new and rich perspective to our work which
is more important than ever as our participants are becoming more and more
diverse; and (3) developing a rich training program around skills that matter most
to employees to do their jobs, which requires listening to employees share what is
holding them back.
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Part III
Turning the Wheel of Inclusion



Chapter 18
The Circle of Inclusion: From Illusion
to Reality

Donatella Di Marco, Alicia Arenas, Martin C. Euwema
and Lourdes Munduate

“About 12,000 doctors trained in European countries could quit the UK because
they feel less welcome following the Brexit vote, according to a survey of overseas
medics. […] The British Medical Association’s findings are based on a survey it
undertook of 1193 European Economic Area doctors working in the UK. When
asked if they were thinking about leaving the UK following last year’s referendum
vote, 500 (42%) said yes, 309 (26%) said no, 278 (23%) were unsure, while the
other 106 did not answer” (The Guardian 2017, February 23).

“Immigrants are the backbone of this country and the heart and soul of the service
industry. Without them, our small businesses would crumble. They are also part of
our family here at Little Red Fox, and I, too, am worried about their future under this
administration” (Matt Carr, owner of the Little Red Fox restaurant in Washington,
D.C, CNN, 2017, February 17).

18.1 The Long Journey to Inclusion

Diversity in the workforce, societal changes and social dialogue have been the
drivers of the long journey to inclusive organizations. We are seeing that societies,
labor markets, and work relationships face fast changes, and several dynamics are
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shaping a new landscape which includes workers with diverse cultures and back-
grounds. However, if changes are not managed well, they might be perceived as
chaotic, and the results might be different from those expected (Karp and Helgø
2009). Furthermore, there are also worldwide pressures which are not in favor of
inclusion. Global and local competition and a race to the bottom when it comes to
pricing puts pressures on working conditions, leaving little room for an inclusive
and safe environment, and neither to implement such HR policies (D’Cruz and
Noronha 2010; D’Cruz 2014; Obi and Bollen, Chap. 16 in this volume). Also,
societal developments might push organizational policies and practices in directions
of exclusion, or limited inclusion. This is visible in the recent political landscape, as
is shown in the introductory examples. Two of the main influential countries in the
world, UK, after the vote for Brexit in 2016, and USA, after the presidential
election in 2016, are promoting a discourse which closes the doors to dialogue,
building ideological (and maybe physical) walls between countries and people.
Moreover, the economic crisis of the last few years has reinforced the position of
populist parties in Europe: less immigration, the rejection of the Eurozone, and the
war against Islam are some of the common battles of this new political trend. The
picture described does not seem exalting the respect for diversity, specially when
discriminative values are invoked.

Beyond the political landscape we are living, and the legal framework of
countries involved, many organizational leaders recognize inclusive policies are not
only the right thing to do, but also the smart thing to do. It is a business case to
invest in inclusive policies for more and more organizations.

The experiences and experiments we present in this handbook offer benchmarks
for those organizations that want to foster inclusive workplaces. A comprehensive
model of human resource management (HRM) for inclusion has been presented
through the Circle of Inclusion (see Fig. 18.1).

The journey through the Circle of Inclusion starts at the recruitment stage (see
Bozani et al., Chap. 6 in this volume). Although at legislative level, many countries
recognize the importance to provide the same opportunities to everybody in terms of
access to the labor market, organizations and recruitment agencies can exclude
specific categories of employees from the recruitment process, as is often the case for
older people, or people with disabilities, or for a minority group. Bias and prejudice,
many times settled on an unconscious level, can prevent organizations from including
them, even if they demonstrate to hold the same skills and abilities as other applicants.
This is also true for people who speak a minority dialect (Cocchiara et al. 2016), or
show symbols of specific groups (Hebl et al. 2002). These mechanisms are well
explained by fundamental social psychological theories on ingroup and outgroup
differentiation and social-identity theory (Hogg and Terry 2014).

Unconscious bias and prejudice might intervene at other early stages of people
entering organizations. Once applicants have been selected for the recruitment
process, organizations have to guarantee a discrimination-free personnel selection,
providing a fair and objective selection system and take into account candidates’
perceptions of the whole process (see Salgado et al., Chap. 7 in this volume).

262 D. Di Marco et al.



Justice and fairness are elements that have to characterize the job offer for people
selected. In that sense, the changing nature of work relationships and work
arrangements, which involved the increase of freelancers, contract workers, etc.
(Katz and Krueger 2016), might be affecting some groups more than others, such as
women, ethnic minorities, and young people. These new work arrangements open a
debate about the future of the job, but also about the safety of these employees.
A new question related to the changing nature of the work is to how social dialogue
and actors involved will redefine their role and how they will guarantee decent
working conditions to everybody.

