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Introduction 

Background/My points of interest 

My first point of interest was that I wanted to write about immigration. First I thought about 

doing a study of immigration politics in Europe or to look at some project(s) which concerns 

the issue. Then I considered it some more, and figured out that one of the most important 

factors for integration is the issue of having a job or not. At least in Sweden the 

unemployment rate for immigrants are a lot higher than for ñethnic Swedesò. Statistics show 

that the labour force participation for non-Europeans immigrants is 78% compared to 91% 

for native Swedes (Nekby 2002: 26). In Sweden stories about surgeons who are baking pizza 

and engineers cleaning factory floors are common. Some say that they are true; others discard 

them as urban legends. I do not know what to believe but what I do know is that many 

immigrants are lacking the blessing of having a job. This creates a feeling of uselessness and 

isolation for those immigrants who are unemployed and at the same time it adds water to the 

racist watermill. Immigrants are sometimes said to be lazy and unwilling to work. At the 

same time, studies in Sweden have proved that employers are less likely to employ people 

classified ethnically as non-Swedish (Nekby 2002: 2). Even if these individuals are equal or 

even better off in terms of education and work experience. This makes me think if employers 

in Sweden are afraid of foreigners or if there is some other reason for this discrimination. 

Schaafsma (2006: 37) points at studies in the Netherlands which show that employers 

evaluate the qualities of minorities negatively. The studies show that employers do not care 

for minority groups. They have negative attitudes
1
 towards minorities and even refuse to hire 

them in their organizations. I suspect that the situation is similar in Sweden and therefore my 

aim is to examine what kinds of attitudes are present in Swedish organizations. Though my 

main interest is the issue of immigrant/ethnic minorities I will conduct this as a study of 

diversity in a broader sense (including age, gender, etc.) because of methodological reasons, 

but in my analysis I will put extra focus on the ethnic/immigrant status. Because of the 

limited amount of time I have had for research, I choose to focus mainly on one Swedish 

municipality and its different activities which are run as public organizations. However, I will 

complement this with a study of policy documents from a number of Swedish organizations; 

to show which policies are present in todayôs Swedish labour market. 

                                                 
1
 I will define the concept of attitude when I present my research question 
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Research Question 

As I wrote above: my aim is to examine what kinds of diversity climate are present in a 

Swedish municipality, and to compare the results with the policy of diversity which exists in 

Swedish organizations. I will use the concepts of attitudes and diversity climate. An attitude 

is ñédefined as the association of a social object or social group concept with a valence 

attribute conceptò (Greenwald et al. 2002: 5). Diversity climate is explained in my theoretical 

chapter.  

 

My research question is: 

¶ What kinds of diversity climate are present in a Swedish municipality, and how do 

these relate to the diversity policies which exist in Swedish organizations?  

 

Sub questions: 

¶ What are the present attitudes in a Swedish municipality regarding diversity? 

¶ What actions have been taken in a Swedish municipality regarding diversity? 

¶ Is there a difference in attitudes, and actions, between different kinds of organizations 

within the municipality? 

¶ How do the diversity policies look like in Swedish organizations? 

¶ What is the relation between policies, attitudes and actions regarding diversity in 

Swedish organizations? 
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Relevance of the research 

My research handles a subject which is going to be a burning issue very soon (if it is not 

already?). People are migrating more than ever and most European countries will have a 

workforce composed of more and more different nationalities and ethnic groups. It is a fact 

that immigrants are unemployed more often than native inhabitants of European countries. 

One example is the Netherlands where Turkish and Moroccan minorities (two of the biggest 

minority groups in the Netherlands) have an unemployment rate of 14 respectively 15 

percent. The same number for native Dutch is 3 percent. The rates for Surinamese and 

Antillean minorities (the other two big minority groups) are a little bit better: 10 respectively 

12 percent (Schaafsma 2006: 11-13). 

 

In the future, when the workforce will consist to a higher extent of minority groups, we can 

not afford to have these rates regarding unemployment. It would be an economic and social 

disaster if such big groups of the society stand outside the labour market. It might even lead 

to the end of the welfare state and to a society with more desperation and criminality. But if 

we before that can map the attitudes regarding diversity in organizations, and change them 

where it is needed, we can avoid such a disaster. 

 

The theoretical relevance is also contemporary. Group identity and intergroup interactions are 

fields in which more research is needed for use in organizational science. The relation 

between discourse and inclusion/exclusion situations is also an important matter for diversity 

studies. This study might give useful hints on these matters thanks to the combination of 

theoretical reading and field research.  
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Chapter 1 – Theory 

In this chapter I want to present the theories I find useful for my study. The objective is to 

give the reader a theoretical background knowledge that relates to my research question. It 

should serve as a guide for the further reading of the empirical data that I will present in this 

thesis. Since the study is about diversity and minorities I will for example examine how 

people are categorized by external and internal factors. In this section I bring up the 

phenomena of discourse which is also crucial for my thesis hence discourse is ruling the 

inclusion/exclusion mechanisms that might be a hindrance for increased diversity. 

 

The theories I use come from different streams of ideas in different contexts and which 

makes them interesting to compare. This section is meant to be a discussion where the 

different theories are examined and reflected upon, and in best way sorted according to 

relevance in different issues. On the one side there are theories from sociologists. On the 

other side there are theories from organizational science which are different but still have 

some common denominators. 

 

Diversity Climate 

This section of theories regarding intergroup interaction will be helpful in my analysis of the 

workplaces and their diversity climate. To define diversity climate I use the guidelines of the 

Institute of Medicine, Baltimore. They made a study of the diversity climate in their 

institution and defines diversity climate as ñthe perceptions, attitudes, and expectations that 

define the institution, particularly as seen from the perspectives of individuals of different 

racial or ethnic backgroundsò (Price et al. (2005). In their study they focused on the rates of 

promotion and recruitment of majority and minority groups.
2
 They also put efforts in locating 

and removing barriers for a successful management of diversity. Their definition is suitable 

for me but since their results only are valid for their institution, I will instead use what Tylor 

Cox (1994) is writing about the issue. Cox is suggesting a model in which the organization 

can improve its diversity climate in six dimensions: 

 

A ï Culture Change 

                                                 
2
 Ethnic minority groups are the main concern, but diversity also includes disabled people, homosexuals and 

other minority groups.   
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An organization which wishes to be diverse must change its organizational culture. This is 

done by first of all recruiting employees from other groups than the majority group. It is also 

crucial that employees, from majority as well as minority groups, are tolerant to differences 

and who value diversity. This is especially important when it comes to management 

personnel. To bring changes to the management system is a main focal point as well as to 

promote education and communication among the staff. But this depends on the type of job. 

In some jobs there are no possibilities of education. (Cox 1994: 242-244). 

 

B ï Create Pluralism 

To create pluralism is to create a two-way socialization process. The goal is to shape an 

organizational culture where minority and majority culture both influences the norms and 

values of the organization. This can be done in many different ways and includes for example 

intellectual and emotional training where employees are forced to face constructed situations 

which are similar to real ones that they might face within a diverse organization. Part of the 

training is also to show employees how diversity can be an advantage rather than a problem. 

An example of this can be how members of different cultural groups can approach a problem 

from different angles. Another, and maybe the most powerful, tool for creating pluralism is to 

develop a flexible and tolerant climate which differs from the ñwestern-style normò. 

Examples of this can be to have flexible work schedules and loose supervision, to give the 

employee a huge amount of freedom to decide for him- or herself when and how to achieve 

goals in work (Cox 1994: 244-247). 

 

C ï Structural Integration  

The objective of this dimension is to create an organization in which cultural identity does 

not play a role for job status. Ideally members of minority groups should be present at all 

levels of the organizations. Cox is suggesting affirmative action as a tool. Affirmative action 

is not, contrary to common belief, a quota-strategy. It does not mean that lesser qualified 

individuals get advantages because of the fact that they are from a minority group. 

Affirmative action means that a personôs group identity is used as a criterion when choosing 

between two equally qualified job-candidates. The candidate from the underrepresented 

group is then chosen for the job (Cox 1994: 248-250).  

 

There is also an alternative to affirmative action: to involve in educational programs. He 

argues that an organization that really strives towards diversity among its employees should 



Hans Bergman 8 

start their work even before they hire people. An example is to have contact with educational 

institutions and thereby educate staff members of different cultural groups to assure that there 

are competent individuals for all different positions from those groups (Cox 1994: 247, 253f). 

   

D ï Integration in Informal Networks  

Members of minority groups often face the problem of lacking informal networks compared 

to the majority group. This lessens the chance to get promotion or any kind of change of 

position within the organization. There are several solutions to this problem. One is to create 

a mentoring program where employees get a mentor with a different position in the 

organization and thereby gets to know more people. Another tool is to arrange social events 

where employees get to know each other in another context (Cox 1994: 254f). 

 

E ï Eliminate Institutional Bias 

To get rid of institutional bias is not an easy task, but there are solutions. It is crucial to get 

rid of every built-in aspect of the organizations which is discriminating in any way. A good 

way to do this is the use of surveys where all employees write down how they perceive the 

way they are treated. This way institutional bias can be revealed and eliminated (Cox 1994: 

256). 

 

F ï Reduce Intergroup Conflict 

Intergroup conflicts are more frequent in culturally diverse workgroups compared to 

culturally homogeneous ones, but there are ways to prevent this. Cox here differs from for 

example Elmes and Connelley, whose view on the issue I discussed earlier. Cox pleads that 

one way is to work with stereotypes, to try to remove them by examining underlying 

assumptions about groups, make them visible and then try to falsify them. Another way is to 

build relationship between people who regard themselves different from each other, to make 

them learn about each other (Cox 1994: 258-260).  

 

Group identity and discourses 

Step A and B in Cox model sums up to the issue of inclusion/exclusion based on group 

identity. A subjectôs identity is the result of many intersecting factors. It means being the 

same to some and different to others. One can at the same time be an engineer, a woman, a 

black person and an immigrant. Some categories, like race, ethnicity and gender, are ñfixedò 
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and hard to escape, but they depend on social context. An Iranian for example, is labelled as 

ñnon-whiteò or ñnon-westernò (in an ethnic discourse) in Europe but seen in the U.S. as 

ñwhiteò or ñCaucasianò (in a racial discourse) (Ghorashi 2003: 22). There is a space for 

negotiation here, of which identity to put emphasis on; the ethnic, in which Iranians are 

regarded as ñthe otherò, or the racial, in which Iranians are included in the major group. But 

identity is also a result of how the subject sees himself or herself. There is always a tension 

between the internal (view on self) and the external (discursive) control. An immigrant who 

lived in his or her ñnewò country for 30 year might see him- or herself as a full member of 

the majority group while many natives still views him or her as a foreigner (Woodward 2004: 

11f, 22). In this section I want to focus on the external part. 

 

There is more than one name for the external control of a subjectôs identity; I want to start 

with the theories of sociologist Pierre Bourdieu and philosopher Michael Foucault. Their 

theories are made use of in many academic fields and in my opinion they suit in my 

discussion of group identity.  

