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With increasing attention directed at the imporeaatworkplace diversity, organizations are
faced with the daunting task of effectively manggiine diversity they have. For a variety of
reasons, diversity and diversity management presti@ve become more prevalent in
workplaces across the globe. Effective diversityhatgement is even more important for multi-
national companies (MNCs) which not only have tonagge the diversity of their workforce
across geographic regions, but also do so withideration for the history and traditions that
are unique to each country within their corporatérella. To understand how diversity can be
better managed in a global setting, we set oututdyshe effect of organizational culture and
national culture on employee’s perceptions of hlegirtorganization is managing diversity.
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There are a number of activities that an orgaromatan engage in to manage the diversity of
their workforce. Various researchers studying diitgiin the workplace have consistently
found that organizations that emphasize colleativiis the work environment see more benefits
of workplace diversity than organizations that eagpe individualism (e.g., Chatman &
Spataro, 2005; Dwyer, Richard, & Chadwick, 2008hds also been found that an emphasis on
teamwork fosters better relationships within a dpant and can promote identity within the
department or organization that moves beyond settae! differences (Jayne & Dipboye,
2004). Based on this literature, we hypothesizatidiepartments that developed a strong
culture of Involvement, one in which all employeesre developed, empowered, and
encouraged to work as a team, would be perceivethaaging workplace diversity better than
departments that had a weak Involvement culture.

We were also interested in whether the nationatceiof the country where employees were
from would affect the relationship between Invoharhculture and diversity management
perceptions. Hofstede’s (1980) research has caregocountries based on being low or high in
masculinity, individualism, uncertainty avoidanaed power distance. According to Hofstede,
the two dimensions of national culture that couhghact diversity management are power
distance and individualism. Countries high in podistance are characterized by a general
understanding that power differentials are “norarad legitimate.” We reasoned that the effect
of Involvement culture on the perceived manageroémtorkplace diversity would be stronger
in countries characterized as low power distancehagh collectivism. Low power distance
countries, such as Australia, Canada, Germany, Realand, Sweden, United Kingdom, or the
United States, would see stronger effects of Inmmlgnt on workplace diversity perceptions
than high power distance countries, because thevéivibe less barriers present in the
workplace that would interfere with integrating elise employees.

It is believed that people from individualist sd@s primarily focus on their own best interests
and the interests of their immediate family. At tpposite end, collectivistic societies are
characterized by a loyalty to one’s own in-groud,aas a consequence, are more tightly
integrated. Countries high in collectivism, suclBaazil, Chile, Ecuador, Hong Kong,
Malaysia, Pakistan, South Korea, or Thailand, sheek stronger effects of Involvement on
diversity perceptions than individualistic counsrizecause of the emphasis on team work and
inclusion.
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We collected data from a large, consumer goods aagnwith headquarters in Europe. Data
was collected from over 7,500 employees acrossfteht countries. Employee’s responses
were grouped together to form 354 work groups atd das analyzed at the work group level.

We measured perceptions of diversity managemeheisurvey using the following four items:

My company promotes a management style that aceeptsppreciates the unique
differences in individuals.

My company has a work environment that is free fdigtrimination.

My company has a work environment with no barr{erg., communication,
promotional opportunities, working relationshipts.ecreated by cultural differences
among individuals.

My company provides opportunities to develop arahgat all levels without barriers or
discrimination.

Countries were also assigned values on power distand collectivism based on Hofstede’'s
(2001) research.

We used a technique called Hierarchical Linear NlaggHLM; Bryk & Raudenbush, 1992)
which allows us to simultaneously analyze relathips between data at the individual,
department, and country level. Results of our awsysupported the link between Involvement
culture and diversity management perceptions. Eyegs in high Involvement culture
departments also perceived the company to be eifcmanaging workplace diversity.

Figure 1 compares Involvement culture scores fpadenents on the item “My Company
promotes a management style that accepts and &dpeethe unique differences in
individuals.” Departments with low diversity managent perceptions (where employees rated
“Disagree” or “Strongly Disagree” to that item) sed much lower than departments with high
diversity management perceptions (where employatesl FAgree” or “Strongly Agree” to the
above item). Referring to Figure 1, we see thatadepents with high diversity management
perceptions outperformed departments with low ditypimanagement perceptions by an
average of 51 percentile points. This gap is egflgdiigh for Team Orientation which

previous research has indicated is important teffextive management of workplace diversity
(e.g., Chatman & Spataro, 2005; Jayne & Dipboy8420
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Figure 1
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Secondly, we also ran analyses to determine ibnaticulture would act as a moderator on the
relationship between Involvement culture and peroap of diversity management by making
that relationship stronger in collectivistic anavlpower distance cultures. Our hypotheses were
not supported. In fact, we found that neither aspe&national culture had any effect on

people’s diversity management perceptions of tiganization.

