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Abstract

Diversity has been a popular term both in theory and practice for many decades, especially
with globalization. This chapter discusses diversity and diversity management with special
reference to cultural diversity. The aim of this chapter is to understand: how diversity has
been viewed and explained, what concepts and models explain diversity, what solutions are
given in managing diversity, and what the future of managing cultural diversity might be.
A targeted literature review was carried out for the purpose, using journal articles, selected
books, theses and documents, as well as other open web sources. The review outcomes
show that: diversity has been viewed differently in different times, it is mainly explained
in terms of its cognitive and cultural dimensions, diversity management has been mainly
targeted for performance improvements, and in the future managing cross-cultural diversity
is likely to focus on enabling individuals to be more successful in different cultures, based
on their cultural competencies and intelligence, rather than on ethnocentric views towards
other cultures.

Keywords: diversity, managing diversity, cross cultural diversity, change in diversity man-
agement, problems and challenges for diversity management

Introduction

Differences between people and communities have been a critical issue since times
immemorial. In dealing with diversity, there are key questions to be addressed:
how is diversity perceived? What concepts and models explain diversity? What are
some solutions in managing diversity? And what is the future of managing cultural
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diversity? The chapter answers these questions while building an argument to label
the subject as “managing in cross cultural diversity”, rather than managing cross
cultural diversity, considering the latest developments in the field.

Background: Views on Diversity and Related Concepts

Diversity, a buzz word in political, management, and human rights agendas at various
levels, such as national and international, corporate, public, non-governmental, as
well as individual, is greatly valued as a concept and a practice. In its basic sense,
diversity is accepting and tolerating all kinds of differences. However, it moves be-
yond simple tolerance to embracing and celebrating the rich dimensions of diversity.
Diversity means understanding that each individual is unique, and recognizing
individual differences, along the dimensions of race, ethnicity, gender, sexual ori-
entation, socio-economic status, age, physical abilities, religious beliefs, political
beliefs, or other ideologies.! Diversity is related to differences which can be innate
or biologically - and/or psychologically-determined, or they can be an outcome of
socialization within a particular group (Monin and Belhoste 2013). Such differences
that emphasize multiplicity, overlapping and crossing between sources of human
variability, can be understood as diversity (Dietz 2007).

The term cross-cultural diversity refers to differences in race, ethnicity, language,
nationality or religion” and to a variety or multiformity of human social structures,
belief systems, and strategies for adapting to situations in different parts of the
world.? Cultural diversity can be defined as “the difference in human traits, qualities,
values and beliefs which an individual adapts to by nature and nurture, depend-
ing on the group to which the individual belongs and relates to” (Toutet, Escaille,
Eisenring and Ranz 2007: 6). Cultural diversity represents the quality of diverse or
different cultures, as opposed to a monoculture,* which includes, but is not limited
to: nationality, ethnicity, race, traditions, customs, values, religious beliefs, political
views, language, sexual orientation, ancestry, parental and marital status, educational
background, income, dress, gender, and age.’

The term multiculturalism has been used both in the literature and in practice
interchangeably with the term cultural diversity. Multiculturalism is the co-existence
of diverse cultures that includes racial, religious, or cultural groups, and is manifested
in customary behaviours, cultural assumptions and values, patterns of thinking,

http://gladstone.uoregon.edu/~asuomca/diversityinit/definition.html (accessed 10.02.2020).
https://www.dot-connect.com/styled-4/ (accessed 10.02.2020).
https://www.dot-connect.com/styled-4/ (accessed 10.02.2020).
https://www.definitions.net/definition/cultures (accessed 27.04.2020).
https://www.qcc.cuny.edu/diversity/definition.html (accessed 10.02.2020).
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and communicative styles.® It can be further described as the manner in which
a given society deals with cultural diversity by recognizing and acknowledging
a “plural society”, while accepting the existence of many other cultures in addition
to the dominant culture.” Multiculturalism is also a system of beliefs and behaviours
that recognizes and respects the presence of all diverse groups in an organization or
society, acknowledges and values their socio-cultural differences, and encourages
and enables their continued contribution within an inclusive cultural context which
empowers all within the organization or society (Rosado 2006). Thus, multicultur-
alism can be defined as “a belief or policy that endorses the principle of cultural
diversity of different cultural and ethnic groups so that they retain distinctive cul-
tural identities”®

Diversity management is an intrinsic approach to business ethics and human
interrelations (Rosad 2006). This facilitates diverse workforce to demonstrate its full
potentials without discriminating any advantages or disadvantages in any particular
groups over others (Torres and Bruxelles 1992). Furthermore, diversity management
acknowledges and respects the contributions which various groups have made to so-
ciety, and incorporates these contributions in a general program of human resources
management (Rosado 2006). Managing diversity is much broader than multicultural
issues and embraces many different types of people who represent different cultures,
generations, ideas, and thinking while standing for different things (Llopis 2011).
Managing diversity also becomes strategic as it links business results with the results
of best practices in creating a diverse and inclusive workplace.’

Benefits of Diversity

Traditionally, diversity was valued as a corporate social responsibility measure to
address the issue of discrimination. With the identification of diversity as a strength
in policy decisions, there have been many perceived benefits of diversity, such as:
inspiring creativity, driving innovation, capitalizing on multiple knowledge, spark-
ing insights to make businesses more competitive and profitable, enhancing higher
quality, increasing marketing capabilities, enabling to recruit a diverse talent pool
for a better strategic fit, creating more productive teams characterized by better per-
formance, and creating more opportunities for personal and professional growth.'

https://www.thoughtco.com/what-is-multiculturalism-4689285 (accessed 15.02.2020).
https://www.thoughtco.com/what-is-multiculturalism-4689285 (accessed 15.02.2020).
https://www.dot-connect.com/styled-4/ (accessed 16.02.2020).
https://www.skillsportal.co.za/content/diversity-management-definition-and-tips (accessed
31.01.2020).