Recruitment and selection are probably the most studied activities of the HRM
System, from the perspective of inclusion and diversity. However, once having
guaranteed to everybody the same chances to enter, organizations also need to offer a
supportive work environment fitting employees’ needs, so they also stay and can
develop productive work relations (ILO 2016). A first and important step is
adjusting and accommodating the workplace to the needs of the workers. This
can vary from entrance and workspace, for example for people with disabilities

Fig. 18.1 Circle of Inclusion
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(Nelissen et al. 2016), or conditions for women entering specific environment
(working in the army), or meeting the different food needs in the company canteen.
As we have seen in the previous chapters (see Zijlstra et al., Chap. 8 in this volume),
configuring the opportunity to stay entails embarking on a structural change, creating
new jobs for people with different capabilities. Accommodating the work environ-
ment is not enough to be inclusive: Organizations need to redesign the work pro-
cesses, taking into account specificities of different groups. Working space and
place, working hours, tasks, technology, and communication, all can contribute to
motivation and inclusion for employees who are working with atypical work
arrangements, allowing them to balance their personal and work life.

During a long time, it has been considered that inclusion is reached if several
vulnerable groups are represented within the workplace. And, in some countries,
quota has been one of the main tools to reach this goal. The debate about affirmative
actions to promote inclusion in the workplace is ongoing and lively (Harrison et al.
2006; Noon, 2010; Sargeant et al. 2016). Affirmative actions have promoted
diversity at work; however, this certainly not ensures the inclusion of diverse
groups at the workplace (see Hoel and McBride, Chap. 3 in this volume; and Torres
and Hanashiro, Chap. 10 in this volume). So, affirmative actions can create a
pre-condition for inclusion. It is essential to manage such diversity, avoiding
negative or discriminatory behaviors and facilitating the encounter of different
groups. Indeed, diversity without inclusion might be counterproductive if not well
managed (Bendick and Egan 2010).

In order to avoid negative behaviors or discrimination toward vulnerable groups,
the socialization process is an essential step to integrate and include diversity.
Medina and Gamero (Chap. 9, in this volume) tell the successful case of the
socialization process of people with disabilities. Managers, co-workers, and people
with disabilities were involved in specific interventions aiming to eliminate dis-
tances between them, and adjusting expectations of each group. In doing so, the
participation of several actors, such as families and NGOs, was key to success of
the socialization.

Training is another step that helps to clarify organizational values and policies
toward inclusion (see Torres and Hanashiro, Chap. 10 in this volume). Training
offers instruments to prevent and manage prejudices and stereotypes among
employees. However, the results of training programs appear contradictory
(Kalinoski et al. 2013). One typical reason for poor results of training is the lack of
alignment between the different HR policies toward inclusion. For example, if
managers are evaluated only on production targets, and not in team climate, it is
unlikely diversity training will have much effect.

Obviously, it is unrealistic to believe that socialization and training alone can
modify people’s attitudes toward vulnerable groups (Dobbin and Kalev 2016),
specially if they are conceived as isolated interventions. The Circle of Inclusion
tries to overcome this limitation, fostering a comprehensive model that motivates
the HRM System to implement an integrated strategy on inclusion.

Following the Circle of Inclusion (Fig. 18.1), we find career development, an
important process to keep employees engaged, and to promote employability, in
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terms of workers’ use of competences to create and identify employement oppor-
tunities (Van der Heijde and Van der Heijden 2006). During many years,
employees with specific characteristics have been facing extra barriers to career
development, related for example with age, sexual orientation, gender, and ethnicity
(e.g., Adams et al. 2005; Ossenkop et al. 2015; Villanueva-Flores et al. 2014).
Inclusive organizations are characterized by promoting career and development
policies reducing stereotypes and prejudices, and fostering a climate for diversity
(Hicks-Clarke and Iles 2000). For instance, in order to promote career development
of employees with a high care-load in their personal life (young children, older
parents), measures can be taken to meet individual needs to balance work and
personal life (see Martínez-Corts and Demerouti, Chap. 15 in this volume). Also in
this respect, discussions on affirmative actions are continuing. To what extent
should organizations take personal and private conditions into account? Based on
the studies in this book, we promote individual tailoring of working conditions as
an important tool for career development, both horizontal and vertical. A call for
sustainable career development, fostering workers’ employability (see Peters et al.,
Chap. 14 in this volume), is required.