 

First the concept already mentioned: discourse (or discursive action/practise). A discourse 

sets norms. It is a group of statements that sets the norms for how to approach a specific 

topic. Discourse it what governs our language and frames of reference in a given context 

(Foucault 1997). In the case of diversity it can be seen as a prescription that governs the 

inclusion/exclusion process, decides who ñweò are and who ñthe othersò are. Foucault (1997: 

48ff) uses the example of psychiatric power. Psychiatrists have the power to define who is 

sane and who is insane. Therefore they also have the power to decide who can live freely and 

who must spend their lives on different kinds of mental institutions, and furthermore: the 

power to decide which kind of people who are wanted in society. The psychiatristsô 

knowledge becomes a regime of truth. 

 

I think that a parallel situation of discursive power can be found in the labour market. 

Employers have the power to decide who is a suitable worker (mostly the majority group of 

society) and therefore also decide who can have a job and a secure income. This regime of 

truth, as Foucault would put it, is powerful but I think that individual variations are also a 

factor. In Foucaultôs own example of Psychiatristsô knowledge as power, one must assume 

that all psychiatrists follow the given knowledge so that the regime of truth stands 

unchallenged. In my opinion, there are always exceptions, doctors as well as employers who 
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develop their own ideas instead of being stuck in a given frame of reference when thinking 

and acting in (work)-life.  

 

A discourse is not always one-sided like the one mentioned above. There are more complex 

ones, for example the discourse about normality and abnormality. Subjects who are defined 

as abnormal are often looked down on. They are regarded as lesser than the ñnormalò ones, 

but at the same time they are perceived by society as a threat (Foucault 1997:51ff). Almost 

the same thinking can be found in a colonial discourse. Non-westerners were during the 

colonial times seen as simultaneously weak and strong. They were ñlesserò but at the same 

time dangerous. Prasad (1997: 290) asserts that the same is true for todayôs discourse about 

people from non-western countries. Non-westerners are seen as inferior but at the same time 

potentially dangerous. But discursive power is not mere external, it also works from within. It 

sets the prescription for how subjects should construct their own identity. For example that 

people whose parents were born in Turkey should regard themselves as immigrants while 

living in Sweden. These ñTurksò are affected by the external influence from the Swedish 

society but at the same time they reproduce this classification internally within their own 

group. Janssens & Steyaert (In Press: 5) shows another example of this. They argue that 

people categorize themselves according to how well their characteristics match the stereotype 

characteristics of certain groups. It is an objective set of characteristics that decide oneôs 

identity. A person for example normally views herself as a woman if she matches the criteria 

of the social category of women. The view on the self can be seen as:  

 

A bounded, unique, more or less integrated motivational and cognitive 

universeéorganized into a distinctive whole and set contrastively against other such 

wholes and against a social and natural background (Geertz 1979 in Janssens & Steyaert, 

5: In Press). 

 

This makes discursive power something much more powerful than for example direct threats. 

The classification of people into groups is a strong tool, for marginalizing certain groups with 

certain criteria, that reproduces social stratification (Foucault 1997: 87ff). I agree with 

Foucault when he describes the classification mechanism as a strong tool, but in my opinion 

there are ways to self-determine oneôs social classification. An individual can become part of 

a different social group than he or she originally was assigned. Even in highly stratified 

contexts like caste-system India, there are possible changes in social status for an individual 
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or a group if they invest in ritual purity (Eriksen 1998: 133f). I believe the same is true in 

European societies. A non-European can acquire the status of a European, even though it is 

hard. I will discuss more on this later in this section.    

 

Another view on how the subjectôs identity is created is to use the concept of habitus. When 

talking about habitus in a diversity context it is foremost to explain why the ethnocentric 

societal order is so hard to change. (Jacques 1997: 81f) Bourdieu (1977: 72f) argues that we 

must look at peopleôs practises as an attempt to reproduce the ñobjectiveò structures which 

they themselves are a product of. Habitus is a set of rules and norms which every human has 

embodied which origins in social structures. A subjectôs actions depend on the embodied 

social/cultural knowledge. A person from a high social class generally handles a certain 

situation very well while a person from a lower class does not, and vice versa. For example if 

two persons from different social class visit first an expensive restaurant and later a village 

pub. The person from high class handles the restaurant better but the village pub worse while 

in the lower class personôs case the opposite is true. This means that human practise is not 

always mechanical reactions but also sub-conscious strategies (Bourdieu 1977: 76-79, 87).  

 

Since subjectôs actions are attempts to reproduce the structures which themselves are created 

of it is hard to change an existing order. We can clearly see that this is true when it comes to 

diversity in organizations. Most organizations are run by white men from what normally 

referred to as the western world. This is the dominant group in society and the members of 

this group have certain inherited social and cultural values, a certain habitus. This habitus is 

strong and makes change very difficult. The idea of diversity brings new norms and values to 

the organizations, which is something threatening to the dominating group. The dominant 

group therefore establishes a resistance to diversity thinking. The reason for this resistance is 

not mere a fear of giving up the dominant power position, but also a fight to defend white 

male cultural values and norms. However, it is important to remember that this does not only 

happen on a conscious level. The resistance, the fear of change, works also unconsciously. 

People who work in organizations might think that they are open-minded but they still feel a 

fear for big changes in their everyday life at work. Therefore they opt for decisions who feel 

ñcomfortableò for them (Jacques 1997: 81f).  

 

Bourdieu and Jacques are from different disciplines but I think in this issue they have the 

main idea in common. They both argue that humans act sub-consciously out of habits; habits 
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which are earned by their social and cultural background. Even though Bourdieuôs theory is 

developed for class-issues, I think it is still relevant in diversity issues in the same way as 

Jacque is bringing it up. Individuals are in most cases comfortable with the well-known and 

uncomfortable with the unknown. I believe this might be a reason behind exclusion of 

minorities in organizations.  

 

Since dominant discourse is part of my research question, regarding dominant discourses in 

Swedish organizations, I want to return to the issue for further elaboration, in this case what 

is the link between habitus and discourse and the ways that both consider power for example?  

When talking about discourse one must assume that there is alternative opinions which are in 

polemic to the dominant one. However, the discourse that divides ñusò from ñthemò is a 

strong kind of discourse. To explain this type of discourse, Bourdieu (1977) is presenting the 

concept doxa. Doxa is when the social order is confirmed, when the peace is kept, when the 

rhythm is respected and the norms are confirmed and reproduced in a way that the social 

order seems to be for granted. All these things mean to do the right thing at the right time in 

the right place, according to social values. He means that these things are what constitute the 

group. Society works like a hierarchical organization where everybody has their place. Doxa 

is, in other words, a discourse which is so dominant and taken for granted that is barely (or 

not at all) challenged within its context; for example within an organization (Bourdieu 1977: 

161-163).  

 

Doxa is also the practical taxonomies that we use in everyday life: systems of classification 

which are constantly reproduced. The things classified by these doxic taxonomies are mainly 

taken for granted, they are not challenged. Bourdieu argues that these systems of 

classification serve the interest of dominant groups of society (men of mature age). The 

structures (of classification) are mental but the consequences are social as well as biological. 

The order which is created by these structures is ñénot seen as óone among othersô but as the 

orderò (Bourdieu 1977: 166 [my italics]). Just like Foucault Bourdieu also argues that the 

order is reproduced by subjects who themselves are products of this order. He claims that 

ñThe self-evidence of the world is reduplicated by the instituted discourses about the world in 

which the whole groupôs adherence to that self-evidence is affirmedò (Bourdieu 1977: 167). 

As we can here conclude: doxa is a discourse where the alternatives are undiscussed or 

unformulated (Bourdieu 1977: 164-170). 
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The theory of doxa is useful for diversity studies because it shows how hard it is for 

immigrants/minorities to get status as Swedes
3
, even though they lived in Sweden for many 

years and take part in society like any other Swede.  

 

These theoretical approaches to discourse, habitus and doxa will help me in my analysis of 

organizational policies and how they are related to the actual attitudes and actions in 

organizations. I want to add these theories up by introducing Janssens & Steyaertôs concept 

alterity, which is analogue to what Foucault refers to as the marginality of the subject. 

Alterity exemplifies the condition of not having access to the power, seen from the 

perspective of the other. This is true for a workplace hierarchy as well as a discourse 

(Janssens & Steyaert, 10: to be published). An alterity position is also connected to oneôs 

identity, which is best described by Nealon: 

 

éas long as identity is not thematized as a hazardous performance act ï a verb rather 

than a noun, a multiple becoming rather than a monological symptom, a deployment of 

force rather than an assured process of mourning, it seems destined to remain a locus for 

resentment, naming itself always in terms of expropriation from an ideal that it canôt ever 

hope, and doesnôt even wish, to attain (Nealon 1999 in Janssens & Steyaert, 10: to be 

published). 

 

Concluding; the subjectôs identity plays a big role in whether they have access to the 

power or not. According to Foucault everyone has access to power but subjects have 

different share in the power balance. I believe this is also relevant for groups of people 

with the same identities. There are power differences between for example natives and 

immigrants.  

 

Diversity as a business case – a problematic issue 

Step C in Cox model brings up strategies for increased diversity, and I believe that it is also 

important to discuss the reasons behind these strategies. The discourse about diversity 

changed in the early 1990ôs. Before it mostly argued that diversity is something we need for 

the case of social justice. It was primarily about anti-discrimination. However, diversity in 

organizations switched to be a more business-oriented. It is now said to be pragmatic 

                                                 
3
 See for example (Svanberg and Tydén (1999). 
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business self-interest to have diversity. It adds competitiveness to the organization. For the 

private organization this means, according to the discourse, better economical results; more 

profit. For public organization the focus in the discourse lies on enhancing the quality of the 

organizationôs work (Dickens 1999: 9).   

 

A number of employers have already recognized the benefits of working with diversity and 

has done efforts in the area with good results. However, there are implications that there are 

limitations in the use of diversity work in organizations. We still have a long way to go 

before we reach a world dominated by truly diverse organizations on all levels. For a start: 

modern private organizations almost exclusively plan their business short-term. Diversity is 

not profitable in short-term and when the pressure from the market gets bigger; many 

employers feel that they can not prioritize diversity at the expense of short-term profits. We 

can also not take for granted that the expected improved quality which diversity brings is 

suitable for all organizations. It is relatively common that an organization prioritizes a cost-

cutting strategy in favour of a strategy of increased quality. In fact, business interest 

sometimes is the very opposite of equality actions. An organization may benefit from not 

recognizing women and minorities as equally skilled employees but instead use them as 

cheap flexible labour (Dickens 1999: 9-11). 

 

But not in all cases organizations resist diversity for economic profit. Sometimes they just fail 

in their efforts. Sonia Liff (1999) offers an explanation to why organizations are not 

successful in managing diversity. She starts with a summary on the current situation on 

equality/diversity in organizations: 

 

There remains widespread public commitment to this form of equality, at least judged by 

attitude surveys. Equal treatment principles enshrined in anti-discrimination laws have 

been supported at the organizational level by formal equal opportunities policies which 

detail procedural result there is now much greater understanding by managers of equality 

and how discrimination occurs and should be prevented. But we also know that such 

policies and procedures are not always followed in practice. Reports of industrial tribunal 

cases continue to provide evidence of managers making clear that they consider certain 

jobs to unsuitable for women, and of employees ostracising fellow workers on the basis 

of different ethnicity (Liff 1999: 65). 
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She pleads that even though the discourse of equality reached most organizations, and many 

of them even included the issue in their policies, there are still inequalities within 

organizations. However she is suggesting that we should try not to think of this only as a 

failure for equality. The reason why women and immigrants are not in higher positions in the 

same extent as native white males might also be because of different interests in the different 

groups. Individual choices may result in that for example more women works part-time in 

less qualified position to favour family life. It is not correct of us, as researchers, to think that 

equal opportunities lead to equal outcomes (Liff 1999: 65f). 