10 https://www.hult.edu/blog/benefits-challenges-cultural-diversity-workplace/ (accessed
20.02.2020).
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As a result, diversity enables to create an inclusive environment for successful stra-
tegic implementation to drive results and competitive differentiation through en-
hancing innovation, choices and insights at national, regional, organizational, and
team levels. Due to these perceived and realized benefits, solutions are found at
different levels to managing diversity, especially cultural diversity.

Main Focus: Concepts and Models of Explaining Diversity

It is important to know the alternative knowledge bases that explain the phenom-
enon in question using different perspectives, models and frameworks, in order to
analyze how diversity has been dealt with.

Concepts and Models of Explaining Diversity
Extant literature provides evidence in diversity factors, causalties, and process of
creating diversity. The proceeding sections will briefly describe such evidence.

Ethnocentrism vs. Cultural Relativism

Ethnocentrism is a behavior or beliefs that favor one particular culture and judge
other cultures against it."" Thus, ethnocentric individuals judge or make decisions
based on the ideas and beliefs of their own culture and use these to judge other
cultures. Cultural relativism is the concept of understanding different cultures and
respecting their beliefs.'? Cultural relativists value other cultures and try to under-
stand their “odd” practices. Their judgments are influenced by ideas and beliefs
of others’ and they value diversity. On the other hand, ethnocentrism can lead to
racism and perceiving diversity as a problem and/or threat.

Halls’ Model of Cultural Iceberg

In 1976, Hall developed a model of cultural iceberg presented in Figure 1. As can
be seen, the external or conscious culture, characterized by behavior and beliefs,
is regulated by the internal or subconscious culture that is based on values and
thought patterns. Therefore, one should actively learn the internal culture of others
to understand its explicit behaviors without judging a new culture only based on
what is seen at the surface level.

11 https://www.oxfordlearnersdictionaries.com/definition/english/ethnocentrism?q=ethnocentrism
(accessed 29.02.2020).

12 http://www.differencebetween.net/miscellaneous/culture-miscellaneous/difference-between-
cultural-relativism-and-ethnocentrism/ (accessed 29.04.2020).


https://www.oxfordlearnersdictionaries.com/definition/english/ethnocentrism?q=ethnocentrism
http://www.differencebetween.net/miscellaneous/culture-miscellaneous/difference-between-cultural-relativism-and-ethnocentrism/
http://www.differencebetween.net/miscellaneous/culture-miscellaneous/difference-between-cultural-relativism-and-ethnocentrism/
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Intenal versus External
Implicitly Learned Explicitly Learned
Unconscious Conscious
Difficult to Change Easily Changed
Subjeclive Knowledge Objective Knowledge
Behavior
Beliefs
Values & Thought
Patterns

Figure 1. Hall’s Model of Cultural Iceberg
Source: Hall (1976).

Geert-Hofstede’s Six Cultural Dimensions

After studying multi-national corporations, Hofstede (1980) described six dimen-
sions of understanding cultures: power distance index (high vs. low), individualism
vs. collectivism, masculinity vs. feminism, uncertainty avoidance index (high vs.
low), long vs. short-term orientation, and indulgence vs. restraint. National cultures
have been categorized based on their evaluations under these six dimensions. A de-
tail account of this model has been provided in the following chapters in this book.

Hall and Hall Model of Culture

Hall and Hall (1990) presented a model that identifies eight cultural dimensions
(Figure 2). As can be seen, the set of alternative cultures, identified alongside the
cultural dimensions include: monochronic and polychronic cultures; public space
and private space cultures; individualistic and collectivistic cultures; doing and being
cultures; present-oriented, past — and future-oriented cultures; hierarchical power
and equality power cultures; high context and low context cultures; and competitive
and co-operative cultures.
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Model of culture
Time focus Space Structure Action
Monochronic/ Public/ Individualism/ Doing/
Polychronic Private Collectivism Being
Time-orientation Power Communication Competition
Present i Hierarchy/ | | High-context | Competitive/
Past Equality Low-context Co-operative

Future

Figure 2. Hall and Hall Models of Culture
Source: Hall and Hall (1990).

Seven Cultural Dimensions of Trompenaars and
Hampden-Turner

Trompenaars and Hampden-Turner developed this model based on research per-
formed over a period of 10 years into people’s preferences and values, conducted on
over 46,000 respondents in 40 countries (Trompenaars and Hampden-Turner 1993).
75% were managers and the remaining 25% — administrators. The study found that
people from different cultures differ in very specific, even predictable ways, as each
culture has its own way of thinking, values and beliefs, and different preferences.
As a result, the authors developed seven cultural dimensions to compare different
cultures. These are: universalism vs. particularism; individualism vs. communitarian-
ism; specific vs. diffuse; neutral vs. emotional; achievement vs. ascription; sequential
time vs. synchronous time; and internal direction vs. outer direction.

Lewi’s Model

Lewi’s model presents three alternative culture types based on behaviors rather
than nationality or religion (Lewis 1996). They are: linear-active, multi-active, and
reactive. Under each, Lewis identified many cultural dimensions for a better com-
parison of behaviors. Based on these dimensions, three types of cultures can be
compared (Table 1).