While pro-diversity researchers’ efforts have been focused on some stages of the
organizational circle, some others require more attention from academia and
practitioners. There exist several studies about performance appraisal and com-
pensation (DeNisi and Murphy 2017; Rynes et al. 2005), but few analyze to what
extent they promote diversity (Feild and Holley 1982; Miller et al. 1990). They
should not have been ignored from organizations that want to make possible an
integral model of inclusion.

The last step of the Circle of Inclusion, farewell, is a process which seems
relatively under developed. With an aging labor force, and senior citizens who are
healthy, active, and in need of making contributions, there is a great potential for
new forms of cooperation, also after formal retirement. Retirement is still seen as a
natural end of a career (Kiefer and Briener 1998). Many studies have focused on
timing and consequences of retirement (Davies and Jenkis 2013; Lee et al. 2016),
however only few explore the options people have for a healthy transition from the
point of view of inclusion and social dialogue. Organizations need an open dialogue
addressing the needs of different (groups of) employees, when it comes to career
planning and retirement. Many organizations face tensions between older and
senior employees at top positions, and younger colleagues who are waiting for them
to retire, so they can move up the ladder. Negotiating creative and inclusive
solutions are needed in many sectors, meeting the interests of all parties involved.

Several organizations have applied retention policies, in order to maintain mature
employees’ knowledge and experience (Lee et al. 2016). In line with the policy
applied, different organizational typologies have been identified, according to the
possibility of leaving, following a standard procedure, or staying, crafting the mature
employee’s work contribution in several ways (e.g., part-time, mentoring programs,
etc.) (see Lee et al. 2016). In order to identify the best solution for people and
organizations, a participation and open communication process is required. Several
actors might enter in the negotiation about the exit/staying process (Lee et al. 2016).
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Taking in mind the steps of the Circle of Inclusion, in the next sections we are
going to analyze some of the challenges inclusive organizations have to face to
apply it and the role played by social dialogue.

“Mothers who return to work end up earning a third less than men as the birth of a
child cuts their chances of getting promotions and pay rises, a study has found.

This is mainly as a result of mothers tending to work fewer hours than colleagues
who are not parents, according to the Institute for Fiscal Studies (IFS).

“Men’s wages tend to continue growing rapidly at this point in the life cycle
(particularly for the highly-educated), while women’s wages plateau” said the IFS.
Before having a child the average female worker earns 10–15% less per hour than a
male employee. After childbirth that steadily increases to 33% after around 12 years.
The wage gap is particularly serious for women with low levels of education and
few qualifications, as they receive lower pay at the same time as looking after
children” (The Telegraph, 2016, August 23).

18.2 Go Forward: The Need of Organizational Change
Through Social Dialogue

The Circle of Inclusion is not a group of single interventions at several stages of the
HRM process. It is a comprehensive model in which inclusion and diversity are
considered strategic resources, a reality which needs attention. But it goes further. It
integrates the need to manage diversity with the awareness that building consensus
around this new model is necessary. For many organizations, this implies a
deep-level organizational development, primarily aiming at cultural change
(Cummings & Worley, 2014). Such change entails an effort to incorporate inclusion
as a feature of the HRM System and the organizational culture (see Elgoibar et al.,
Chap. 5; Ramírez and Ramírez, Chap. 17; Verschueren and Euwema, Chap. 13 in
this volume).

Although organizations might take a stance against and ban any forms of dis-
crimination, workers might carry out discriminative behaviors due to prejudice and
negative stereotypes. Nowadays, organizations are more aware about the presence
of unconscious biases (Bourke et al. 2017). Fostering an inclusive culture through
an organizational change is a tool for inhibiting those negative behaviors against
co-workers who belong to minority groups, or divert in any kind of way from the
mainstream and implicit group norms. In fact, a strong organizational culture
against any forms of discrimination can act as a normative or external motivational
factor to inhibit discriminatory behaviors (Butz and Plant 2009; Cortina 2008;
Hernandez et al. 2016). Previous research has shown that the presence of both a
Human Resource Department and diversity policies work successfully as external
motivators against discrimination (see Bozani et al., Chap. 6 in this volume).
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Across the experiences that this handbook offers, we have seen that unions,
works councils, and labor movements (Euwema et al. 2015b) are key players of this
process. An organized social dialogue, where employees’ representatives give voice
to the variety within the employees, can be a powerful instrument to promote
inclusion. However, when employee representatives are in reality not representative
for this variety, mostly being white, 50+, heterosexual men, employees’ repre-
sentatives can become in fact an obstacle for this organizational development
toward inclusive organizations (Munduate et al. 2012). Therefore, selecting and
recruiting and training new employee representatives, who indeed are representing
a diversified workforce, is a priority, both for unions, as well as for employers
(Munduate et al. 2012).

