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Multiculturalism in organisations

Summary

DEFINITION OF THE TERM: A multicultural organisation employs people
from different cultures based on the principle of equal opportunities.

HISTORICAL ANALYSIS OF THE TERM: The concept of multicultural-
ism within the workforce is enriched by new research findings on, for
example, globalisation, technological development, and migration. Cur-
rently, according to the resource-based view, workforce diversity is
treated as a potential source of competitive advantage.

DISCUSSION OF THE TERM: Optimists argue that the cultural diversity
of a group of employees will increase a team’s potential in decision-
making and ensure high levels of creativity and a better understanding of
their customers. Pessimists, however, claim that it can hinder effective
interaction due to the impact of deeply ingrained norms and beliefs about
the value of work and relationships in organisations.

SYSTEMATIC REFLECTION WITH CONCLUSIONS AND RECOM-
MENDATIONS: At present it is believed that cultural diversity is value
added, especially in the context of inclusion and providing equal opportu-
nities for all employees.
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Multiculturalism in organisations

Definition of the term

Cultural diversity is the presence in a society or workplace of individu-
als who belong to different cultures that differ in terms of their value
systems, accepted norms, and ways of behaving. To a large extent, this
diversity stems from primary differences and is shaped in the process of
socialisation, often through intergenerational transmission. It is change-
able and develops over time; it cannot be chosen nor changed.

Being creatures living within a society, from early childhood people
are subjected to a natural learning process which forms the basis for the
way in which they interpret reality. Culture explains how people make
sense of the world around them. A similar view is expressed by Geert
Hofstede, who sees culture as the ‘software of the mind’ that allows
people to distinguish members of different groups from one another
(Hofstede, 1991, p. 180). Recognising that culture — as a carrier of
values passed down from generation to generation — provides the moral
and ethical patterns that shape the behaviour of individuals, he distin-
guished several dimensions of national cultures: collectivism/individual-
ism, masculinity/femininity, power distance, and uncertainty avoidance.
To these he later added two more: long- and short-term orientation, and
indulgences and restraint (Hofstede, 2022). The concept of culture in an
organisational context was proposed by Elliott Jaques in his book The
Changing Culture of a Factory (1951), in which he presented a case
study of behaviour in a British state-owned company involved in the
manufacture, sale, and service of metal bearings. The study by Andrew
M. Pettigrew (1979), who described the role of symbols, a common lan-
guage, and rituals in understanding the organisation, is also considered
a pioneering work in this field. The interest in organisational culture
increased in the 1970s as a result of the discovery that it is conduc-
tive to gaining a competitive advantage, which stems from the fact that
organisational culture is inextricably linked to the culture of the country in
which the organisation operates, as certain patterns of thinking, feeling,
and behaving that distinguish the members of one organisation from
another (organisational culture) are inherent to the representatives of
a particular nation. The particular composition of a national culture will
be reflected in the values endorsed by a given society and thus in the
behaviours displayed within an organisation.
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Organisational culture is defined as a pattern of basic assump-
tions and has been recognised as binding within an organisation. It
is transmitted to new employees as a way of perceiving and dealing
with problems of external adaptation and internal integration (Schein,
2004), or as a pattern of values, norms, beliefs, attitudes, and assump-
tions that shape people’s behaviour in organisations (Armstrong, 2007,
p. 303). This culture helps to mobilise, allocate, and utilise resources in
achieving a company’s goals through values, rituals, behaviours, the
management system, decision-making criteria, and its vision (Barney,
1986). Some elements of an individual’s culture of origin are visible and
observable (e.g., accent, religious dress), while others are subtle and
difficult to notice due to varying degrees of acculturation (e.g., in the
case of second-generation immigrants who have adapted to the culture
of the country to which their parents emigrated).

Organisational culture is not the same as corporate culture. Organ-
isational culture is a broader concept as it applies to organisations of
all types, while corporate culture refers only to corporations, i.e., trans-
national limited companies. Both cultures can be defined as a set of
values, norms, and patterns shared within an organisation, based on
which its basic problems are solved.