Model of Core Problem and Core Solution

Holden presented his model in 2002 (Figure 3). In the model, some ethnocen-
tric cultures regard diversity as a problem for the cultural shock. Some geocentric
cultures consider the cultural shock, which stems from diversity, as a solution for
adjustments that paves the way for the development of intercultural skills to benefit
from cross-cultural management.
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Table 1. Lewi’s Three Cultural Types

Linear-active Multi-active Reactive
Focus Results Relationship Harmony
Talks Half Most Little
Tasks Sequential Parallel Responsive
Plans Stepwise Outline Principles
Politeness Mostly Sometimes Always
Challenge Logical Emotional Indirect
Emotion Ignored Expressed Suppressed
Communication Written Verbal Face-to-face
Body language Restrained Open Subtle

Source: http://changingminds.org/explanations/culture/lewis_culture.htm (accessed

27.02.2020).

Core Problems

Ethnocentrism in the face of

l

Cultural Diversity
experienced as

l

Cultural Shock which varies
With experience and may be
lesser or greater in impact

—

Core Solutions

Adaptation as first reaction

to cultural shock

l

Adjustment as more permanent
and positive reaction

l

Development of Intercultural skills:
Creating “the cross-cultural manager”

Figure 3. Holden model of core problem and core solution

Source: Holden (2002).

The Global Project’s Nine Cultural Dimensions

The GLOBE project’s nine cultural dimensions, developed by House et al. (2004), is
based on a survey collected from more than 17,000 middle managers, in 951 organ-
izations, across three industries, in 62 countries and regions. This is an extension of
Hofstede’s model. This model identifies nine dimensions that describe differences
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in national cultures. These dimensions are power distance, uncertainty avoidance,
performance orientation, assertiveness, future orientation, humane orientation, in-
stitutional collectivism, in-group collectivism, and gender egalitarianism. It provides
ten country cluster categories based on the nine cultural dimensions.

Critical Cultural Variable Model

Susan Vonsild (2007) presents three critical variables of a culture: (1) urgecy, (2)
authority, responsibility and accountability, (3) commitment, agreements and con-
tracts, risk taking, and conflicts (Figure 4). Urgency is determined by the way
in which time is viewed and used. Based on the way communication happens,
and whether a group or individuals get precedence, the nature of commitments,
agreements and control is to be determined. Based on the extent to which power
is distributed and the extent to which a given structure allows uncertainty, the
orientation of culture to authority, responsibility and accountability is determined.

Power
Extent to which —  Authority, Responsibility &
Urgency power is distributed Accountability

Time Structure
Theview ofand way <&— &—— > Extent to which uncertainty
time is used creates discomfort

Communication Individual/Group
The way and style Whether Individual or
information is shared \ / Group takes Precedence

Commitment
Agreements & Contracts
Risk-taking
Conflicts

Figure 4. Critical cultural variable model
Source: Vonsild (2007).

Hard and Soft Model of Cross-Cultural Diversity

Based on a comparative study, Eriksson and Higg (2016) developed a Model of Cen-
tral Cross-Cultural Aspects (Table 2) that compares India and Sweden in terms of
four cross-cultural aspects: time, relationships, gender equality, and hierarchy. India
represents a hard model of cultural diversity, whereas Sweden - soft. Other coun-
tries can be closer to either model, or represent a mix of both hard and soft aspects.
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Table 2. Hard and Soft model of Cultural Diversity

Dimension India (hard model)

Sweden (soft model)

Time more synchronous

not emphasizing deadlines and
time scheduling

scheduling is only a guideline

flexible deadlines

« sequential pattern

« following schedules and observing
deadlines

» punctuality

« deadlines are respected

Relationships | « more collectivistic

preference for group recognition
and groupwork

valuing relationship-based

more individualistic

more likely to work independently
valuing individual recognition and
merit-based promotions

power distance

accepting centralized power

+ belief in managers’ control
guidelines

promotion
Gender » more masculine culture « promoting feminine culture
equality + valuing gender discrimination » valuing gender equality
» giving women a secondary status | « accepting rules for uniformity
between men and women
Hierarchy « maintaining hierarchies with high | « mainly accepting low power

distance hierarchies

using decentralized power
belief in managers’ coaching
model

Source: Extracted from Eriksson and Hagg (2016).

Integrated Model, Explaining Cultural Diversity

It is clear that all models that explain diversity focus on cultural diversity and are
mainly based on individuals’ cognition (including values, believes and attitudes),
and behaviors. The models can be categorized based on their focus (Table 3):

Table 3. Focus of cultural diversity models

Attitude, values - and cognition-based models

Behavior-based models

Ethnocentric vs. geocentric

Hall’s Cultural Iceberg Model

Geert Hofstede’s Six Cultural Dimensions

Hall and Hall Model of Culture

Seven Cultural Dimensions of Fons Trompenaars
Holden’s Model of Core Problem and Core Solution
Global Project’s Nine Cultural Dimensions

Susan Vonsild’s Critical Cultural Variable Model
Hard and Soft Model of Cultural Diversity

Lewi’s Model

Source: Author (2020).
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Macro-Context Factors

Meso-Context Factors
Strategies Management

Individual Factors

Individual Individual
demographic and Cognition Factors
physical factors (Inner factors)

Individuals’
Behavior

Community- Culture Leadership

Figure 5. Integrated model explaining overall diversity factor-areas
Source: Own elaboration.

Table 3 demonstrates that diversity has been mainly explained by giving more
priority to culture and cognitive factors. Nonetheless, the definitions of diversity
include many factors such as race, ethnicity, gender, sexual orientation, socio-eco-
nomic status, age, physical abilities, religious beliefs, political beliefs, or other ide-
ologies other than culture and cognitive factors. With this limitation, we would
like to present our model for explaining diversity (Figure 5) that highlights three
main areas at “individual’”, “meso”, and “macro” levels. These levels have emerged
in today’s diversity-related issues and require more attention in explaining diver-
sity, even highlighting the co-dependencies that can exist among the factors at
different levels.