In organizations, social dialogue can take many different forms. In the European
model, often works councils will be the platform for such a dialogue. In other
societies, models of participative decision-making can produce an organizational
development process (Cummings and Worley, 2014). At the agenda, can be:

– Developing fundamental and fair practices and standards to foster inclusion of
vulnerable groups.

– Monitor attempts of flouting the norms established and contained at legal or
organizational level.

– Recognize employees’ voice, pointing out those structural and cultural norms
that hinder workers from speaking up.

– Adjust the expectations of people involved, in terms of the degree the organi-
zation is able to accomplish individual and career needs of diverse people, on
the one hand, and of what it is needed in order to offer a satisfactory work
environment, on the other hand.

– Promote mediation in case of conflict, trying to preserve the interest of all the
parties involved, specially of those who have seen their rights violated.

18.2.1 Managing for Change, Managing for Inclusion

So far, we have described that inclusive policies and isolated measures are not
enough. People who do not discriminate against vulnerable groups because exter-
nally motivated by norms stated at organizational or group level might fail to
manage their bias under pressure or stressful situations, when it is more difficult to
control (un)consciuous bias. (Hernandez et al. 2016). Implementing the Circle of
Inclusion by starting from selecting people who show internal motivation to behave
without prejudice might be a beginning (Hernandez et al. 2016). The following step
is to promote a deeper change that fosters daily behaviors and practices rooted in
inclusive values. One of the most important agents of such internal revolution are
managers and supervisors, also when unions do exist and act effectively.

In order to integrate inclusion in the organizational daily life, supervisors and
managers play a central task, being the role model for workers and representing
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organization mission in front of their employees. They are essential for successful
implementation of organizational change directed to promote inclusion (see Hoel
and McBride, Chap. 3 in this volume).

Management commitment with diversity has to be kept in mind when organi-
zations select leaders, because they are key actors to facilitate the integration and
inclusion of diverse groups (Medina and Gamero, Chap. 9 in this volume; Ramirez
et al., Chap. 17 in this volume). Organizations need to look for inclusive leaders
who have to realize that they are accountable for their actions (Bourke et al. 2017).

Promoting people who belong to specific groups is by no means a guarantee to
inclusion, and might in fact result in negative dynamics. Recent research has
highlighted that workplaces are becoming more segregated (e.g., Black people lead
Black subordinates, and White people lead White subordinates) (Hernandez et al.
2016). Moreover, stigma might be transferred from stigmatized leaders to followers
end or vice versa (“stigma-by-association”), leading to a negative appraisal of the
whole group (Hernandez et al. 2016). As stated before, the presence of external
factors which motivate people to take under control their biases allows to moderate
the negative effect of the “stigma-by-association.”Moreover, creating groups with a
superordinate identity and common goals might help to weak the boundaries
between the “in-group” and “out-group” (Cortina, 2008; Hernandez et al. 2016).

Inclusive leaders need to promote inclusion at all the internal and external steps
of its productive chain. This means that leaders have to strive for making sure that
all their partners are committed with diversity and inclusion (e.g., recruitment
agencies, suppliers, etc.). HRM, Unions, Work Councils, and Labor Movements
play an essential role to achieve of this goal.

18.3 Beyond the Business Case: The Social Justice Issue

Diversity and inclusion are a competitive advantage for organizations. Those ones
which held a diverse workforce are more creative, more productive, and more
effective to retain talent, more capable to understand the needs of the market (e.g.,
Bourke et al. 2017). For instance, a research on Fortune 500 organizations (Catalyst
2011) showed that those with higher rates of women representation on the board
reach more positive outcomes in terms of return on sales, investment capital, and
equity.

However, some studies have pointed out the difficulty to achieve the benefits that
diversity promises (Kalinoski et al. 2013). At this point of the journey, it might be
clearer that diversity without inclusion does not produce any benefits (Bendick and
Egan 2010) and that all agents involved play a key role to make possible the Circle
of Inclusion. The experiences collected in this handbook showed that implementing
the Circle of Inclusion goes beyond the economic implications it entails: fostering
inclusive organizations is an issue of social justice. Nowadays, offering a safe
workplace where people are protected from any form of harassment (see Deakin,
Chap. 11 in this volume), where anyone feels free to manage its identity as she/he
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considers appropriate (see Di Marco, Chap. 12 in this volume), and where every-
body can have access to a decent and paid work (see Zijlstra et al., Chap. 8 in this
volume), is not an option but an essential requisite for organizations (see Hoel and
McBride, Chap. 3 in this volume). However, nowadays, not all societies start from
the same beginning point. It is the case of those parts of the world where values
such as diversity and inclusion are not widespread and where discrimination is the
norm instead (see Obi and Bollen, Chap. 16 in this volume). Then, organizations
might be key in empowering employees with diverse characteristics and starting a
virtuous change which might benefit the entire society. Self-organizations, for
instance, might represent a safe starting point for vulnerable workers who act in a
risky environment.