Researchers disagree on the ways of studying and the possibilities
of shaping organisational culture. In studies, organisational culture
can be treated either as an independent or a dependent variable. If
it is treated as the former (the organisation is the culture), i.e., as an
external-organisational approach, the research focus is on the identifi-
cation of the cultural context and its impact on the organisation. In this
approach, culture is not subject to a conscious process of formation. If it
is treated as the latter (culture is an internal factor of the organisation),
i.e., as an internal-organisational approach, it is assumed that culture
is a subsystem of the organisation and is linked to its other systems.
In this approach, culture can be shaped, which involves adapting it to
the environment. However, this is a difficult process which is not fully
controllable (Glinka and Jelonek, 2010).

Culture management in organisations is a task that is particularly
important for maintaining competitiveness, especially if management is
understood as involving shaping behaviours that are beneficial to the
realisation of an organisation’s strategy and the goals of its members.



Multiculturalism in organisations

The managers’ task is to support and reinforce positive features of the
prevailing culture and to extinguish undesirable ones. To this end, the
following measures are taken:

+ rewarding behaviours which are consistent with the organisation’s

values;

+ transparent and understandable personnel practices;

* a training system directed towards the dissemination of desired

cultural values;

* implementation of quality-management programmes;

» prevention of stress in the workplace;

* building an organisation based on trust and commitment;

* implementation of programmes aimed to support work-life balance;

* introducing diversity-management programmes;

» providing training on the prevention of unethical behaviours in the

workplace;

» organising team-building trips and other special events (Arm-

strong, 2007).

The organisational climate describes the way in which employees
experience or perceive organisational culture. The unique culture of an
organisation creates a specific atmosphere, the outer layer of which is
experienced by employees as the organisational climate. This is defined
as a set of relatively fixed beliefs of the members of the organisation
regarding the characteristics and quality of that culture. It is assumed
that cultural phenomena, which are studied by means of questionnaires,
are specific perceptions of the culture of an organisation at a given time;
these perceptions are the organisational climate. Some researchers
analyse organisational climate in relation to specific designators, as the
‘climate for something’, e.g., climate for diversity, ethical climate, safety
climate, or climate for innovation, etc.

Diversity is a term understood as the co-existence of people with dif-
ferent group identities within the same social system. This term encom-
passes an increasing number of areas of difference within a collective.
Originally, it referred primarily to membership in a racial and ethnic group.
Currently, it refers to many dimensions, including differences in physical
abilities, language aptitude, social class, religion, sexual orientation,
gender identity, or age. These dimensions are very important because
they significantly influence how people perceive the world and how they
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relate to others. Diversity is a very complex concept and, in order to
structure it, it is necessary to realise that certain differences are innate
(primary) and thus not subject to change, and that they have a major
impact on the development and life of an individual. These differences
include gender, age, ethnicity, physical characteristics, race, and sexual
orientation. Acquired (secondary) differences, such as education, place of
residence, income, marital status, and religious beliefs, can be changed.
Other researchers offer different divisions, e.g., tangible differences (e.g.,
age, gender, and race), individual differences (e.g., education, work
experience, and length of service), observable differences (surface-level
diversity), and non-observable differences (deep-level diversity).

Researchers who analyse workgroups identify several types of diver-

sity (Jehn, Northcraft and Neale, 1999, pp. 741-763): social category
diversity (refers to differences that are easily identifiable, such as age,
gender, or race); informational diversity (refers to job-related attributes
such as length of service, position, or education); and value diversity
(diversity in terms of values, beliefs, and thought processes that influ-
ence goal and task achievement).

According to the divisions outlined above, the following distinction

can be made:

+ Internal diversity, related to innate characteristics such as race,
age, ethnicity, national origin, sexual orientation, cultural identity,
assigned sex/gender, gender identity, physical abilities, and intel-
lectual abilities. In recent years, neurodiversity, which is a sub-type
of intellectual ability, has been postulated. This category includes,
among others, autism, attention deficit hyperactivity disorder,
dyscalculia, dyslexia, Tourette’'s syndrome, various psychiatric
conditions, etc. It is believed that neurodiverse people in the work
environment need support systems such as inclusion, communi-
cation, assistive technology, vocational training, etc.

+ External diversity, related to an individual’s acquired changeable
and modifiable attributes, such as education, personal interests,
family status, relationship status, place of residence, religious
beliefs, life experiences, socio-economic status, level of civic
engagement, and physical appearance.

+ Organisational (functional) diversity, related to differences attrib-
uted to people by an organisation, such as work experience,
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position held, position in the organisational hierarchy, membership
in a professional group (e.g., programmers, brokers, sales repre-
sentatives, etc.), membership in a department (sales, accountant,
etc.), employment status (type of an employment contract), type
of remuneration, length of service, union membership, place of
work, etc.