Solutions Given in Managing Diversity

Solutions for managing cultural diversity can be discussed in three main ways:
applying diversity management strategies, developing skills and competencies
for cultural sensitivity, and policy guidelines for decision making with regard to
cultural diversity.
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Diversity Management Strategies
Strategies for managing cultural diversity refers to the extent to which decision
makers recognize cultural diversity and its potential advantages and disadvantages
leading to a set of actions to be implemented. Four such main sets of strategies for
managing cultural diversities are: (i) ignoring cultural differences, (ii) minimizing
cultural differences, (iii) managing cultural differences (Adler 1997), and (iv) cultural
adaptation (Singh 2014). The best practices in diversity management at a corporate/
organizational level are derived from these strategies and include: creating a diverse
and inclusive workplace through recruitment; retention and management of diverse
talents by effective use of executive diversity councils; mentoring and sponsorship
programs, and creating employee resource groups; addressing and supporting multi-
ple lifestyles and personal characteristics within a defined group and educating such
groups; and providing support for the acceptance of and respect for various racial,
cultural, societal, geographic, economic and political backgrounds.” In implementing
and managing a cultural diversity program, proper guiding frameworks are impor-
tant. Figure 6 presents such a framework (Toutet, Escaille, Eisenring and Ranz 2007).
Global Diversity Management (GDM) of corporations, presented by Bartlet and
Goshal in 1989, is an important strategic choice to leverage diversity in organiza-
tions (Ozbilgin and Tatli 2014). This model presents four alternative strategies for
managing diversity (Figure 7).

Steps for Effective Diversity Management Measures:

1. Leadership Commitment and Training The leadership has to be trained.
The commitment has to be communicated.

Assess your needs with the help
of surveys and interviews.

a 2. Carry out a cultural Assessment

3. Develop Diversity Politics Link diversity programs to strategic plans.

Decentralized diversity efforts.

4. Implement Diversity Policies Clearly communicate visions and goals of your

diversity policies.

5. Educate your workforce Provide diversity training for

your workforce.

6. Create Employee Network Group Encourage and support the creation of affinity

groups and employee networks.

7. Assemble a Diversity Council The diversity council oversees the process and

acts as a review committee.

||| ||

8. Asses your progress Corrective actions if necessary. Carry out

potential assessments.

Figure 6. Steps for Effective diversity Management
Source: Toutet, Escaille, Eisenring and Ranz (2007: 21).

13 https://www.skillsportal.co.za/content/diversity-management-definition-and-tips (accessed
31.01.2020).


https://www.diversityincbestpractices.com/topic/diversity-councils-2/
https://www.diversityincbestpractices.com/mentoring-sponsorship-2505492009.html
https://www.diversityincbestpractices.com/mentoring-sponsorship-2505492009.html
https://www.diversityincbestpractices.com/topic/employee-resource-groups/
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Pressure for Local Responsiveness
s aYa ™)

Global Transnational
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e aYa N
International Multi-domestic
\. AN J

Low High

Figure 7. Corporate design model of managing diversity
Source: https://www.pocketbook.co.uk/blog/2017/07/04/christopher-bartlett-sumantra-
ghoshal-managing-across-borders/ (accessed 05.02.2020).

(1) Espoused Diversity
Practices

(a) Contextual Moderators
» Accountability structures
» Workforce characteristics
« Legal, political and institutional
environment

J

High

Low

(2) Enacted or Imple-
mented practices

(3) Perceptions of
Practices

D ——

p
(b) “Motivational Significance”

for practice implementers:

Formalization, transparency,

accountability

Institutional context

Individual characteristics of practice

implementers

.

J

p
(b) Factors that influence employees’
reactions to diversity practices
through assessments of:
« Personal relevance/gain
« Authenticity of the signals

\.

N

(6) Outcomes for the
Organizations:

« Managerial diversity

« Legal discrimination

« Performance

(5) Behavioural
Reactions

(4) Attitudinal and
Cognitive Reactions

T

Figure 8. The process model of diversity
Source: Becky and Lisa (2017).
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International
context

National
context

Sectoral
context

Organisationa
context

'\.\_
'\.\_

Individual
context

History

Figure 9. Contextual Model of Global Diversity Management
Source: Ozbilgin and Tatli (2008: 28).

Figure 7 demonstrates that a multi-domestic set up is highly decentralized and
values local responsiveness to fully capitalize on cultural diversity. A global set up
does not encourage such a high level of diversity as it mainly has an ethnocentric
approach in its decisions with a highly centralized focus on efficiency. In an interna-
tional set up, diversity is valued to some extent as a resource for wealth maximization
under the strategic guidance of the center. A transnational model is more divergent
and challenging, it capitalizes on all cultural strengths and resources.

In many cases diversity-related activities are studied (and implemented) in iso-
lation, and they do not always work according to the plan as many factors come
into play between diversity practices and organizational outcomes (Nishii, Khat-
tab, Shemla, and Paluch 2017). As a result, organizations cannot rely on specific
diversity-related activities to consistently produce favorable results, in the absence
of a holistic view of the situation (Nishii et. at. 2017). Hence the process model
of diversity (Figure 8) which explains how diversity is viewed and strategies are
designed and practiced in its holistic context is noteworthy.

Moreover, it is important to consider contextual influences, such as history and
human geography, that moderate the variations in diversity practices and outcomes.
Such a contextual approach suggests an analysis of facilitating and hindering factors
of diversity, stimulated within a particular context level (Figure 9) (Ozbilgin and
Tatli 2008).