  

However, this does not fully explain the inequalities. Individualsô different motives in life are 

only part of the explanation. There is still discrimination. Discrimination is, according to Liff, 

when social group characteristics are taken into account in a situation where they should not 

matter, for example when hiring or promoting employees. The situation can also be that the 

higher management is concerned about equality, but the middle management who is 

recruiting is not so concerned. This is a problematic situation hence it leads to conflict within 

the organization. The upper management goes with the equality discourse while the middle 

management discards it. Discrimination might occur from different levels in an organization, 

which makes it even harder to prevent. There have been voices
4
 suggesting that managing 

diversity should be something different from the equal opportunities discourse. Instead of 

regarding people as social group members, one should understand them as individuals with 

unique needs and potentials. This makes diversity broader than just an approach where equal 

opportunities regardless of gender and ethnicity are in centre. Managing diversity is an 

approach where the employeesô full potential can be unlocked. The key is just to see 

individuals instead of groups. Liff argues that managing diversity is the precondition of equal 

opportunities, not the other way around like most people view it. Only an organization that is 

genuinely open to all individual differences can successfully create equal opportunities within 

the organization (Liff 1999: 66-68, 73). 

 

Diversity and its different forms 

Step D and E in Cox model is about the role informal networks and institutional biases in the 

integration process. I believe that it is a hindrance that some organizations do not regard 

diversity as a surplus but rather something problematic; since it is more comfortable for them 

                                                 
4
 See for example Kandola and Fullerton (1994). 
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to sustain a majority culture with its informal networks that only majority group members 

have access to. But as why is it so? And how it can be measured? For the matter of what 

diversity is, I borrow the definition from Harrison & Klein (2007):  

 

We use ódiversityô to describe the distribution of differences among the members of a 

unit with respect to a common attribute, X, such as tenure, ethnicity, conscientiousness, 

task attitude, or pay. Diversity is a unit-level, compositional construct. Thus in describing 

the diversity of a given attribute within a unit (e.g., a group or organization), one 

describes the unit as a wholeé 

 

However; the authors claim that diversity is not one thing but three. First thing is separation, 

which are differences in position or opinion. It can be for example a particular attitude or 

value. Second thing is variety, which is kind, category or experience of an individual or a 

group. Third and final is disparity: differences in concentration of valued social assets or 

resources such as salary or status (Harrison & Klein 2007: 1199f).  

 

These three concepts also provides as tool for measuring diversity. It is, with the help of 

separation, variety and disparity, possible to show what is really a low or high grade of 

diversity in an organization. The figure below illustrates the different levels and kinds of 

diversity that might occur within an organization. 
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(Harrison & Klein 2007: 1202) 

 

In the separation kind of diversity, minimal diversity is when all group members have the 

same opinion about something. When each individualôs opinion is slightly different, there is 

moderate diversity. Maximal diversity is achieved when there are two equally strong groups 

of opinion (Harrison & Klein 2007: 1203f). 

 

In the variety kind, minimal diversity is when all group members are of the same category, 

for example if they all are of the same nationality. Moderate diversity is when there are 

several smaller groups representing each category while maximal diversity is when each 

individual is from a different category (Harrison & Klein 2007: 1204f). 

 

Finally in disparity; minimal diversity is when everybody in the group has equal amount of 

social status or pay. Moderate is when there are slight differences in for example salary, 

while maximum is when one group member is very high paid while the others are all low 

paid (Harrison & Klein 2007: 1206).   
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I believe that it can be useful for academicians to use these new concepts in research, 

especially when it comes to demographic diversity topics such as ethnicity. The authors 

suggest that one should try to use the three types of diversity in the same way also for 

demographic research: this is done by assuming abilities for each type within a field of 

diversity. When looking at for example ethnicity, one should look at separation concepts 

(beliefs, attitudes, etc.), variety concepts (age, gender, etc.) and disparity concepts (salary, 

social status). The researcher should examine how these concepts are correlated to ethnicity 

and thereby get at deeper understanding of what ethnicity really means in terms of diversity 

(Harrison & Klein 2007: 1219). But how does an organization get more diverse? 

 

The first requirement for a diverse organization is that minorities get employed. As I 

mentioned earlier I will put an extra focus on ethnic minorities and will therefore here present 

their current situation in the labour market. Minority members of European society generally 

have a poorer socio-economic situation compared to the majority. This is connected to 

problems with employment for members of these groups. Studies in the Netherlands have 

shown that non-western minorities have a less favourable position on the labour market. As I 

wrote earlier, statistics show that members of non-western minority groups have up to five 

timeôs higher unemployment rate than native Dutch. Turkish and Moroccan minorities (two 

of the biggest minority groups in the Netherlands) have an unemployment rate of 14 

respectively 15 percent. The same number for native Dutch is 3 percent. The rates for 

Surinamese and Antillean minorities (the other two big minority groups) are a little bit better: 

10 respectively 12 percent. These big differences in employment rates can partly be 

explained with the education level of different groups. Especially Turks and Moroccans are 

often lacking in higher education. Another factor is that many minority group members have 

a one-sided work experience that might not be suitable in a Dutch context. However, these 

factors do not fully explain the differences compared to the Dutch (Schaafsma 2006: 11-13). 

 

As lack of higher education and insufficient work experience does not fully explain the 

situation of minorities on the labour market, one must search for other answers. Schaafsma 

(2006: 37) points at studies which show that employers evaluate the qualities of minorities 

negatively.
5
 The studies show that employers do not care for minority groups. They have 

                                                 
5
 For example Kruisbergen and Veld (2002), Venman (1995), Van Beck (1993) 
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negative attitudes
6
 towards minorities and even refuse to hire them in their organizations. 

This leaves us with the question why the employers have these negative attitudes. Which 

barriers do they associate with recruiting members of minority groups? Is it the lack of 

qualifications among the members of minority groups or is it fear of a dysfunctional 

organization? Schaafsma argues that if we want to find the answer to these questions we must 

get insight in the attitudes of the majority group as well as of minority groups (Schaafsma 

2006: 37f). 

 

According to Schaafsma we can expect that employers mainly focus on barriers on the 

minority group level. The employerôs perception of minoritiesô lack of skills and 

qualifications plays a bigger role than possible problems on the organizational level. Studies 

have shown that during evaluation and selection processes, people prefer and evaluate ethnic 

in-group members rather than out-group members.
7
  This is rooted in psychological processes 

explained in theories such as social identity theory (Tajfel and Turner 1986) and self-

categorisation theory (Turner 1982). ñépeople partly derive their self-concept from the 

groups they think they belong to. To maintain a positive self-regard, they will highlight the 

differences between their own group and other groups, and evaluate in-group members more 

positivelyò (Schaafsma 2006: 39, my italics). However, these negative evaluations are not 

explicit such as open racism. Racism is no longer tolerated in most parts of the western 

society so negative attitudes towards minorities are nowadays expressed in a subtle way. 

Instead of saying direct that minorities are worse, employers use arguments as ñminoritiesô 

culture is not compatible with the majority oneò. This is for example shown in a study by 

Verkuyten (2001) which tells us that the majority of Dutch people try to avoid accusations of 

being racist by presenting their observations as facts rather than opinions. Scholars label this 

behaviour as symbolic racism. Another way of excluding minorities from organizations is to 

focus on what Schaafsma names as soft characteristics or soft skills. These soft 

characteristics of skills can for example be their inability to interact in a way that is 

acceptable in a work place or to present themselves in an insufficient way, like wearing a 

headscarf or a big beard. Another example is communication style, where a non-western 

communication style is seen as a problem (Schaafsma 2006: 38-40, 139-142). 

 

                                                 
6
 An attitude is defined as the association of a social object or social group concept with a valence attribute 

concept. (Greenwald, Rudman, Nosek, Banaji, Farnham and Mellot 2002: 5) 
7
 See Gilbert and Lownes-Jackson (2005), Mount, Sytsma and Holt (1997), Milliken and Martins (1996) 
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As mentioned earlier, lack of qualifications seems to be the main reason for employers to not 

employ members of minority groups, but possible problems on the organizational level also 

plays a role, even though a minor one. When asked in surveys about barriers on an 

organizational level, employers tended to focus on structural factors which they can not 

influence themselves. The lack of minority group members in high-level position was for 

example explained with the low numbers of vacancies on these positions. 

Overrepresentations of minorities in the low-level positions were explained with the fact that 

the majority group looked for other (better) jobs in higher extent. Another factor is that 

employers claim that members of the majority group do not want to work together with 

members of minority groups and vice versa. (Schaafsma 2006: 53f) These issues have been 

important for a long time, but the approach towards diversity is nowadays more business 

oriented, and therefore we, academicians, should maybe start screaming for more than just 

equality (Blattefºrmedlingenôs homepage, www.blatteformedlingen.se). 

 

Intergroup interaction and the managing of diversity 

The last thing I want to bring up in the theoretical part is intergroup interactions, which is 

also Cox last point, F, in his model. I believe it is very important for the issue since relations 

between different groups of people is what it is all about when it comes to diversity in 

organizations. Interactions between humans and constellations of humans can be divided into 

two different kinds: intergroup interactions and interpersonal interactions. Both types of 

interaction can occur between members of different groups but they are crucially different. 

Intergroup interaction is interaction where emphasis is posed upon group belonging while 

interpersonal interaction is focused on personal characteristics (Triandis 1995: 15).  A 

persons social identity is compiled of both personal characteristics and group belonging but 

the intergroup perspective is more relevant for diversity studies and will therefore be in focus 

here (Tajfel in Mighty 1997: 314). The intergroup perspective is important for diversity 

studies because cultural differences are a possible reason for conflicts within organizations. 

Conflicts can for example occur when members of the organization have different styles of 

communication or different values and ideas of how tasks and rewards in the workplace 

should be divided (Triandis 1995: 20). Members of different cultural groups can also feel 

threatened by each other if the dissimilarities are too big. Triandis (1995: 21f) argues that a 

perceived threat of this kind is actually a rejection of the other groupôs cultural values. The 

majority group already has established cultural values and norms in the organizations. When 
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they face members of minority groups they see a possible change approaching regarding 

these values and norms, which majority group members may feel uncomfortable about. 

 

I think Triandis has an important point when saying that resistance to change is a 

consequence of a perceived threat. This is similar to what Jaqcues is saying and as well to 

Foucaultôs theory of sub-conscious actions. These three academicians have in common that 

they make a connection between exclusion and fear of the unknown. I believe this is a matter 

that is important to have in mind when discussing strategies for diversity and inclusion within 

companies.     