Another type of diversity is worldview diversity, which most probably
results from the aforementioned internal, external, and organisational
attributes of diversity, and it changes with experience and reflection; it
covers, among others, political beliefs, values, and outlook on life.

It is worth emphasising that many typologies of diversity can be found
in the academic and consulting literature. What they all share is the
increasingly broader view of this category and attempts to extend it by
adding new factors that differentiate human individuals.

Historical analysis of the term

The concept of workforce diversity has been developed by representa-
tives of several sub-disciplines of the social sciences since the 1960s.
When the concept first appeared in the United States, it highlighted the
differences between employees due to their individual traits (at the time,
primarily race and gender). The US adopted anti-discrimination legisla-
tion as early as in 1964 in Title VII of the Civil Rights Act, under which
prejudice and discrimination in the workplace based on sex, age, race,
colour, religion and national origin were prohibited. In order to comply
with the legal requirements of Title VI, organisations had to adopt Equal
Employment Opportunities policies to ensure fair and equal treatment
of all employees. Affirmative action, also known as positive discrimina-
tion, was another legally imposed initiative linked to managing a diverse
workforce (also initiated in the US). According to positive discrimination
policies, an organisation’s workforce should reflect the structure of the
labour market. The aim of these initiatives is to increase the number of
employees who belong to historically underrepresented groups, such as
women and racial or ethnic minorities.

These regulations defined the practices that organisations had
to implement in order to comply with legal requirements and avoid
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penalties; as a result, they were mainly reactive in nature as they were
a measure oriented towards preventing unfair practices towards certain
groups. Some authors observe that these policies emphasised group dif-
ferences rather than individual characteristics and focused on mitigating
differences rather than on enabling every employee to work according
to their potential. The activities undertaken by organisations focused on
hiring minority group workers in entry-level positions, without providing
them with opportunities for development and advancement. Despite
the criticism to which these initiatives were subjected, it is important to
emphasise that they nevertheless contributed to laying the foundations
of diversity management (Gotsis and Kortezi, 2015).

It was not until the 1980s that organisations in the USAbegan to imple-
ment diversity-management programmes. In contrast to previous initia-
tives, diversity management refers to the voluntary efforts undertaken
by organisations to generate a process of inclusion of employees from
different environments into formal and informal organisational structures
through practices dedicated to this purpose. Subsequent changes in
US law regarding equal treatment based on disability, religion, or age,
among others, have contributed to the development of research in this
area and its popularisation. Organisations began to introduce practices
in response to labour market discrimination, i.e., unfavourable and/or
prejudiced and biased treatment of certain groups of employees based
on their individual and cultural characteristics, such as attitudes, habits,
and beliefs. These trends were reinforced after the publication of the
Hudson Institute Report on changing working conditions (Packer and
Johnston, 1987). It predicted that by the year 2000, as the percentage
of women, immigrants, and racially diverse people increases in the
workplace, white men would become the minority group. The predic-
tions in this report have been partially realised, which has pointed to
demographic trends that are impossible to ignore. This has motivated
an increasing group of researchers and practitioners to suggest the
need for thoughtful and purposeful diversity management and to call
for an environment in which all employees can fulfil their potential and
in which differences would be a lever for improving the competitiveness
of the organisation. Ground-breaking in this context was the work of
Taylor H. Cox (1993, p. 6), who saw diversity as “the representation, in
one social system of people with distinctly different group affiliations of
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cultural significance” and called for a broader study of this concept from
individual, group, and organisational perspectives.

In Europe, including Poland, diversity management gained popularity
in the 1990s. In 1997, the European Union introduced an anti-discrimina-
tion policy for its member states under the Amsterdam Treaty (European
Commission, Implementation Checklist for Diversity Management). Over
the last two decades, research in this area has intensified dynamically.

Studies devoted to international and intercultural management
conducted in the 1980s and 1990s (Hofstede, 1983) had a significant
impact on the development of the concept of diversity management in
organisations. A separate research area, also extremely important, was
human resource management theory (Guest, 1990). Since the term
‘workforce diversity’ first appeared, its understanding has been substan-
tially broadened and today encompasses a great number of different
categories of diversity (Rakowska, 2021).