The process and contextual models alone do not elaborate how the depth of
diversity interventions that organizations adopt is shaped by the maturity (age and
legitimacy of activity), resources, and strength of provided support. Such diversity
interventions vary from shallow actions to organizational transformation initiatives
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Maturity of High ORGANISATIONAL
Global Diversity \ o)
X
>
CULTURAL z
Low . m

Inclusion
Transversal standards
High Support W Organization development
in Sociopolitical Changing routines at work
Context

STRUCTURAL CHANGE
Human resource procedures
Performance management
Setting up diversity council

Setting up diversity office

Setting up diversity network

Resources and
leadership support

INFORMATION
Surveys, employee groups, and champions
Diversity training

Low Diversity statement

STATUS QUO Low Similarity among domestic High
diversity priorities in the network

Figure 10. Intervention model of GDM
Source: Ozbilgin, Jonsen, Tatli, Vassilopoulou, and Surgevil (2013) sited in Jonsen, and Ozbilgin
(2014: 375).

(Jonsen and Ozbilgin 2014). The intervention model of diversity presents three
major sets of diversity and inclusion interventions: (1) informational interventions
which involve diversity management activities for providing information, training,
and education to staff; (2) structural interventions which seek to change and develop
organizational structures and processes; and (3) cultural interventions that challenge
the implicit cultural assumptions of an organization to make organizations more
welcoming of difference and inclusive practices (Jonsen and Ozbilgin 2014). Figure
10 shows how the maturity and the depth of diversity is achieved under the three
major diversity interventions.

A simplification of the critical domains, related to the diverse and inclusive model
of large corporations in doing business in a global scale is useful and helpful. Espe-
cially since in many places there is no proper legal framework enforcing diversity
and inclusion. The House model of diversity presents a critical component of global
diversity management to correct this error (Figure 11).

It is crucial to see how the deviation between “what is written down and shown
off—the rhetoric”— deviates from “what actually goes on—the reality” with regard
to diversity practices. The communication model of diversity explains this relation-
ship (Jonsen and Ozbilgin 2014) by describing the state of diversity in organizations
under different scenarios (Figure 12). The Walk the talk type of organizations are



Managing in Diversity: the Major Domain and Contemporary Transitions 53

TALENT,
LEADERSHIP,
COMPETITIVENES

COMMUNICATION, EDUCATION

RECRUITMENT DEVELOMPENT SUPPORTIVE

AND AND
RETENTION MENTORING ENVIRONMENT

DIVERSITY METRICS AND LEGAL COMPLIENCE

Figure 11. House Model of Diversity
Source: Jonsen and Ozbilgin (2014: 379).

Reality
(TMT Commitment)

Yes No

Empty rhetoric

Rhetoric
(Espoused Choice)

Justdoit Low priority

Figure 12. Communication Model of Diversity
Source: Jonsen and Ozbilgin (2014: 381).
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highly committed to diversity in reality and they actively share information about
their diversity activities. The empty rhetoric organizations talk proactively about
diversity, but they do not take more than cosmetic action that perhaps is political for
window dressing. The Just do it type applies to organizations which have a diversity
strategy while undertaking important activities, but do not officially state them or
label them as diversity activities. Organizations that rhetorically reject diversity and
have no strategy or dedicated resources for diversity management will fall under
the low priority quadrant.

Talking about diversity together with quality is important. The total quality diver-
sity model (Figure 13) recognizers two dimensions: Horizontal, i.e. the individual
interactional change dimension (embracing and valuing diversity), and Vertical,
i.e. the institutional structural change dimension (harnessing and empowering
diversity). The first dimension is mainly biological, usually visible through age,
gender, race, ethnicity, sexual orientation, and disabilities. It focuses on creating
foundational awareness on diversity. The second dimension is related to a change
in corporate culture and structure. Managing the four sets of factors helps achieve
quality standards by valuing and harnessing diversity.

AN

Structural

Cultural

Interactional

Living
Diversity

Individual
2

A 4
A 4

Inclusion

Institutional
Inclusion

“Unity in diversity”
Figure 13. A holistic model of total quality diversity
Source: Rosado (2006: 8).
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Learning Competencies for Cultural Sensitivity
Strategies for diversity management require training and developing competencies. In
this case, there are some human resource management activities to be practiced. They
are mainly relating to educating all groups and providing them support to recognize,
accept and respect for various dimensions of different backgrounds of people (Rosado,
2006). There are two approaches to such a cross-cultural education: offering training to
diverse groups of employees for an entry-level skill, and providing training to managers
and other employees who work with diverse employees (Luthans 1995). Three more
types of learning include: learning culture and languages, learning avoiding cultural
biases, and learning cultural skills (Singh 2014). They teach cultural skills for life and
work leadership success at different levels (Figures 14, 15 and 16) (Gundling 2003).
Education for avoiding cross-cultural conflicts and improving cross-cultural
communication constitute two more critical skills (Anand 2014). The following
measures for avoiding conflicts play a critical role: (a) probing for cultural dimen-
sions, (b) learning about other cultures, and (c) altering organizational practices
and procedures. In enhancing cross-cultural communication, Anand (2014) cites
Hall and Hall’s (1990) high context vs. low context communication model. In the
high context communication model, the contextual details and biases are included
in a massage, communicated. In a low context communication massage, the details
about the message are included, not the context or the biases of the respondent.

Successful Integration Leadership

Family/Friends

m Interpersonal

Building Relationships
Leverage < Respect <— Understand <- AWARENESS — Understand —> Respect — Leverage

Figure 14. People Global Skills
Source: Gundling (2003).
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LEADERSHIP

Managing Change

o n Innovating
Organisational Transferring Knowledge

Strategic Planning

Interpersonal

Building Relationships

Figure 15. Global business skills
Source: Gundling (2003).