 

When members of different groups have to work together there is always a risk of ethnic 

affirmation: that of individuals emphasise their cultural identity more than usual. This is 

especially true when it comes to ethnicity, which is not just an abstract category but a process 

of communicating cultural differences. Ethnicity becomes important when the group is in 

dense contact with other groups, and even more important when there is a power difference 

between the groups. A possible example of this is the Flemish in Belgium. When they are 

among themselves in the countryside they might speak both French and Flemish, but in the 

cities where they interact with French-speaking Belgians they always tend to speak Flemish 

because itôs connected to their ethnic identity (Triandis 1995: 24, 29, Eriksen 1998: 250-252).   

 

Ethnicity is often connected to cultural identity, especially in the case of immigrants in a new 

country. So far I have not questioned what cultural identity actually is, so I will use 

Ferdmanôs (1995: 38) definition which is:  

 

éthe personôs individual image of the cultural features that characterize his or her 

group(s) and of the reflection (or lack of reflection) of these features in his or her self-

representation. 

 

Concluding: the individual self-perception of identity is mainly shaped by the actions and 

reactions of other group members (Ferdman 1995: 42). The same is true for intergroup 

interactions, especially when there is a power difference. Subjectsô (in this case individuals in 

an organization who belongs to different ethnic groups) identities are shaped by the process 

of what Foucault (1997: 59f) refers to as subjectification. Subjectification is the process 

where meaning is produced through interaction between subjects, and the subjects with lesser 
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power (minority groups) gets their identity shaped mainly by subjects with more power (the 

majority group).  However, this explanation is maybe too general and simplified. The identity 

of a subject is not static but dynamic. It is negotiable and depends on interaction with 

members of other groups. Even when there is a power difference and meaning is produced 

mostly by the dominant group, the minority groups can always find strategies to make their 

voices heard (Ferdman 1995: 45). 

 

As Ferdman argues, I also think that Foucaultôs point of view is too one-sided. Its perspective 

on power is too static. Identity is a kind of negotiation that depends both on the majority 

group and the minority group(s). The example of ethnic affirmation shows that ethnic identity 

can sometimes be expressed stronger in an environment where a different majority group is 

present. My point is that there are no static mechanisms for domination and marginalization. 

These processes are dynamic.  

 

Most of recent works on the issue of managing diversity are based on assumptions that 

hostility toward out-group members are completely based on prejudices and that the 

problems we experience would disappear if we just were more aware. The argument is that if 

we just interact with ñthe otherò and learn to know ñthemò in person the problems will be 

eliminated (Elmes and Connelley 1997: 149). Elmes and Conneley (1997:149f) regard this 

view naive. They reason that we can not know that contact on the personal level between 

members of different cultural groups will lead to harmony between the groups. To just ñget to 

know each otherò is no guarantee for successful integration of two groups. They mean that 

possibly the reverse is true; that personal contact results in that negative stereotypes are being 

confirmed or even that additional differences will be discovered. The authors refer to a study 

of Hewstone and Brown (1986) whichôs results show that even if a person from one group 

can be friend with a person from another group, he or she does not change his or her attitude 

toward the group. ñDiscrimination toward a group or class of people must be understood at 

the level on which it occurs ï the level of intergroup dynamicsò (Elmes and Connelley 1997: 

150). 

 

I believe that discourses about how to value and relate to the other are very strong, and that 

this might be the issue to why letting members of different groups get to know each other is 

not enough to change the groupsô thoughts and attitudes toward each other. These regimes of 

truth that governs the inclusion/exclusion-processes are hard to challenge. Borrowing 
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Bourdiuôs idea of doxa, I think that negative attitudes towards out-group members are 

sometimes doxic within a group. Individual encounters with out-group members increases the 

chances for a change in attitudes, but it is still hard to change a whole groupôs behaviour 

towards other groups.  

 

When talking about intergroup relations and diversity in organization, one aspect is the 

power of social categorizations. This power, to define a groupôs status in relation to other 

groups, is a tool for deciding an individualôs status, because all individuals are group 

members. This can be very problematic within an organization. Members of high status 

groups tend to institutionalize the status differences between groups to preserve their 

dominant position within the organization. White males with high positions choose other 

white males to join their ranks when it is time for promotions in the organization, while 

minorities (and women of the majority group) get stuck at low- and mid-level positions. This 

is commonly referred to as the glass ceiling effect. From this one can conclude that the social 

order is constructed and maintained by the ones who dominate it. This also has another 

effect besides that the dominant group maintain their position. It leads to that many minority 

group members (and women) get a negative self-image. Their constant failure to succeed in 

work-life makes them believe that they actually are worse than the dominant group of white 

males (Elmes and Connelley 1997: 153-155). 

 

In this chapter the issue of discourses was discussed. We learned that discursive power can 

decide intergroup relations and imbue organizationsô ways of managing diversity. It can be a 

tool for discrimination but also for setting standards of equal treatment within organizations. 

Sometimes discourses can be considered as doxa, unchallenged discourses. Habitus, 

embodied norms and values, also plays an important role in intergroup communication.   

 

Further on, we learned about how ethnicity and cultural identity is important factors of 

intergroup relations, and from Cox model we have a suggestion on how to deal with that. On 

the managing of diversity I also introduce a model for measuring different forms of diversity.  

 

Last but not least, minoritiesô role in present day and future organizations is discussed. We 

learned that a possible solution is to see the individual for all its uniqueness instead of staying 

with the old classifications and attributes based on group belonging.  
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With respect to my research question, the outcome of my theoretical chapter is that I now 

have some observational questions. First is that I should observe inclusion/exclusion-

processes and in what way these are ruled by discursive power. I will be extra careful to take 

notice of the doxic discourses. Second I will observe strategies are used for increased 

diversity, if any at all. I will also take notice on the role of informal networks and institutional 

biases within the organizations. I will examine the relations between majority and minority 

groups and how this affects for example choices in promotions. Finally I will examine the 

organizationsô self-view and policies and see how this relates to the above mentioned issues 

of inclusion/exclusion. 
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Chapter 2 - Methodology 

I performed my study mainly in one Swedish municipality. It is a suburb to Stockholm which 

I from now on will refer to as Mixby. I also did perform interviews with other organizations, 

public as well as private, and these I will use as comparing material. I did my field study in 

cooperation with Blatteförmedlingen who is right now working with a project to map 

organizational attitudes.  

 

Blatteförmedlingen is a politically independent organization with the aim to make a change 

from below. Its perspective can be labelled as ñgrass-rootò. They work mainly with two 

things: recruiting and change-work. Within the area of recruiting they have focus on diversity 

recruiting, to recruit people which are in some way minorities. Blatteförmedlingen recruits 

for small as well as big employers. Within the area of change-work they are trying to make 

people, corporations and organizations to understand that diversity is something that benefits 

Sweden as a whole, both Swedish corporations and other types of employers. The change-

work is done primarily by seminars, societal debate and by the introduction of 

Mångfaldsbarometern (The Diversity Barometer). Mångfaldsbarometern is a tool for 

measuring diversity and mapping attitudes within organizations. For Blatteförmedlingen, 

diversity is something that leads to better use of human resources within organizations. A 

successful integration of minorities will lead to more competitive organizations. This is 

believed to be true both for the domestic Swedish market as well as in an international 

perspective. (Blattefºrmedlingenôs homepage, www.blatteformedlingen.se)  

 

My plan was to do my research together with people from the organization during the time 

span 7 of February to 11 of April. However it started a bit problematic. After a first 

promising meeting with the organization it all seemed fine. However, a few days later they 

told that they do not want to cooperate anymore because they have too little time. I was first 

very disappointed but then decided to write them an e-mail with my thoughts about the 

situation. After this they agreed to meet with me and discuss and we found a good solution 

for how to work together. It turned out that it all had been a misunderstanding and from this 

point on the organization has been very helpful. They provided me a space in their office, and 

more important, they gave the contacts details of some employers in the Stockholm area 

where I could perform my interviews. These contacts have been worth a lot to me. They have 

been crucial for the success of my fieldwork. Blatteförmedlingen also helped me with finding 
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homepages and policy documents from different kind of organizations which tells about their 

attitudes and actions towards diversity. The manager and founder of Blatteförmedlingen, Ivan 

Daza, has been very helpful by giving advice and short interpretations of my results.  

 

The interview process was a bit complicated. I had to try reaching many people all the time 

who were never in their office, but finally I succeeded to arrange everything. The interviews 

were fruitful. I learned a lot from talking to different people about the diversity climate in 

their organizations. I used a digital recording device and transcribed the interviews at the 

office of Blatteförmedlingen. 

 

 I used both theoretical studies and fieldwork. In the fieldwork I used anthropological 

methods such as participant observation (to a small extent) and interviews (mostly semi-

structured). As I wrote above, I made use of a digital recorder to record the interviews and 

combined this with making short notes with paper and pen. The organizations in my study are 

anonymous. I present them without name or location. However there are many things to think 

about when doing fieldwork, which I will present in this chapter. 

 

The first, and maybe most important, issue is to write in a way that convinces the reader that 

the ethnographic data is correct and relevant for the topic. In other words is important to 

write good ethnography. Golden-Biddle and Locke (1993: 595ff) explain that researchers 

attempt to convince their readers that their claims are credible by persuading them that they 

have succeeded in establishing a trustworthy rapport with the participants. The researcher 

needs to ensure that the readers recognize that the nativeôs point of view is being portrayed. 

If the data is not recognized by the participants of the field study one has not succeeded in 

writing good ethnography. The researcher is then situated in between the participants and the 

audience, a situation where he or she has to interpret data again and maybe do some more 

interviews and/or participant observation, try to obtain new data. Ethnographers are not only 

in a double hermeneutic, having to relate to their participants, but in a triple hermeneutic 

because the rapport to their potential readers also has to be considered (Schwartz-Shea and 

Yanow: 2008: 6ff). Golden-Biddle and Locke (1993: 599) laid down the concept of 

óauthenticityô as one of the central dimensions of convincing. Authenticity is the element 

that is used to show that the researcher has actually 'been thereô. Schwartz-Shea and Yanow 

(2008: 6) describe this approach as óthick descriptionô (Geertz terminology) when 
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considering seven criteria that are the most used and referenced within interpretive works 

(Schwartz-Shea and Yanow: 2008: 6). 

 

In a text by Peregrine Schwartz-Shea she asks herself the following question: ñHow do we 

know that your studyôs órepresentationsô are recognizable by the people you studied? How 

does the reader know óthese wordsô, óthese viewsô are theirs, rather than yours?ò (Schwartz-

Shea, 2006: 103f)  The author then answers the question with a discussion about what she 

refers to as informant feedback or member checks.  This means that it is necessary for the 

researcher to go back to the people he/she interviewed or observed and ask them questions 

about the data, to make sure that this is how they see it. One may think that this is the same 

as when a journalist asks someone ñis this correct?ò, but as ethnography is never that simple, 

the question is rather something like ñhow do you think about/relate to X?ò (Schwartz-Shea, 

2006: 104f). 