David A. Thomas and Robin J. Ely (2001) identified several ways
in which organisations can motivate the promotion of cultural diversity.
The whole process can be described as evolutionary. Initially, support-
ing diversity was seen as a moral goal in response to historical dis-
crimination (justice perspective). Next, supporting cultural diversity was
considered beneficial for business reasons, namely to gain access to
the markets of a particular cultural or national group (the competitive
advantage perspective). The current widespread view is that organisa-
tions should promote cultural diversity as it is a resource and a learning
opportunity (the integration and learning perspective).

The studies conducted by Nancy Adler (1997) are also worth mention-
ing. She identified three ways of managing cultural diversity: parochial,
ethnocentric, and synergistic, which consist in, respectively, ignoring,
minimising, and managing cultural differences (Adler and Gundersen,
2008, p. 107). Within the parochial model, cultural differences are ignored
and considered irrelevant. Managers see the world exclusively from
their own perspective, according to the motto: ‘our way is the only way’.
In their opinion, cultural diversity does not exert any impact on organisa-
tions, in either positive or negative terms. As a result, they do not seize
opportunities and do not mitigate the likely negative impact of diversity
on themselves. Within the ethnocentric model, managers acknowledge
the existence of cultural differences but view them negatively as a source
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of problems. They put their group at the centre, believing that ‘our way
is the best way’ and promote their own culture while devaluing other
cultures. Their strategy is to reduce both the sources and the effects of
cultural diversity in an organisation by minimising cultural diversity, i.e.,
by selecting a homogeneous workforce. Organisations of this type lose
the opportunity to benefit from the cultural diversity of their workforce by
minimising its importance. The synergistic model accounts for both the
advantages and disadvantages of diversity and advocates managing
them to the benefit of the organisation. The prevailing view is that ‘a cre-
ative combination of our way and their way may be the best solution’. An
organisation creates unique management practices to combine the best
of different cultures. Employees are trained and developed to recognise
cultural differences and to use them to create value. This leads to limit-
ing the negative impact of diversity while reaping its benefits.

Currently, workforce diversity is recognised as an organisational
resource, although only if it is properly utilised. A prerequisite for this
process is to provide employees with equal opportunities and conditions
for their full participation and development.

Discussion of the term

Increasing migration and the growing number of international merg-
ers and acquisitions make issues of cultural diversity in organisations
increasingly important. As more and more global organisations employ
multinational teams to implement international projects, there is a greater
need for research on the performance of people from different cultures,
and researchers should be seeking to address the question how these
people work together to achieve common goals. Cultural differences
can create barriers to effective team functioning, such as negative ste-
reotypes and social categorisation (Dahlin, Weingart, and Hinds, 2005),
and differing expectations regarding communication practices (Earley
and Gibson, 2002). Belief in the value of diversity in organisations is
mainly based on practical arguments, e.g., the possibility of access to
a larger talent pool in order to improve the image and reputation of the
organisation, reinforce cultural values in the organisation, or to improve
employee motivation, productivity, innovation, and creativity. Studies
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on the impact of diversity on measurable business outcomes are insuf-
ficient and their results are not conclusive. The prevailing view today is
that diversity is a resource which allows employees to learn from one
another and to integrate.

Cultural diversity in organisations can be viewed from either a pes-
simistic or an optimistic perspective. The pessimistic view derives from
the paradigms of social identity (Tajfel, 1981) and the similarity-attraction
theory (Byrne, 1971), both of which argue that individuals express a pref-
erence for the group to which they belong. This affiliation generates loy-
alty, and the divergence of group members’ sociocultural norms and their
cultural distance negatively affect performance in workgroups (Thomas,
1999). The optimistic view holds that cultural diversity facilitates informa-
tion processing, learning, and problem solving; it also reduces groupthink
(Ely and Thomas, 2001) and is thus beneficial for team performance.