SUCCESSFUL INTEGRATION

Getting Around

Pursuing Local Activities
ommunit

Embracing the new Country y

Contributing/Being Productive

Family/Friends

Building Relationships

Figure 16. Global Expatriation Skills
Source: Gundling (2003).
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Policy Guidelines for Cultural Diversity

Policy guidelines are important at organizational and national levels to support
the cultural diversity strategy implementation and competency development for
cultural sensitivity.

Australians have long recognized the importance of diversity as a competitive
advantage. Their government’s diversity works policy that promotes utilizing cultural
and linguistic skills of workforce to benefit organizations and the economy has led
organizations to launch diversity practices to attract foreigners in local markets.
Another outcome is the rich educational information on cultural diversity (Toutet,
De LEscaille, Eisenring, Tomas and Ranz 2007).

In the European context, diversity management policy priorities are: commitment
from leadership to link it to organizational strategies and values; operationalizing
cultural diversity as “walk the talk” rather than just “talk the talk”; leadership train-
ing for leaders to value and recognize diversity and its importance to organizations;
celebration of culture through firm-wide or office-wide events to retain employees
who represent a cultural minority and to hire them; networking to promote em-
ployees’ career development, informal mentoring, education and access to senior
management; and recruiting people who belong to different cultures (Toutet, De
LEscaille, Eisenring, Tomas and Ranz 2007).

In the North American private sector diversity management policies include:
leadership commitment to diversity management, strategic planning for diversity
and inclusion, assessment and evaluation of diversity management practices, and
involving employees in the diversity management process (Toutet, De LEscaille,
Eisenring, Tomas and Ranz 2007).

In the context of India, Anad (2014) suggests some policy guidelines in managing
cross-cultural diversity strategies and practice: (1) the recognition and acceptance of
a diversity policy by top-level leaders; (2) the existence of a policy for formal com-
munication of diversity policy among all relevant stakeholders; (3) creating a sep-
arate policy for diversity training provided to relevant parties, organization-wide;
(4) recognizing differences, created by other sources other than individual cultural
differences; (5) recognizing and valuing minority groups; (6) linking reward systems
to diversity management to reinforce the importance of effective diversity manage-
ment; and (7) establishing a flexible work environment; (8) monitoring the progress
and process of the diversity management.

In the North American public sector, diversity management policy considers
developing formal processes for diversity management, decentralizing diversity
efforts, providing diversity training to the workforce, and building accountability
for diversity efforts.

At an organizational level, the support of the top management is a critical diver-
sity policy area, which includes: (1) to conduct an organizational audit to include
continuous monitoring of all human resource management decisions around hir-
ing, placement, training and development, evaluation, promotion, compensation,
and reward systems; (2) to assess whether diverse workforce feel good about their
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stay and experience and enjoy the work; (3) to establish and communicate clear
performance standards to recognize critical competencies necessary for each job
that values diversity; (4) to provide continuous feedback to identify undesirable
behaviors to be changed and desirable behaviors to be encouraged by a company; (5)
to avoid imitation so as to be contextually sensitive utilizing the human resources,
strengths, and culture of an organization.

Future of Managing Cultural Diversity

With the very popular concept of globalization, managing cross-cultural diversity
was welcomed by the world. However, recently the views on cross-cultural diversity,
especially with the change of leadership of global powers, the concept seems to be
questioned and in need of a more cautious adaptation. As a result, such issues as
how the evolution of responses towards diversity, the changing nature of managing
cross-cultural diversity, and new global tensions with cross-cultural diversity need
to be examined to understand the future of managing diversity.

Evolution of managing in cultural diversity

Racism, i.e. zero tolerance with regard to diversity or different races, is one extreme
consequence of cross-cultural diversity. It was the dominating approach between
18" to early 20" centuries. This paradigm totally excluded the “outside” members
and included groups from a particular “inside racial group”. With racism, during
the 19™ century nativism, i.e. favoring the native population over migrants, was also
common, followed by racial intolerance, i.e. refusal to accept behaviours, beliefs,
or opinions that are different from one’s own race. This trend dominated from 1920s
to 1940s, followed by nationalism, in which people saw their nations as superior to
all others, and their own group was benefited (Ericsson 2016). Although nationalism
began already in the 17" century, it reemerged since the great depression in 1940.
Multiculturalism, i.e. managing certain cultures to satisfy the needs of a particular
culture, focusing on managing and sharing with the out group, was the next move-
ment. Multiculturalism first began as an official national policy in the western,
English-speaking countries, later becoming a theme of national policies, such as in
Canada (1971) and Australia (1973). Since its inception, multiculturalism has been
backed by organizational, national, regional, interregional and global level entities
until recently. This strategy sometimes may provoke nations or groups who are
managed by someone else, especially countries subjected to such management are
prone criticizing multicultural management practices.

Recently scholars have been investigating the competencies needed to become
successful in different contexts rather than focusing on diversity factors. Cultural
competence (CC), a research area in psychology for about 50 years (De Angelis 2015),
has become an answer to this question. Cultural competence is defined as the ability

14 https://www.scholastic.com/teachers/articles/teaching-content/nativism-america-and-eu-
rope/ (accessed 20.02.2020).
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of a person to effectively interact, work, and develop meaningful relationships with
people of various cultural backgrounds. It goes beyond tolerance to include, recog-
nize, and respect diversity through words and actions in all contexts (De Guzman,
Durden, Taylor, Guzman, and Potthoft 2016). The main components of CC are: (1)
awareness of one’s own cultural worldview; (2) attitude towards cultural differences;
(3) knowledge of different cultural practices and worldviews; and (4) cross-cultural
skills.” Fundamentals for organizations to promote cultural competence include:
(1) a defined set of values and principles, behaviors, attitudes, policies, and struc-
tures that enable them to work effectively cross-culturally; (2) a capacity to value
diversity, conduct self-assessment, manage the dynamics of difference, acquire and
institutionalize cultural knowledge and adapt to diversity and the cultural contexts
of the communities they serve; and (3) incorporation of those two fundamentals in
all aspects of policy making, administration, practice, and service delivery (NPIN
2020). In this case, CC should have critical principles; defining culture broadly,
valuing clients’ cultural beliefs, recognizing complexity in language interpretation,
facilitating learning between providers and communities, involving the community
in defining and addressing service needs, collaborating with other agencies, pro-
fessionalizing staff hiring and training, and institutionalizing cultural competence
(NPIN 2020).