 

When performing any kind of fieldwork, one meets many different people and with these one 

develop different kind of relations. With some informants the relations become more personal 

and warm, these informants become close to one, and eventually they become friends. The 

anthropologist Keith Ridler (1995) has written an article about this. He describes how he 

during his fieldwork in Northern Italy made friends among the local inhabitants. He got 

attached to the place (a small village in the Alps) as well and started thinking about his 

fieldwork situation as a pleasant personal experience rather than just a place for collecting 

ethnographic data (Ridler 1995: 238-242).  

 

This kind of close personal relationship might seem problematic. It could be argued that it is 

problematic for the field study when the ethnographer for example consciously writes the 

data in a way that represents his friends in the best possible way by leaving out or even 

modifying data. However, Ridler takes a different position in this issue. He claims that 

everything he experiences as a researcher or friend enriches his ethnography. He means that 

by establishing personal relations one get access to more contexts than if one is a ñpure 

researcherò. He means that ñTo live a moment though the optic of research, with the ulterior 

motive of representation, is already, at the outlet, to be committed to the construction of a 

deeply interpreted, hence selective, experienceò (Ridler 1995: 243). In other words there is no 

use in trying to be objective when doing field research. The subjective experience is the best 

way of collecting data (Ridler, 1995: 242f). 
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This view is shared by Wilkinson, who has stated that ñIt often feels that we are supposed only 

to show the óproductô of our research, not the óprocessô, so I want to start with a confession: 

my research is the product of circumstance, of serendipity and coincidence, of contingency, of 

interpretations and being interpretedò (Wilkinson, 2006: 5). Here, she is alluding to the 

ómessy-nessô of fieldwork and the willingness and ability of a researcher to openly reveal this 

less organized aspect of fieldwork to the readers. Wilkinson explains that researchers who 

refrain from presenting their fieldwork as a clean, perfectly organized and sterile product are 

not only more interesting but actually more convincing. Their work is not, contrary to what is 

partially believed in the scholarly world, less academic (Wilkinson 2006: 6, 22ff) (previously 

used in the paper ñTales of Exilesò written by Hans Bergman and Vera Schoelmerich in 2007). 

 

Another important aspect of fieldwork is to, as ethnographer, take notice of the use of 

artifacts. Artefacts are objects or social rituals which is full of cultural meaning. Dvora 

Yanow has examined this aspect when considering interpretive sciences. In Yanow's text 

there is a section about how hermeneutic scholars tend to study ñartefactsò as text-like 

objects; this to better understand the social values and beliefs of the group of people which is 

in focus. It is crucial to examine these ñartefactsò to complement the information one gets 

from interviews (Yanow, 2006: 15f).  In my own case as a researcher of organizational 

culture I will try to understand rituals within the organizations like gatherings at the coffee 

machine or other types of social situations where the employees are gathered around 

something else than their mere work. 

 

A problem that will be crucial for me is the fact that I will ñstudy upò. I will foremost 

interview managers and recruiters, which are people in power-positions. These people are 

sometimes hard to get in touch with and some of them may not be willing to spend their 

valuable (in their point of view) time on talking to a student. It will also lead to situations 

where my position as student is low-status compared to the managers I interview. This can, in 

worst case, lead to that they do not take my questions serious and therefore not put effort into 

giving an explanatory answer. To tackle this I choose to do the interviews via 

Blatteförmedlingen, which is an organization which they have respect for. On my first 

meeting with Blatteförmedlingen, they agreed to let me set dates for interviews under their 

name, which brings me in a favourable position compared to if I would just use my own 

name and status as a student.  
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After a discussion with the people on Blatteförmedlingen I evolved a number of broad 

interview questions that I will use as a base in my interviews. I will of course add follow-up 

questions where needed and try to get as much information as possible. Since the interviews 

will be conducted in Swedish language, I wrote the questions in Swedish. But I will here try 

to present an English translation: 

 

¶ Which consequences do you think it will have if diversity increases in the 

organization? (effectively, development, profit) 

¶ How does the communication work between levels of the organization? (make use of 

competence, let everybody say their thing) 

¶ Does your organization strive for being representative in your personal compared to 

the Swedish population? Does this also apply to higher positions? And what actions 

have you taken so far? 

¶ How do you think that different categories of people (men, women, immigrants, old, 

young, disabled, religious HBT, etc.) are treated in the organization? What is the 

general attitude? 

¶ Is salaries affected by which group a person is categorised in (men, women, 

immigrants, old, young, disabled, religious HBT, etc.)? 

¶ Did harassments or discrimination occur within the organization? And if so, what 

were the consequences? 

¶ What is the higher managementôs attitude towards diversity? 

¶ Does everyone have the same chance to make a career in your organization? 

¶ Is achievements equally valued regardless of who achieves them? 

¶ To what extent are you prepared to make changes in the organization to fulfil 

religious needs? Can you give an example? 

 

To find out what kinds of base-values the organizations work with I also read their policies 

and examined their official home pages. The policies were in most cases provided by the 

organizations themselves.  

 

When I present respondents in my empirical chapter I use fake names and approximate age.  
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Chapter 3 – Diversity in a Swedish municipality 

In this section I will present quotes from 12 of the employers which I have interviewed. They 

are all in middle management except George and Elin. The respondents are: 

George, 60 (top manager) 

Lars, 60 

Elin, 50 (politician) 

Gustav, 50 

Gunnar, 50 

Anna, 50 

Alf, 50 

Malin, 50 

Johan, 50 

Lisa, 40 

Erik, 40 

Jonas, 30 

 

Inclusion/exclusion – Attitudes towards diversity recruitment and 

promotions 

To observe attitudes is not easy. It is hard to grasp an employerôs attitude from just an 

interview. The first thing that was examined was the attitude towards employing people from 

minorities. There were two clear trends in the answers of this question. The first one was to 

ñproveò that attitudes towards diversity recruitment were positive by giving statistical data 

which shows that the number of women/men is fairly equal and that the rate of foreign-born 

employees is comparable to the rate of foreign born people in society. The numbers of 

ñminorityò employees seemed to be a ting the employers were proud of, but their focus was 

almost exclusively on the gender- and ethnicity-factors. Sexuality, disability and age were 

seldom mentioned. Religion was mentioned but seemed more or less to be treated 

synonymous to ethnicity. The employers only talked about Islam, no other religious views, 

and used it as an inseparable thing to Arabic/Turkish ethnic identity.  

 

The second trend was the attitude to only see individuals based on their achievements and to 

ignore there group identity. This is what Thomas Jr R. Roosevelt (1995: 246f) names as 
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ñdiversity blindnessò. He illustrates this with the example of jelly beans of different colours, 

but in this case the manager just sees jelly beans, and does not take notice of their different 

needs and abilities. His point is that while affirmative action helped to weaken prejudices, at 

the same time it has made organizations ñcolor blindò. Women and minorities are stuck on a 

plateau without getting acknowledged. My interview results show tendencies that this might 

be the case within the municipality of Mixby. The employers defended this view with the 

argument that they are just following the laws of anti-discrimination. They claimed that they 

are not allowed to look for specific groups of people when they are recruiting.  

 

Since these two answer-trends are quite different, but still dominant among the answers, I 

was curious about the reasons to why some employers chose one line of answers while others 

the other line. I found the answer in the employee statistics of the organizations. It seems like 

the organizations with a lot of immigrants and women chose to show this and be proud about 

it while the organizations with fewer women and immigrants tend to have a meritocratic 

approach to its employees. To better illustrate these two trends of answers I will here present 

some examples.  

 

This answer for example is from an employer, Gustav, 50, ï middle manager in a Mixby 

public organization, on the question about how they think regarding diversity recruitment:  

 

There is an explicit political aimé22.7 % of the inhabitants in the municipality is 

foreign-born, and 22.2 % of our employees are foreign-born! It varies between 

different parts of the organization, but generally we are an organization that is 

characterized by many foreigners that come here to work. 

 

The above is an example of the first line of answers. The organization has lots of minorities 

employed and the employer tends to take pride in it. Let us know look at an example of the 

second line of answers. The respondent is Lars, 60, another middle manager from another 

public organization within Mixby municipality.  

 

When it comes to employing people, we look exclusively at merits. We do not apply any 

kind of recruitment by quotas. It is not an advantage to be foreign-born. Competence is 

the only factor we look at! But the challenge for us is not to treat foreign-born negatively 

or discriminatory. This is actually a challenge for the Swedish society as a whole. 
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As a follow-up question to the first one I asked if the diversity recruitment had been 

successful also regarding higher positions in the organization. The answer was always 

something like ñno, not yetò but the explanations varied. Most of the employers within Mixy 

municipality explained the lack of minority member managers with the fact that a manager 

position is hard to get and one has to wait many years to get it, and explained that most of 

their minority employees have not worked for so many years yet. Other explained it by just 

pointing at that how it looks like in society in general: that mainly white Swedish men have 

top-management positions. My thought is that there exists a glass-ceiling for minorities, 

something which all the employers denied, except one who was not sure whether it exists or 

not. The glass ceiling effect is when Swedish white males with high positions choose other 

Swedish white males to join their ranks when it is time for promotions in the organization, 

while minorities (and women of the majority group) stagnate at low- and mid-level positions
8
 

(Elmes and Connelley 1997: 153-155). In the Swedish case it seems like the glass ceiling for 

minority group members is stronger than for Swedish women, who are represented in 

manager positions, though not to the same extent as their male counterparts. The respondents 

in my interviews, as I wrote, denied the glass-ceiling and rather explained this phenomenon 

with that there are less qualified and experienced immigrants in the labour market in general. 

This is an example, again from Gustav: 

 

Our organization is good in diversity recruitment. Unfortunately this does not 

apply to higher positions, especially not when it comes to ethnic minorities, but it 

is something we are discussingébut that is how it looks generally in society. 

Women and immigrants seldom have higher positions. It is nothing strange about 

it.  

 

The next example is again from Lars: 

 

ñForeign-born people are not represented in the higher positions of our organizationéit can 

be several reasons for this. It is hard to find foreign-born people with the right experience for 

these jobs.ò 

 

                                                 
8
 See the theretical chapter for more details  
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Lisa, 40, in middle management in a public organization said: 

 

I do not want to believe that there is a glass-ceiling for immigrants (in our 

organization)ébut we all know that there is less immigrants on manager positions in 

society. But there are a few high managers (who are foreign-born) and I think that is 

important. I am foreign-born myself and I am in middle management. In the higher 

management of our organization there is only one person with one foreign-born parent. 

The rest are Swedes. In middle management we have a few foreign-born, but Swedes are 

over-represented. 

 

As we can see, the first respondent is justifying the lack of minority members in management 

with general societal patterns of that the majority group is occupying most top-positions. I 

regard this as a doxic view hence it is to Gustav as if there were no alternative to the situation 

he is describing.  The second says it is because it is hard to find foreign-born people with the 

right experience while the third one first says that there is no such thing as a glass-ceiling but 

later changes her mind and admits that there is something which is not really fair in the 

division of management-positions.  