An individual can be simultaneously assigned to several social
categories related to diversity. Increasingly, the literature points out
that assigning people to groups (e.g., ethnic minorities, disabled, etc.)
limits perception and fosters inaccurate assumptions about individu-
als and groups, making it difficult to identify their unique experiences,
resources, and the challenges they face in the workplace. Thus, focus-
ing on a single category should be avoided. Such a method may limit the
formulation of conclusions based on the overlapping of different identi-
ties. Steven Vertovec (2007) proposed the concept of super-diversity,
which was intended to help understand the diversity found in British
society among residents of major cities. His intention was to draw atten-
tion to the intersecting and often overlapping dimensions of diversity.
The concept of super-diversity highlights the fact that contemporary pat-
terns of diversity differ in complexity from the patterns of the past. This
includes many of its dimensions, i.e., all those mentioned so far, as well
as legal status, human and social capital, etc. Currently, the concept
of super-diversity refers to societies or local communities with a high
proportion of immigrants and a high degree of ethnic, linguistic, and
cultural diversity. This concept has gained both critics and supporters:
the former argue that it does not add any value to analysis, is imprecise
and is difficult to capture accurately; in contrast, the latter observe that
the use of super-diversity allows oversimplifications and stereotypes
to be avoided (e.g., regarding ethnic groups in the case of migration)
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and attributing homogeneity to groups that are inherently diverse (e.g.,
Poles in the UK or the German minority in Poland). Super-diversity can
also provide a perspective from which it is easier to see the complexity
and multidimensionality of contemporary populations.

In diversity research it is assumed that various categories of diversity
are observable. However, some employees may intentionally or unin-
tentionally conceal these categories or share them only with selected
co-workers. Thus, individuals may consciously manage their social iden-
tities in the workplace by hiding or revealing them, which can affect both
their organisation and their co-workers. It is also important to consider
which specific traits actually differentiate employees to such an extent
as to affect them, their work, and the atmosphere within an organisation.
A person’s cultural profile is very complex and consists of multi-layered
value structures derived from different the social environments in which
it has been formed (Robertson et al., 2017). It is recommended that
future studies focus on the effects of diversity and their role in various
organisational contexts.

Many contemporary organisations are multicultural. Diversity man-
agement involves actions based on respect, acceptance, and the rec-
ognition that individuals are unique and differ from one another. There-
fore, it most often means undertaking management practices aimed at
integrating and engaging minorities who have been marginalised in the
workplace in the past. In order to effectively manage a multicultural envi-
ronment, it is essential to recognise the existing differences and harness
them for the benefit of the organisation rather than to ignore them or
allow them to cause problems for the organisation. It is not enough to
have a culturally diverse workforce: it is also necessary to be able
to capitalise on its diverse potential. Realising the potential of a diverse
workforce therefore requires moving away from a stereotypical view of
people to an appreciation of individual differences and talents in the
workplace. In addition to purposefully employing a diverse workforce,
two important prerequisites for diversity management are necessary:

1. Equity, i.e., equal treatment realised by providing support based
on the specific needs of individuals to help them achieve their best
position in an organisation through fair access to resources, equal
opportunities, and the chance to develop in an environment which
is characterised by respect and dignity.
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2. Inclusion, i.e., creating a diversity-friendly environment, imple-
menting policies that include every member of the organisation,
empowering employees by respecting and valuing what makes
them different, and rewarding their individual contribution to work.
It is about maintaining a strong sense of belonging by enabling full
participation.

It should be emphasised that it is one thing to implement diversity
principles (which require, for example, that a certain number of women
and people of a certain ethnic origin are taken into account when appoint-
ments are made and ensuring that job interviewers come from diverse
groups), but it is quite another to be inclusive, to genuinely harness the
potential of employees and provide the conditions for them to develop
and participate fully in the organisation. Diversity and inclusion (which is
also called diversity in action) are like two sides of the same coin. This
means that diversity, inclusion, and equal treatment are closely linked
and interdependent.

It is believed that the more a diversity strategy is linked to core busi-
ness strategy, the more effective it will be. The significant role of top
management’s business philosophy and values in relation to diversity
is also highlighted, as these translate directly into practices within the
organisation that foster or hinder inclusion. Important diversity manage-
ment initiatives include identifying and defining various aspects of diver-
sity in the organisation, organising affirmative action to promote diversity
and encourage its acceptance and understanding, implementing prac-
tices and solutions that will confirm the consistent implementation of
the diversity strategy, informing all stakeholders about diversity activities
taken, and monitoring the impact of diversity strategy on organisational
performance.

How individuals perceive the world around them is culturally condi-
tioned, which is why people belonging to different cultures react differ-
ently to a given situation. Additionally, cultural differences are sometimes
unnoticed, which is linked to cultural blindness, defined as the inability to
understand how certain situations may be perceived by people belonging
to other cultures. This blindness is most often caused by strict adherence
to the rules, beliefs, and moral norms of one’s own culture.