Recently the term cultural intelligence (CQ) is gaining high popularity. It was first
developed by Christopher Earley (2002), and Earley and Soon Ang (2003). CQ is
defined as “a person’s capability to adapt effectively to new cultural contexts” (Ward,
Wilson, and Fischer 2011), and “an outsider’s seemingly natural ability to interpret
someone’s unfamiliar and ambiguous gestures the way that person’s compatriots
would” (Earley and Mosakowski 2004). CQ has been studied in over 98 countries
for nearly two decades to identify it as a form of intelligence, related to emotion-
al intelligence (Earley and Mosakowski 2004).' As the latest version of diversity
management, CQ has become the future for cross-cultural management due to the
fact that it assesses one’s capability of relating and working effectively in culturally
diverse situations. Under CQ, unlike in multiculturalism, individuals are trained
to manage themselves to effectively and flexibly perform among outsiders. Society
for Human Resource Management (SHRM) presents four major components of
CQ that flow in a cyclical manner: CQ drive, CQ knowledge, CQ strategy, and CQ
action. SHRM further presents three major strategies: experience and reflection,
training and coaching, and developing personal CQ development plans (Livermore
and Dyne 2015). The introduction of CQ created a paradigm shift of research from
focusing on cultural differences to focusing on how to perform effectively in diversity.
The conceptualization of CQ comprises four elements: (1) metacognitive CQ (the
mental capability to acquire and understand cultural knowledge); (2) cognitive CQ

15 https://cdn.ymaws.com/www.naswaz.com/resource/resmgr/imported/CulturalCompetence.pdf
(accessed 05.05.2020).
16 https://culturalg.com/ (accessed 03.03.2020).
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(knowledge about cultures, their similarities and differences); (3) motivational CQ

(interest and confidence in functioning effectively in intercultural contexts); and

(4) behavioral CQ (the capability to adapt behaviors in intercultural interactions).
The evolution described above is presented in Figure 17 below.

Racism Racial Nationalism Multicul- /
and Nativism Intolerance turalism
Cultural
Competence

and Cultural
Intelligence

‘Antagonizing ‘Excluding ‘Benefiting Managing and ‘adapting and
and and disre- and caring sharing with wining among
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Evolution of responses towards diversity

/

1900-1940 1930-1950 1940-1980 1970-2010 2010- up to now

Figure 17. Evolution of responses towards cultural diversity
Source: Own elaboration.

Changing Nature of Cultural Diversity

The art of defining diversity has been changing in recent years. Canada was the first
state to adopt multiculturalism as a national policy in 1970, identifying diversity as
its strength. Nonetheless, although diversity is valued greatly, nowadays Canadians
are experiencing some issues related to multiculturalism. According to an online
survey commissioned during 2017 and 2018 by the Privy Council Office that sup-
ports Prime Minister’s office, 46% of the respondents see diversity as a factor that
is changing Canada in ways they did not like."” Furthermore, 61% also agreed that
too many minority groups are seeking special treatments, while 59% said too many

17 https://globalnews.ca/news/4288791/diversity-immigration-canada-mixed-feelings-survey/
(accessed 06.05.2020).
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immigrants fail to adopt Canadian values. The founder and the CEO of the Canadi-
an Centre for Diversity and Inclusion also expressed that there is a “woeful lack of
understanding in Canada about the experiences of newcomers”'® Apart from that,
the voice of some critical media (such as Rebel Media) also reflects such diversity
issues: adopting bad cultural practices by non-Canadian minorities, discrimination
against native Canadians in accessing facilities by non-Canadian-minority Muslims,
difficulty of communicating with non-Canadian communities as some of them use
their native languages, pushing native-Canadians from their homes as a high level
of cultural pressure from non-Canadian minorities, losing political and govern-
ing control to non-Canadian Chinese in some Canadian cities (like Vancouver),
increasing perception of native Canadians that diversity will not work as it did 20
or 50 years from now; people’s concerns about the spread of Chinese goods, native
Canadians’ concerns over the emergence of Sharia law in Canada, and pressure for
government to teach languages other than English and French in schools."” Accord-
ing to a national polling partnership between CBC (Canadian Broadcasting Corpo-
ration) and the Angus Reid Institute, 68% of Canadian respondents said minorities
should be doing more to fit in with the mainstream society instead of maintaining
their own customs and languages (53% Americans think the same). The survey
also found that only 32% agreed that there should be cultural diversity, i.e. that
different groups should maintain their own customs and languages.*® Adding to
this, CBC, further reports the poll’s findings that 79% of respondents said Canada
should give priority to Canada’s own economic and workforce’s needs rather than
to people in crisis abroad.

In the USA, Trump’s presidential campaign reflected views demeaning of im-
migrants, racial minorities, Muslims, women, and many other groups (Ferdman
2018). Ferdman (2018) refers to The New York Times’ report on Trump’s cabinet
as “whiter and more male than any first cabinet since that of Ronald Reagan in the
1980s”. Ferdman argues that Trump’s slogan to “make America great again” did not
value diversity and may result in exclusion.”» The US green card diversity lottery
programme that encouraged the country’s diversity policy is to be abolished by
Trump’s government, focusing on skills and results.?