 

Since the main idea of Blatteförmedlingen is to view diversity as a resource while recruiting, 

I did choose to ask the organizations in my study about this. However I wanted an open 

question so I asked what kind of consequences more diversity would bring to their 

organization. The question caused a lot of confusion for the respondents. Many of them 

misunderstood the question and started to talk about statistics of minority employees. When I 

explained the question again, most of them gave very vague answers like ñit is good because 

it enriches the organizationò.  After I asked them how, several of my respondents was giving 

it some more thought, and answered that it is good for the organization to have multi-lingual 

employees. Many clients of the municipal organizations have another mother tongue than 

Swedish so multi-lingual employees make services such as elderly care easier. A few 

mentioned cultural competence as a surplus value.  

 

Here is an example from Anna, 50 who is a middle manager in a public organization. 

 

We have lots of diversity out in the field (nursing disabled people). ñWithin disabled-care 

there are a lot of people with another ethnic background (than Swedish), which is great 
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because we have many disabled people who talks other languages. It is good that one can 

get assistance in oneôs own language. In these cases we really made use of it (diversity), 

it is a competence! In general I think that the important thing is that everyone can find 

work, and that we make us of the competence that the individual employee has. We have 

identified this in our organizationéwe need more people from different cultures, with 

different ethnic backgrounds; because they contribute to that the organization does a 

better job. 25% of the disabled people in this municipality are of foreign origin. They 

should recognize themselves in our organization. We do not want to have only Swedes 

working here; we need people from different cultures, simple as that.  

 

George, 60, top manager in a Mixby public organization said: 

 

I hope that is has enriched the organization. At the moment we are working with a 

culture-political programmeéin which to be inter-cultural is a strategic tool. Diversity is 

a concept there. In a longer perspective we want the whole organization to be enriched by 

cultural meetings, to preserve the old but at the same time bring in new cultures.  

 

In the first example, the manager is very aware of how to use diversity as a resource, she sees 

the needs that their ñclientsò, the disabled people has and have found a way of using diversity 

among the employees to solve it. The organization clearly benefits from having a diverse 

workforce in for example the elder care where part of the clients are foreign born and might 

not be familiar with Swedish language and culture, which makes it true not just in theory but 

also in practise. To see an organization like this, that is successful with the help of diversity, 

really made me realize that this is a real possibility and not just theoretical ideas.  

 

The organization in the second example is the opposite. They do not seem to know how to 

use diversity. Focus is put on policy instead of practice such as culture-political programmes. 

The manager seems to be uncomfortable with talking about diversity. I get the impression 

that it is something he just deals with because he is pressed by the societal discourse, and that 

it is something that he wants to ñget away fromò by writing a policy and then forget about it. 

This kind of discomfort is common according to Liff (1999) as I wrote in my theoretical 

chapter. The challenge is to take diversity work to the next step within the organizations with 

this kind of approach. Focus needs to move on from policy to practise.  
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Power differences in communication 

After discussing the issue of inclusion/exclusion in the form of recruitment, I would follow 

Taylor Cox model, which I earlier presented in the theoretical chapter, and proceed to the 

next step which is about creating pluralism. Since pluralism is reached through 

communication within the organization, I believe this is the next important thing to examine. 

The results of my study shows that most employers have the attitude that their employees all 

have the same chance to make their voices heard and to influence their workplace, but that 

not everyone takes this chance. They argued that for example immigrants might not master 

the Swedish language and therefore they do not come up with suggestions to the same extent 

as Swedes do. But most of all the respondents tended to tone down this matter by instead 

focusing on the administrative ways of making changes in the workplace. Ghorashi & 

Tilburg (2006) write about the language issue in case of immigration. They plead that 

knowledge of the national language (in their case Dutch) is important, but it does not mean 

that one get included within the organization when mastering the language. Even a person 

who speaks fluently with an accent has disadvantages. Anyone who communicates in a 

different way (but with the same language) has the risk to be excluded in the decision making 

process. Managers tend to listen more to people who has the same communication style as 

themselves. But is also an effect of the discourse which emphasises what minority group 

members lack, rather than what they can offer (Ghorashi & Tilburg 2006: 58f, 67). Here is an 

example from Alf, 50, in middle management.  

 

I want to believe that everybodyôs voice is equal, but I think that it is a human thing that 

not all people do exactly the same. We have different way of communicating; it is not 

always that two individuals understand something the same way. The organization has to 

be ripe (for new ideas), if there is a visionary that sees brilliant solutions but nobody else 

understands, then I do not think anything is going to change, or the change might come 

years later. I personally value everybodyôs voice equal, but it depends on where in the 

development of the organization we are. How can one bring up their ideas? How can 

people communicate (in organizational matters)? We try to listen to the people on the 

ground, because they are the ones who first can identify a problem. But if only one 

person brings up a problem nothing happens, more than one voice is required to make a 

change.   
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This is an example of how heavy a dominant discourse can be. Even if an employee comes 

up with a great idea it is very hard for him/her to make a change. First he or she needs to 

convince others in the organization, and then the organization must be ñripeò. This shows 

how unwieldy organizations can be to manoeuvre. 

 

This example is from Anna: 

 

I think it works okay. We have policies that we work on. This imbues the whole 

organization. Employees who want to make their voices heard should take it up with their 

boss. It is also possible to take it up on the workplace meetings that we have. If the issue 

is about a daily routine it is possible to take action directly on ground level together with 

the co-workers. Everybody has the same chance to make their voice heard but everybody 

does not do it. The reason might be difficulties in expressing oneself in Swedish. To 

prevent this we offer Swedish language training on working hours, but not everyone who 

needs it wants to do it.  

 

The above is an example of an employer who focuses on policies and formal ways of 

communication. She does not reflect upon power-inequalities within the organization. Instead 

focus is upon language as a hindrance to satisfactory communication. The employer regards 

herself to be aware and caring about an equal communication. She really made efforts with 

the Swedish language course, which of course is a positive thing. However, power-

differences between groups are also a dilemma, a dilemma which the employer seems to be 

unaware of. The focus is on language, but as Ghorashi & Tilburg pleads, it might actually be 

more an issue of putting the focus on lacks instead of advantages (Ghorashi & Tilburg 2006: 

66f). 

 

Erik, 40, middle manager, was more aware of the power differences between groups, even if 

he does not fully recognize the problem: 

 

There is an obvious risk that the dominant group in a workplace also dominates the 

communication. But I think we are pretty good in making everyone be a part of what we 

do. One can never be sure, but the question (of discriminatory communication) has never 

been raised. However, there is always a risk of that an informal leadership is developed in 

a workplace. But I do not think that ethnic background is a key factor, I have not 

experienced that. The organization works actively to make all the employees part of what 
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we do. We have strategies for this. But it is a general strategy; we do not support any 

particular group. Generally it is easy to make oneôs voice heard in the workplace. The 

managers work close to the employees which makes communication easier. We also have 

meeting as the workplace where we discuss how we can change and improve the 

activities of the organization. 

 

The employer has thought about the issue, but for some reason he does not want to really 

confront it. We can also see that the pattern of diversity blindness applies also in this issue. 

The employers tend to stress that everybody is equal and that efforts are taken for a better 

communication in general, not targeted at a particular group.  

 

Doxic discourses and the majority’s view on diversity 

When asking the employers about how they experience that minorities are treated at the 

workplace, they tended to answer that according to the organizations surveys, the big 

majority of the employees feels treated in a fair way. This kind of surveys is common in 

Swedish organizations. The surveys consist of a number of questions regarding work-related 

issues 

 

The employers within Mixby all claimed to have good results in such surveys and considered 

this to be a ñproofò for that the employees were happy about their situation. There are several 

examples of this. For example George who said: 

 

òAll our surveys show that in our organization there is a ñhigh ceilingò.
9
 The problems we 

had, has been with individuals, never with groups.ò 

 

Gunnar, 50, in middle management said: 

 

I never experienced something negativeé84 percent is happy with the workplace 

situation. They are not unhappy with working with foreign-born employees. The 

ones who are unhappy is a problem on an individual level. 

 

                                                 
9
 The Swedish expression ñhºgt till takò is here translated as ñhigh ceilingò which means that it is a climate 

where individuals can express themselves freely, and that differences are widely accepted. 
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As one can read, the employers view the results of the surveys as an indicator the workplace 

situation is good. The small percentage which is unhappy with the situation is discarded as 

individuals who have problems with something. It is interesting to see that as long as the 

majority is happy, the employers are also happy. No one seems to think of that maybe the 

unhappy employees are all from marginalized groups, except one employer, Lisa, who said 

this: 

 

We have an employee survey that we perform once every year. Everyone answers to it 

the result is based on all the respondents, which means that is mainly the majorityôs 

opinion. We get good results regarding diversity, but as I said it is mainly the majorityôs 

opinion. We have had unhappy employees but we have not seen any connection with 

ethnic background.  

 

This employer has thought about the issue of minorities. Even if she says that they have not 

seen a connection with ethnicity, she is still aware of the fact that minority groups might be 

less satisfied than the majority group within the organization. This is a very interesting issue 

which questions the whole idea of employee surveys. How can one say that the work on 

diversity is good when 85% of the employees are satisfied, but 80% of the respondents are 

from the majority group (ethnic Swedes)? Blatteförmedlingen reacted strongly when I 

presented this data to them. They pled that the organizations own surveys are not formulated 

in a good way. Instead they argue for different types of surveys, formulated and executed by 

diversity professionals. I can only speculate in the results of such as survey, but what I did 

learn from this is that the organizationsô surveys are mainly the voice of the majority. At the 

same time I am sceptical to if it is at all possible to create a survey which reflects anything 

else than the majorityôs view. 

 

Since glass-ceilings for minority group members are common phenomena in organizations
10

, 

I did explicitly ask the employers about salaries and career opportunities for minority group 

members, in addition to the more general question I presented earlier. The answers were 

almost unambiguous: that everybody has the same chances of getting salary development and 

career advancements. However, what is interesting is that some of the respondents answered 

in the form of ñeverybody should have the same chanceséò, which intimates that reality 

might look different than policy.  Let us look at the example from Gunnar: 

                                                 
10

 See the theoretical chapter  
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ñI have no statistics on that, but I do not think that there are any differences (between 

different groups)ò 

 

Anna said: 

 

It is a very hard question to answer. We have our career-ladders. If one wants to 

advance to a higher position that requires a university degreeémany of our 

employees do not have a university degree. Employees have to get education on 

their own. We have no possibility to help out with that. It would be too expensive. 

We require a university degree for management-positions. 

 

Malin, 50, a middle manager said: 

 

Yes, everybody should have the same chances. It is not like we decide that only some 

people should have career opportunities. The conditions should be the same for all 

employees. We have a program for further education within the organization. We still 

have areas (within the organization) where men have higher salaries, but also where men 

have lower salaries. We are currently working on this issue. We also look at which 

groups we need to prior. Sometimes one needs to raise the salaries for certain groups to 

make the salary levels more equal. 

 

The first answer is an example of someone who just denies, or claims not to know about, any 

differences between the majority group and minority groups. This was the attitude that most 

employers had. I interpret it as if there is a doxic discourse that decides that everyone is 

equal, and whoever says different is a racist. Example number two is an example of how the 

employer tends to focus on education rather than group membership. For this employer, a 

university degree is all that matters, however it would be interesting to know if a university 

degree from another country than Sweden is worth as much as a Swedish one.  