The literature describes several approaches to managing cultural
diversity in organisations (Seymen, 2006, p. 301). In one approach,
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cultural diversity is considered to generate better organisational perfor-
mance as a result of the heterogeneous working environment achieving
a synergistic effect, which then becomes one of the company’s key
resources. A prerequisite for this is the acceptance of different subcul-
tures and the acknowledgement that members of subcultures and the
dominant culture are equal. In this way, employees who represent dif-
ferent subcultures feel fully included and that their voice counts, which
increases their participation, satisfaction, and commitment. Within
another approach, cultural diversity is viewed as a positive and negative
phenomenon at the same time. The negative aspects of cultural diver-
sity deserve as much attention as its benefits, so organisations should
try to minimise these while capitalising on the benefits. This approach
emphasises the risks associated with the ineffective management of
cultural diversity, which can lead to high levels of organisational stress
and reduced employee performance. The more diverse an organisation
is, the more necessary it is to introduce effective inclusive measures.
Within the third approach, the dominance of a strong culture over cultural
diversity is advocated. This recommendation assumes that it is possible
to build a desirable, coherent, and strong culture which dominates over
other subcultures and which integrates the organisation globally through
similar behaviours and shared values. Because an individual’s cultural
values are fixed, in this approach it is important to employ people who
fit the organisation, i.e., those who share the organisation’s values
and norms. This approach is directed towards building a common
cultural identity rather than managing diversity. Advocates of the fourth
approach, who recognise universal culture instead of cultural diversity,
emphasise the role of developing universal cultural values within organ-
isations rather than the role of a shared or dominant culture (Seymen,
2006, p. 306). This approach is linked to Fons Trompenaars’ theory
of universalism, which advocates strict adherence to laws and ethical
principles and emphasises the creation of values across cultures which
all members of the organisation should respect. However, it should be
noted that not all cultures accept universal values to the same extent;
some cultures prioritise particular values over universal values.

It seems necessary to link human resource management and diversity
management. The principles of diversity, inclusion, and equal treatment
should be embedded in all HR practices to ensure alignment between
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HRM strategy and diversity management objectives, which is clearly
illustrated in Table 1.

Table 1. Inclusive human resource management practices

-

Employment policy

Employment policy to employ persons from
minority groups

Recruitment and selection

Vacancies and posts for minority
representatives

Inclusion and team building

Inclusive activities aimed to sensitise employ-
ees to diversity and inclusion, building diverse
teams, building trust within teams, and grant-
ing team rewards

Performance management
(employee appraisal)

The same appraisal criteria, feedback, multi-
source appraisal

Remuneration and incentives

Egalitarian and transparent remuneration,
non-wage benefits, and promotion policy

Work-life balance

Allowing workers in all groups to take breaks
to advance their careers, providing childcare
assistance

Health and safety at work

Ensuring increasingly better working condi-
tions and their accessibility for all employees

Professional and personal
development

Personal and professional development
practices available to all

Personnel controlling

Control activities related to social inclusion

10

Fairness

Fair communication (communication fairness),
fair distribution of rewards, explaining deci-

sions which concern employees

Inclusive leadership refers to management activities and the mes-
sages through which they express encouragement and appreciation
for diverse employees’ contributions. Particular emphasis is placed on
the inclusion of people from minority groups by providing them with
opportunities to have a real say in the decisions made in the organisa-
tion. However, it is worth noting that inclusion should not only apply to
employees from minority groups. Inclusive practices also have a posi-
tive impact on members of majority groups, making them feel more
involved and more willing to work towards inclusion. In this regard, the
positive impact of two sets of practices can be observed: identity-blind
practices, which are oriented towards all employees and which facilitate
participation and build commitment; and practices that take into account
the needs of minority groups as well as the needs of individuals and
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promote the inclusion of groups which may otherwise be excluded from
participating in organisational decision-making (Shore, Randel, Chung,
Dean, Ehrhart, & Singh, 2011).