Results of our analyses indicated that departmeititsa strong culture of Involvement were
also perceived as effectively managing workplaverdity by their employees. This was true
regardless of whether employees were from courttiggsin power distance or low in power
distance, individualistic or collectivistic. Thesee a few conclusions that we can draw from this
research:

1. Involvement culture may be important for managirg workplace diversity.

Having an organizational culture that encouragesl@yee involvement and creates a sense of
ownership and responsibility appears to be impoiftarthe management of workplace

diversity. This suggests that a feeling that alpyyees are being developed and empowered
within the workplace, not just those employees whwtribute to diversity, is needed for the
effective management of workplace diversity. Inavgting or considering the current
organizational culture when designing a diversignagement program could be one avenue for
improving perceptions of diversity management bemaiployees and achieving the most
positive outcome for workplace diversity.

2. Organizational culture may be the key to uncoveng positive effects of diversity on
workplace performance.

Proponents of workplace diversity have long toutexlbenefits of group diversity for a number
of organizational outcomes however, the relatign$iais not been consistently found (e.g.,
Webber & Donahue, 2001). From a research persgedtie strong relationship that
Involvement had with perceptions of diversity mag@gnt identifies organizational culture as a
potential moderator of the often elusive divergigrformance relationship. Organizational
culture has been shown to have consistent reldtipssvith organizational performance. Our
research has found a relationship between orgamizdtculture and firm performance (see
Research Note: Proving the Link) and organizatien#ure and customer satisfaction.
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Therefore, it might be the case that workplacerditie does impact organizational performance
but that impact is best realized through a higlolmement organizational culture.

3. The importance of organizational culture over ndonal culture.

Our research and the work of other researchers icadi question the assumption that national
differences outweigh organizational culture in dbity management practices. Gerhart and
Fang (2005) found within Hofstede’s data that couaof origin explained a small amount of
variance in respondents’ values and that orgawizatifferences accounted for more variance
than did country. Although the culture and habfta aation are important to consider in
international human resource management, the sasiudtur analyses suggest that the culture of
the organization is much more important to consideeffectively managing diversity.
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There are a number of things that organizationsdeaio maximize the benefit of diversity in
the workplace and successfully integrate a divensdforce.

1. Frame the diversity management initiative as anpportunity for integration and
learning.

Framing diversity initiatives in a manner that Hights previous conflict or discrimination can
have a negative impact on organization’s abilitgaocessfully manage workforce diversity.
Emphasizing a learning and integration perspedtaga motivating effect on both management
and employees and can ensure the long-term sucttss diversity program.

2. Ensure senior management commitment and accourigity

As with any organizational change initiative, sem@management needs to demonstrate their
commitment to workplace diversity and hold themssland others accountable to see that
diversity policies are successfully implementechimtthe organization.

3. Articulate how diversity is important to the oveall functioning of the business

Whether it be to attract new clientele from dempbia groups that are not traditionally a part
of your client base or to increase innovation amgmgy staff — consideration should be given
to how the new diversity strategy will benefit ttmmpany.

4. Emphasize the value of diversity of all employse

Focusing a diversity initiative on one demogragiricup, such as women for example, can
sometimes have a polarizing effect on those emp®yéo are not the target of the initiative.
Diversity by definition means “a point of differegicwhich every individual possesses. Valuing
the diversity of all employees will unite employeexler one common banner.

5. Emphasize solidarity with the team or department
To minimize the effect of in-group/out-groups, eggavorkgroups in team-building exercises

that help to facilitate communication and integmatof work activity as well as create pride in
one’s work group or organization.
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6. Evaluate the effectiveness of diversity managemeprograms through established
metrics

Identify metrics for evaluating the effectivene$she diversity program and monitor them
periodically. Metrics could include monitoring tdemographic profile of the company or
including questions on an annual employee opiniowey that asks employees for their
perception of the culture surrounding diversityaay barriers that may exist for integrating
diverse employees.

Figure 2: The circumplex on the left shows theureltprofile for departments whose employees
disagreed with the statement “My company promotemaagement style that accepts and
appreciates the unique differences in individudepartments disagreeing with this statement
had much lower culture scores than the departnwatiissmployees who agreed with that
statement.
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