In the US corporate sector, the stages of diversity and inclusion have often re-
flected a continuum from, “civil rights” to “affirmative actions” to “managing diver-
sity and inclusion” to “diversity and inclusion as a strategic imperative” (National

18 https://globalnews.ca/news/4288791/diversity-immigration-canada-mixed-feelings-survey/
(accessed 06.05.2020).

19 https://www.youtube.com/watch?v=EDMOWJ00890 (accessed 12.10.2018).

20 https://www.cbc.ca/news/canada/british-columbia/poll-canadians-multiculturalism-immi-
grants-1.3784194

21 https://www.emeraldgrouppublishing.com/archived/realworldresearch/world_events/inclu-
sion-and-diversity-in-the-age-of-trump.htm (accessed 06.05.2020).

22 https://www.cbsnews.com/news/trump-says-visa-lottery-rewards-the-worst-immigrants-
thats-inaccurate/ (accessed 06.05.2020).
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Multi-Cultural Institute). This is a change of concerns over diversity from seeing
it as a legal requirement to making it a strategic business model. Thus, in the US
corporate sector, diversity is changing to “strategic diversity”, going beyond the tra-
ditional limits of differences to include everyone and everything, even similarities,
complexities and tensions that should advance business and achievements, create
areal impact on business, enhance creativity, drive business values, create space for
innovations, creativity, potentials and thoughts (Gates 2014 and 2013). Thus, skills
and competencies are also becoming diversity factors.

Tensions with Cross-Cultural Diversity

Forbes reports that most diversity and inclusion initiatives fail due to ignorance
and are promoted, among others, aiming at financial performance.” Based on over
40 years of data on large and private employers in America, Stanford and Harvard
found such employers to still be homogenous, at large, and more divided than they
were in the 1970s.2* Despite a rise in diversity trainings, inclusion efforts, and tech-
based hiring solutions, the racial wealth gap is growing. According to a 2017 study
reported in The New York Times, white college graduates’ earnings per hour are on
average approximately 21% higher than Black college graduates, an increase by 8%
since 1979%. In addition, according to Harvard Business Review reports, diversity
training has failed and is unsustainable; some of them still can generate bias or spark
a backlash and racial imbalances, and discriminations against women persists.” On
this basis, the changing nature of managing cultural diversity questions whether
cross-cultural diversity can further benefit societies and corporations. In this case,
cultural intelligence suggests a more democratic option in responding to managing
cultural diversity. In today’s context, when the Covid-19 pandemic has been para-
lyzing the whole world economically, socially, culturally and demographically, the
concept of diversity is to be challenged. This is mainly due to society’s new orienta-
tion towards redefining their networks and partnerships, social distancing that has
led people to be intolerance towards the unknown and out group members, and
emerging concepts in self-sufficient economies reducing the dependencies. Thus,
the future world will mostly welcome not managing a culture by someone else,
but managing the self to perform among unfamiliar and out group contexts. This
proposes to critically move from managing cross-cultural diversity to “managing
in cross-cultural diversity” which enables individuals to be successful in different
cultures using cultural intelligence they developed.

23 https://www.forbes.com/sites/glennllopis/2017/01/16/5-reasons-diversity-and-inclusion-
fails/#2ab347c750df (accessed 20.04.2020).

24 https://blog.allegisglobalsolutions.com/pride-not-prejudice-why-diversity-and-inclusion-
programs-really-fail (accessed 20.04.2020).

25 https://blog.allegisgloObalsolutions.com/pride-not-prejudice-why-diversity-and-inclusion-
programs-really-fail (accessed 21.04.2020).

26 https://hbr.org/2016/07/why-diversity-programs-fail (accessed 21.04.2020).
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Conclusions

Although diversity has been regarded through the prism of individual differences,
the dimensions of differences are changing to encompass anything and everything.
The key models that explain diversity are limited to discussing cultural diversity, and
many factors are yet to be considered at individual, meso, and macro levels, with their
causal interrelationships. Managing cultural diversity at national and organizational
levels has been focused incrementally since 1970s. However, the focus of diversity
management is changing from a corporate social responsibility concern to strategic
concern, evolving from racist responses to developing cultural intelligence. Recently
diversity and inclusion policies and practices have been critiqued over their demerits
in spite of their realized merits. This has led decisionmakers to rethink their evolving
diversity policies and strategies with the change of global leadership and political
landscapes. Thus, mainly two arguments have emerged in managing diversity: to
be more democratic in terms of diversity matters, and to withdraw and control
diversity measures, while adopting novel approaches to defining differences, which
stimulates a fresh research agenda towards diversity using integrated approaches.
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Key Terms and Definitions

Cross-cultural diversity — This refers to differences in race, ethnicity, language, nationality
or religion27 and to a variety or multiformity of human social structures, belief systems,
and strategies for adapting to situations in different parts of the world.

Diversity — Diversity means understanding that each individual is unique, and recognizing
individual differences, along the dimensions of race, ethnicity, gender, sexual orientation,
socio-economic status, age, physical abilities, religious beliefs, political beliefs, or other
ideologies

Diversity Management — This is an intrinsic approach to business ethics and human interre-
lations (Rosad 2006), and it facilitates diverse workforce to demonstrate its full potentials
without discriminating any advantages or disadvantages in any particular groups over
others (Torres and Bruxelles 1992).

Multiculturalism - It is the manner in which a given society deals with cultural diversity by
recognizing and acknowledging a “plural society”, while accepting the existence of many
other cultures in addition to the dominant culture
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