As seen before, positive actions have been implemented as a measure to reach
diversity. They have provoked a strong resistance, invoking the deficiencies of such
measures. Anti-quota people, for instance, blame this system to foster “favoritisms”
to the detrainment of those groups which does not receive any benefits from their
implementations; they also point out the limitation of quotas in recruiting talented
workers (Wiersema and Mors 2016), and in some countries is illegal. In line with
detractors of such measures, positive actions reduce the value of meritocracy. This
statement might be rooted on the “belief of a just world” (Hafer and Bègue 2005;
Lerner 1980; Lerner and Miller 1978). According to this belief, people get what
they deserve. However, such assumption might be a double-edged sword because it
might normalize the unequal status which affects some groups in society and within
organizations.

Meritocracy is an important pillar of many countries and industries and there are
no doubts that it is necessary to foster the effectiveness of systems based on it.
Positive actions are not the only and the best solution. However, positive actions
might be an instrument to improve resources able to facilitate people to compete in
a meritocratic system, equalizing and balancing the starting point of people who
belong to a vulnerable group and people who do not. HRM System, Unions, Work
Councils, Labor Movements, leaders, and employees should work together in order
to achieve such balance.

When the change advocated by the Circle of Inclusion is aimed, policies and
measures for diversity and inclusion come to be part of the organizational culture.
At that moment, the Circle of Inclusion becomes a “turning wheel” that requires
stakeholders monitor that such change is working successfully.

18.4 Conclusions

During the journey through the Circle of Inclusion, we have seen several steps and
good practices possible to apply in order to shape an inclusive workplace through
social dialogue. We pointed out the role of all the stakeholders involved. As the
International Labour Organization pointed out in an encounter about the future of
work (2017a, April 7), social dialogue might be an instrument to shape future work
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environments where more people are included and participate based on their
competences, instead of being excluded for specific characteristics. A sustainable
future where innovation and development are present but that does not leave
anybody behind (ILO 2017b).

We have also explored the experience of groups with different characteristics,
such as people with disabilities, elder people, LGB people, etc. However, we realize
that some other important groups are not included in this handbook. For instance,
refugees who, after having lost their home, are facing the exclusion from part of
those societies which should receive them; people with special needs, such as those
employees living with or affected by HIV, who needs a “reasonable accommoda-
tion” (ILO 2016, p. 11) at work; young people, who are increasingly out of the labor
market; workers who might be stigmatized for their religious beliefs; also, trans-
gender and intersexual people are not represented, even if their work experience is
often marked by exclusion and discrimination. Another important concern refers to
the intersectionality issue. Sometimes, stigmatized identities intersect in the same
person, at the same time, increasing the possibility to be the victim of discrimination
(McBride et al. 2015). Although the handbook has not focused on implications
produced by intersectionality, this is a reality that needs further consideration.

The Circle of Inclusion is a comprehensive model that organizations can use in
order to start organizational change, and to do so in a systematic way. More
important, to develop this as a structured and continuous process of dialogue, rep-
resentatives of all parties have to be involved at different levels in the organization.
This can be presented with the Tree of Trust (Lewicki et al. 2016). Trees typically
have different layers of branches. The Tree of Trust represents different levels of
actors within organizations where dialogue needs to take place, so as to overcome
conflicts of interest and develop integrative solutions, which might be decisive to
foster inclusion. Conflicts of interest might coincide with social-identity conflicts.
Fault lines in organizations are perceived between different groups, activating easily
social identities (see Dovidio et al., Chap. 2 in this volume; Rink and Jehn 2010).
And this drives complex conflicts. In order to foster dialogue for inclusion, role
models, who can represent multiple identities (Fiol et al. 2009), and boundary
spanners within organizations, can act to connect different groups (Ramarajan et al.
2011). These roles are often stressful and should therefore be cherished.

Trust and cooperation are the two important ingredients of the change required
(Euwema et al. 2015a). The results might affect not exclusively the success of the
organization, but might also shape a change toward inclusive and sustainable
societies.
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