 

The third is an interesting example of when using ñshould-formò (for instance that everybody 

should have the same chance to do career) to answer the question. Since I read the 

municipality of Mixbyôs policy, I know that they officially claim that everybody has the same 

chances for career advancements. However, my study shows that this policy is not always 
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implemented. The issue of non-implemented policies is interesting, and can be connected to 

discourse and power. There is a societal discourse that promotes diversity, which affects 

organization. That is why they all implement policies on the matter. At the same time 

organizations consists of groups and internal power-structures. The reason for not 

implementing a policy might be that the employer wants these power-structures to remain. 

The majority group takes action against new policies because they want to stay dominant 

within the organization. Simplistic, most of actions are not based on conscious choice of 

resistance but taking the processes for granted both by majorities and minorities. As I wrote 

in my theoretical chapter: Triandis (1995: 21f) argues that the reason that the majority wants 

to stay dominant is because they want to maintain the given order. They have already 

established norms and values in the organization and feel uncomfortable about the idea that 

minority group members get in positions that allow them to change these things.  

 

In the third example, the issue of salaries is also brought up. The employer claims to aim for 

an equal and ñfairò distribution of salaries for the employees. When talking about different 

groups, the employer is referring to different job-categories in the organization, not groups in 

a diversity context. It is interesting though, what the employer tells about salaries for men and 

women. Apparently men do not always have higher salaries (as in most cases) but actually 

lower salaries than women in some jobs. Here is another example of that, again from Lisa: 

 

The employees who are members of the labour union have a high salary. Women earn 

more than men (in our organization). There are no differences depending on which 

country the employees come from. But women (who earn more) have often worked for a 

longer time and are regarded as more competent (than men). 

 

It is interesting that the employer claims that the women are better paid because of their 

experience and competence. It actually indicates that in this organization meritocracy decides 

the salaries. In this case in favour to them women, unlike this example from Lars: 

 

We are obliged according to law to have statistics of salaries for different groups (job 

category-groups and gender-groups), and we do not experience that any group is behind 

in their salary development. But many of our female employees are younger and 

therefore have lower salaries. We do not have statistics specifically for foreign-born 

employees. That is not allowed for us to have. 
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As we can see: gender seems to be a less important variable than merits, when it comes to 

salary development for the employees. Regarding the issue of foreign-born employees, it 

seems impossible to find data on that. This is an interesting matter: that gender can be 

measured and therefore often more focused on. I will come back to this in the next chapter. 

However, even if not shown in salary development, it seems like there is a glass-ceiling for 

foreign-born employees.  

 

Institutional biases within organizations 

It seems that glass-ceilings might be connected to a doxic idea of that majority group 

members (white Swedes) have most of the top positions, and that is just they way it is. I 

interpret this as an institutional bias where white Swedes are seen as ñnaturalò managers. 

Anything else is regarded as an exception. Therefore it is interesting to examine the attitudes 

of middle managers within Mixby municipality regarding diversity. The first example is from 

Alf: 

 

ñThe attitude (of the upper management) is positive (towards diversity). We want out 

organization to be ñfreshò. After all it is about peopleôs equal value.ò 

 

This example is from Jonas, 30, in middle management in a public organization: 

 

I see the upper management as very positive and engaged in brining more people (to the 

organization) with a different background and competence that could improve our 

organization. I think that it is important for children and adolescence from other ethnic 

backgrounds to see that their parents have a job. It makes the children believe in that they 

also can obtain a job in the future. I also have the understanding that the political 

management of this organization (the organization is municipality-owned) have the same 

opinion. It is included in the budget and aims-document, a document which is focused on 

everybodyôs right to work. 

 

The next example is from a politician, Elin, who works within Mixby in close cooperation 

with the public organizations: 
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Yes, there is a big will (to work with diversity) in our organization, both political and 

managerial. I can give an example with the Christmas letter which the top manager of the 

organization sent to all employees. He pointed at two things he was especially proud of: 

that our organization was part of Pride
11

 and that we during the last year worked with 

diversity integration. When things like that comes from the top manager, it is a signal 

(that we prior diversity). 

 

According to the above answers, it seems like the middle managers are all very positive about 

diversity. Especially the last example shows that it actually is a dear issue and not just 

something that ñhas to be doneò. My impression is that the middle managers clearly care for 

diversity. But why are the organizations then not more successful when it comes to diversity? 

This next example is again from Elin: 

 

All politicians say that everybody should have equal rights, but there are different ways 

to reach these rights. But the engagement is there for sure. But sometimes one has to prior 

other issues. But just imagine that there is a special committee for gender equality and 

diversity. That is a political standpointé 

 

There are two interesting things in this answer, first of all that the respondent argues that 

there are different ways to reach equal rights. It implies that the managers and political 

leaders may not agree on what actions to take to promote diversity. This could be a reason to 

why it is not working better than it is right now. The other interesting thing is that diversity is 

not always the prior issue. This might sound obvious but it is actually a critical issue. If the 

management of an organization priors diversity to low, it will affect the results of the 

diversity work. In worst case it might just stay as something that is in a document and never 

gets implemented. But the upper management might not always be the key. This example 

from George suggests a different reason to why the diversity climate is not always the best in 

Swedish organizations: 

 

I experience it (the upper management) as positive (towards diversity). The management 

is often more positive than people ñon the floorò. We used to have plus-workers
12

 and in 

the beginning there was a negative attitude towards these among the people ñon the 

                                                 
11

 Pride is a festival for homo- bi- and transsexual people to promote their rights not to be discriminated.  
12

 òPlusjobbareò ï Swedish expression translated to òplus-workersò which was a government project to find jobs 

for long term unemployed people. These were to a big part foreign-born.  
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floorò. This changed by time among the ñfloor-workersò, but the management were 

positive from the start. One of the plus-workers came to Sweden as a street-child from 

South America and we had a lot of benefit from him here in the organization.  

 

It seems like the managers are more positive towards diversity than the employees. Even 

though this manager just said that they had benefits without specifying what was beneficial. 

Might it be that it is people in lower positions, which face diversity issues every day, which is 

hindering the growth of a good diversity climate? To get the answer of this I asked the 

managers how they are working against discrimination and harassment in the workplace. 

They all answered that they did not have any case of discriminatory problems in their 

organization, but it was interesting to listen to what they said about the actions they would 

take if something like that would happen. This example is from Gustav: 

 

It is up to each department manager to decide. I would first make sure that it really is an 

harassment and what it consists of. Then one has to take action, it is not possible to give a 

general answer on this questioné(I asked him whether it could lead to firing 

someoneò)éNo! (Laughs at me) Then you do not know much about rules of 

employment. One has to look into the particular issue. To give a general answer to thisé 

 

Lisa, on the other hand said: 

 

Then I want a discussion with the persons it regards and the personnel manager. It is 

absolutely not okay to harass someone. That makes one get a warning. If it is repeated; 

one looses the job.   

 

It is remarkable that one manager seems not to think about harassment as a serious problem, 

while the other is very strict in her opinion about it. It makes me wonder if the first 

respondent just does not care because he is focused on other things. According to Dickens 

(1999), the reason might be that managers are too focused on economical results and do not 

care enough for other aspects of the organization. As written in my theoretical chapter: even 

if the ideal situation is when diversity and economic profit goes hand in hand, the emphasis is 

most of the time on short-term economical gain. Managers sometimes just tend to forget 

other aspects of organizational life such as creating pluralism, i.e. as to create an 

organizational culture where both the majority group and the minority group have influences 

(see Cox in theoretical chapter).  
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Another issue related to discrimination is whether employees have the right to practise their 

religion, and to what extent the organization is willing to adjust to make this possible. The 

answers to this question were interesting because some of them were very different compared 

to each other. Some managers were completely unaware of the issue while others thought 

about lots of adjustments in areas such as clothing, food and possibilities for prayer. Here is 

an example from Erik: 

 

We had an employee who every day at 1 PM rolled out his carpet in the direction of 

Mecca. It was one of our workers ñout in the fieldò and we accepted it. We order special 

food and drinks for Muslims (when we have gatherings or parties) so that they do not 

need to eat pork or drink alcohol. At the moment we have no need for a prayer room, but 

if we had such a need, one of our resting rooms
13

 might be suitable.  

 

Anna said: 

 

ñWe have never encountered any problem, never heard anything about this. Anyone can 

practise whatever religion they wishò.  

 

Johan, 50, middle manager in a private organization said: 

 

We have a diversity project which I am in charge of right now, and I am prepared make 

all kinds of adjustments, but I do not know how far the organization is prepared to go. 

One of our suggestions is that the workplace should have a silent room which is free from 

religious symbols, to which any person of any religion can go and practise prayer or 

meditate. We are hoping to find such a room here in the building. We already have a 

resting room on every floor but we do not think it is enough. We want a silent prayer 

room like the ones on airports. Another thing we looked at is the possibility for 

employees to exchange the Christian holidays for other holidays, even though no decision 

is made so far. The issue is related to the labour unions, so it might take a long time to 

change. The labour unionsô rules are based on the Christian calendaré.I think it would 

be very interesting if we could have such a flexible organization that if an employee is 

Jewish or Muslim, he or she could work on the Christian holidays and have some days 

                                                 
13

 A resting room is a room in workplace where employees can go if they feel ill or just need to be alone for 

awhile, not to be confused with ñrest roomò (toilet).  
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off in your own religious holidays. It would be the ultimate solution for our organization 

hence it would give us personnel on during the holidays, it is something we benefit from. 

I am going to suggest this to the upper management. The Christian calendar should not 

decide peopleôs days off work. If one is a practising Muslim and wants to be free on 

Fridays, then he or she should be able to work Saturdays instead when we also need 

people workingéWe must start thinking in these termsé 

 

The first employer seems to have thought a lot regarding the issue of religion and the work-

place while the second one seems to think that it is up to each individual to manage his or her 

religious practises on his or her own. The third one, which is from a private organization in 

the Stockholm area shows that there are individuals also within the private sector who puts a 

lot of effort into this issue, something which I foremost expected from public organizations. 

The respondent clearly sees that there is a surplus value for the organization in diversity. He 

mentions how being diversity sensitive can be beneficial for the organizations activities. I 

find it interesting that this kind of ideas exists in some Swedish organizations; it goes hand in 

hand with the ideas of Blatteförmedlingen.  

   

Policies revised 

The results in this section are based upon reading and examining in total 15 Swedish 

organizations. It is the outcome of a close examination of the organizations homepages and 

policy documents. From these I tried to make to see some tendencies in attitudes and actions 

towards diversity in the organizations.  

 

In about half of the organizationsô documents there were no, or very little, information about 

diversity work. These were both public and private organizations in various sectors. It implies 

that diversity issues are still not that important for a big part of the Swedish organizations. 

They tend to focus on being competitive in the era of globalization, but do not see the 

correlation with diversity within the organization. Notable is also that not a single one of the 

organizations mentions anything about diversity on the first page the visitors comes to when 

browsing their homepage.  

 



Hans Bergman 46 

Of the organizations who do write things about diversity, there are differences in the 

approach. Some sees it as something that benefits the organization while other tends to see it 

as social responsibility. An example of the later is: 

 

éall qualified persons should have the same possibility to get employed (in this 

organization), without making a difference or discrimination because of age, ethnic 

background, skin colour, nationality, religion, gender, disability or other factor that is 

protected by law (Policy document from organization Public1). 