Various benefits of inclusive practices are described in the literature,
including instrumental and symbolic effects (Seibert, Silver and Ran-
dolph, 2004). Instrumental effects include a feeling of autonomy, greater
alignment between needs and working conditions, the ability to share
information, greater employee engagement, and lower stress levels.
Members of an organisation have a greater sense of control over their
situation because they are included in decision-making. Another effect of
increased inclusion is greater intrinsic motivation, which also promotes
commitment. Inclusion also improves communication in organisations
because more people participate in dialogue. The beneficial effects of
inclusion can sometimes be more symbolic than tangible (Butts, Vanden-
berg, DedJoy, Schaffer, and Wilson, 2009), as inclusive practices can be
seen as vehicles for employees to learn that they are valued and taken
seriously by the organisation. It is pointed out that inclusive leaders who
are focused on inclusive practices are dedicated team players, willing
to help, take every possible opportunity to promote and emphasise
the importance of diversity, accept and show their sensitivity, combat
old-fashioned, paternalistic leadership styles, are humble and aware of
their own limitations and the biases they are subject to, challenge their
habitual patterns of behaviour, are able to communicate effectively (they
know how to listen and elicit information), seek to understand the needs
of diverse individuals, and make efforts to adapt to different cultural
norms.

Literature provides ample evidence that improving competences
related to diversity and extending knowledge about representatives of
other cultures can have a positive effect in terms of increasing aware-
ness of the importance of diversity, modifying employees’ attitudes,
eliminating negative emotions, behaviours and stereotyping tendencies,
and enhancing empathy. Intercultural competences — defined as an
individual’s ability to communicate and interact with people from other
cultures, groups, or communities — have been extensively researched in
the last two decades. The attitudes, behaviours, and skills that facilitate
inclusion in intercultural situations have also been analysed. Several
models of intercultural competence have emerged from these studies.
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Researchers (Byram, Kuhimann, Miller-Jacquier and Budin) have
developed a practical model to assess intercultural competence, called
INCA (Intercultural Competence Assessment), in which they distinguish
six dimensions: tolerance for ambiguity (the ability to tolerate ambiguity
and to behave appropriately in response to situations characterised by
it); behavioural flexibility (the ability to adapt flexibly to a changed situ-
ation); communicative awareness (the ability to identify the relationship
between modes of linguistic expression and cultural content; adaptation
of the form and content of one’s communication to that of an interlocu-
tor who belongs to another culture); knowledge discovery (knowledge
about different cultures and the ability to use this knowledge when com-
municating); respect for otherness (the willingness to reduce distrust of
another culture); and empathy (the ability to intuitively understand what
other people are thinking and how they are feeling in a given situation).

The literature emphasises that intensive interaction between cultures
leads to the need to improve intercultural competences (Jaskuta & Kor-
porowicz, 2013), which are defined as the ability to initiate interactions
and to systematically and consciously restructure one’s competences,
leading to a deeper understanding and appreciation of cultural diversity.
Intercultural competences are juxtaposed with multicultural compe-
tences, which are limited to merely noticing and understanding cultural
differences. A dynamic way of developing competences based on the
modification and synergy of cultural patterns is called a transgressive
model and is contrasted with the adaptative model (Glinka and Jelonek,
2010).

Systematic reflection with conclusions
and recommendations

Changes resulting from the processes of globalisation and technological
development have had a strong impact on how business is conducted in
the 21stcentury. The new conditions have led to an increase in the flow of
services, goods, and capital, including foreign investment, technology,
and information. Developments in information technology enable people
from different parts of the world to exchange information in real time and
meet in virtual space. The reach and scope of businesses have also
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expanded, leading to deeper links between countries. Labour markets
have become more culturally diverse as a result of these phenomena
and of strong migration flows, ageing populations, and a shortage of
talent, all of which cause companies to seek out talented employees
from minorities or countries less developed than EU member states.
As a result of these changes, organisations have become increas-
ingly diverse in terms of nationality, ethnicity, gender, and race. Most
researchers share the view that cultural diversity brings significant
potential benefits to organisations, including improved decision-making,
greater creativity, flexibility and innovation, diversity of business prac-
tices, and more effective marketing directed at different types of custom-
ers. Increasing cultural diversity among employees also entails potential
repercussions in the form of increased tensions and feelings of lack of
cohesion, higher staff turnover, interpersonal conflicts, and communica-
tion breakdowns.

In organisations, multiculturalism meets interculturalism. Intercultur-
alism consists in culturally diverse employees’ sustainable interactions
and an exchange of their cultural values, which takes place while they
share the organisational space. Interactions between representatives
of different cultures are an important element in the formation of the
functions of cultural diversity. This perspective enables a comparative
and dynamic approach to studying culture.

In order to harness the benefits of diversity while minimising its
potential costs, leaders are encouraged to oversee change processes
which lead to the purposeful creation of ‘multicultural’ organisations.
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