 

It is clear that this organization thinks of diversity as a right, not a possibility to become more 

competitive. They stress that everybody should have the same chances and that the selection 

process of employees is regulated by laws against discrimination. This is very different from 

companies who views diversity as something that could benefit the organization. Here is a 

few examples of that: 

 

Diversity and respect for the individual imbues our organizational culture. The benefits of 

diversity in our activities have become clearer and clearer within the organization, 

especially in the casino-related activities. The casino in City X got a price last year for its 

work with diversity and integration, a price we are very proud of. The Human Resources 

department works actively to mirror the Swedish society as well as the guests of the 

casino. We work actively with integration issues where language is a key variable. 

Approximately one third of City Xôs population is of foreign origin, and that is true also 

for our employees. The employees speaks in total more than 40 languageséOur aim is to 

also in other parts of our organization increase the number of employees with a different 

ethnic background than Swedish. This mainly concerns areas where we face a variety of 

peopleé(Policy document from organization Private1). 

 

Our organization views diversity as a big resource in our work. People with different 

background, ethnicity, gender, age and disability widens our competence to achieve our 

mission (Policy document from organization Private2).  

 

In the first example I regard the organization as genuinely engaged in diversity work as a 

beneficial thing. They are of the opinion that their organizations activities will be more 

successful when they are mirroring the population of their customers. The second shows how 

organizations want to be part of the discourse in where diversity is something beneficial. 
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However they are not really specific in how it benefits the organization which makes me 

think they have not put a lot of effort into the issue.  

 

Another thing which caught my attention is that when speaking about diversity, some 

organizations tend to focus only on gender. The issue was brought up in the previous chapter 

about the Mixby municipality case and I will here elaborate it a bit more. Let us first look at 

an example: 

 

Diversity and equal opportunities is two important challenges for our organization. 

Today, only 17 percent of our employees are women. Of the managers it is only 11 

percent women, of the white-collar workers it is 17 percent and in production it is 10 

percent. One step towards change the current status is a policy where it is decided that 

there has to be at least one female applicant for every new manager recruiting (Policy 

document from organization Private3). 

 

As we can see the organization uses the term diversity but actually only talks about gender. 

Ethnic diversity is not mentioned and I assume that it has to do with the Swedish discourse I 

mentioned earlier that ethnicity can not be measured. The reason for this is that many 

organization have no official statistics on which ethnic groups their employees belong to. 

This is a problematic issue. It is hard for society to promote a group which is not measurable. 

But why is it so? Dickens (1999: 10) writes that:  

 

Furthermore, organization-based equality agendas can do little for those outside the 

organizations or only peripherally attached to them and, in effect may increase 

disparities within the diverse category ówomenô, for example privileging white women 

compared to black or ethnic minority women. 

 

This is what the author labels as a ñselective approachò towards diversity, which means that 

the organizations only work for equality in the cases where it coincides with the needs of the 

organizations themselves. There is no guarantee that the needs of disadvantaged groups 

match the business-interest of the organizations (Dickens 1999: 10f). Since women are a 

measurable group, the organizations have to promote some women to show that they care for 

equality. Meanwhile, ethnic minorities and other groups who can not be measured are not 

that important because the fact that ethnic minorities are disadvantaged does not show in the 

statistics or surveys. 
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Chapter 4 – Concluding Analysis and comparison between 

policies and diversity climate 

I will here try to answer my research question by comparing the results of my interviews with 

the results of examining policy documents and homepages. My observational 

questions/themes will be the guideline for this section. 

 

¶ Inclusion/exclusion 

 

As I wrote earlier, I found two clear trends in the answers of my interview-respondents: To 

show that the organization care for diversity by showing statistics, or to claim that employees 

are seen as individuals and not valued by anything else than their merits.  

 

The first trend is an indicator that a number of organizations within Mixby municipality at 

least think that diversity in numbers is something important for their organizations. Some of 

the organizations also told that they in fact gained profit from the diverse workforce, for 

example by having employees who speak more languages than Swedish and English. Other 

organizations were more vague about the actual benefit from diversity and tended to focus 

mostly on numbers of men/women and foreign-born employees in their answers.  

 

The second trend, the one of ñdiversity blindnessò, is hard for me to interpret. It could mean 

that the organizations are truly meritocratic but this could also be a sign of ignorance of 

marginalized groups. On the upside: these organizations might be efficient in anti-

discrimination work (if they are as meritocratic as they say), but on the downside it might 

mean that the organizations only focus on economic profit and do not care for its employees.  

 

Another question which rose in my head is whether the managers I interviewed are 

representative for the attitudes of the whole organizations? Managers sometimes hinted that 

the attitude towards diversity is good on the managerial level but that this might differ in the 

lower levels of the organization. Unfortunately my study was not extensive enough to cover 

also the lower levels of organizations within Mixby municipality.    
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¶ Doxic discourses 

 

My study shows that there is still a lack of women and minorities in the organizations within 

Mixby municipality. Most top-managers are Swedish men, a handful are Swedish women and 

very few are foreign-born. Not much seems to have been done about this. The glass-ceiling 

seems to remain strong, even though some managers I spoke to pleaded that including 

women and minorities in the top of organizations is a process that started but still have some 

years before it will show results. A possible reason for the lack of minority group members 

might also be lack of education or that foreign education is not acknowledged. But it is in my 

opinion closely related to the doxic views that rule the organizations. White Swedish people 

are the norm for management positions and it seems to be something that almost everyone 

within the organizations take for granted. 

 

When it comes to anti-discrimination, most managers claim that their policy works fine and 

that the organizationôs member surveys show that the majority of the employees feel 

comfortable in their work-environment. However, as one manager remarked, this is the 

majorityôs point of view. So it is hard to know whether the anti-discrimination work has 

given fruit or not.  

 

All organizations within Mixby municipality have put efforts into creating workplaces where 

everyone can make their voice heard. However, from my interview results I get the 

impression that this does not always work in reality. Some organizations offered Swedish 

language training to its employees, this is of course is helpful, but the main issue remains. 

People with different cultural background have different styles of communication, and 

sometimes it does not fit the organization, with the consequence that these employees remain 

silent. Another way of viewing the issue is that these employees are excluded from the 

decision process within the organizations and therefore should be regarded not as silent but 

rather silenced.  

 

My study shows that there are differences in actions between organizations within Mixby 

municipality, even though all organizations share the same political agenda when it comes to 

anti-discrimination, etc. In fact, this is especially clear when it comes to taking actions 

against discrimination. Some organizations had clear strategies for this while others did not 

seem to have thought about the issue at all. The situation with arrangements for religious 
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needs is similar. Some organizations put a lot of effort with special food and prayer rooms for 

Muslims while others just regard religion as a private matter that does not concern the 

organization.  

 

Regarding attitudes, I already discussed some differences between organizations, like that of 

viewing employees as simply individuals (in a meritocratic sense) versus viewing them as 

members of different groups with belonging attributes. Another thing that differed between 

the organizations was the attitude towards promotion and salary-distribution. Some had very 

careful schemes for how to make sure that no group gets an unfair salary or lacks chances for 

promotion while others regarded career development as something that is up to each 

individual to manage him- or herself. 

 

¶ Institutional biases within the organizations 

 

The first tendency is that in many organizations, diversity did not seem to be something prior. 

It was in many cases only mentioned very short in the organizationsô policies and homepages. 

This gives me the impression that discourses of diversity is still not imbuing Swedish 

organizations in large extent. Many organizations seem to still be biased and think of 

diversity as something that creates problems.   

 

Another tendency within Swedish organizations is that a number of them seem to have 

adopted a discursive bias of diversity as social responsibility. These organizations care for 

diversity and have strategies for coping with it, but focus mainly on the social justice part of 

diversity work. In their biased view they can not recognize that diversity can bring surplus 

value to the organization. They want to make sure that their organizations take their 

responsibility by being inclusive and by working against discrimination. 

 

The third tendency is that some organizations started thinking of diversity as a gain, a 

business benefit. This is according to Blatteförmedligen, the kind of discourse that should be 

spread to all organizations if we are aiming for a truly pluralistic society. It is when 

organizations find ways to benefit from diversity that we can finally get rid of discrimination 

in the labour market.  
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A final remark is that many organizations tend to focus primarily on gender when talking 

about diversity. My interpretation of this is that it is because the gender-bias has been 

intensively discussed the last years in Sweden are therefore more employees are more aware 

of it.  

 

¶ Self-view and policies compared to attitudes and actions 

 

 This comparison is between policies from organizations in a broader sense and attitudes and 

actions narrowed to within Mixby municipality.  

 

I can se a relation between lack of diversity policies and the phenomenon of diversity 

blindness. My study shows that some organizations simply have not thought about diversity 

as part of their everyday work-situation. This might be an explanation why some of the 

organizations in Mixby had a diversity blindness-approach and just talked about individuals 

in a meritocratic sense. These organizations have possible lacks of knowledge in the diversity 

issue.  

 

Another relation I can see is the one between viewing diversity as a social responsibility and 

the trend to ñshow offò with statistics to prove that the organization is diverse. The 

organizations that are focused on diversity in numbers seem to social justice-oriented and 

does not put emphasis so much on the benefits of diversity for the organization.  

 

Finally there are the organizations that think and do diversity. I can see the tendency that 

these organizations are the ones who takes most action in diversity matters. They view 

diversity as something that can benefit the organization and therefore put efforts in recruiting 

employees with different backgrounds to face language- and culture related situations that 

might occur in the organizationsô work. These organizations also tend to put more effort into 

finding ways of fair communication in the workplaces to minimize power differences 

between groups and make everybody feel included.    

 

This leads me more or less to the answer of my main research question:  

¶ What kinds of diversity climate are present in a Swedish municipality, and how do 

these relate to the diversity discourse(s) which imbues Swedish organizations?  
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The question is more or less answered through my themes, but I want to make a short 

summary of the situation in Mixby.  

 

First of all: Mixby municipalityôs organizations are diverse in their relation to diversity. 

Some of the organizations have adapted the discourse of diversity as a business benefit. 

These are doing well and should continue on their path towards being inclusive.  

 

Other organizations have understood that diversity is something important but they do not 

really know how to make use of it so it stays at the level of social responsibility. They should 

try to learn more of how to benefit from diversity. 

 

Finally we have the organizations that are still more or less ignorant about diversity. They 

might think that their meritocratic, diversity blind, approach is a good way to avoid 

discrimination and make sure the organizations are fair. But they need to see that some 

employees have other abilities and needs that they should be aware of if they truly want to 

create a good workplace environment that is suitable for the future labour market where the 

workforce is getting more and more diverse.  
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Reflection and possible consequences of my study 

 

My research was interesting and I learned many things. The field-study period in Stockholm 

might have been too short, but since this is a one-year masterôs programme I could not spend 

more than two and half month in the field. One thing that I regret is that I did not replace 

some of the middle managers and instead interviewed people who work on lower levels of 

the organizations. I am pleased with Blatteförmedlingen, who has been very helpful both with 

giving contacts and with the analysis of the data. Thanks to their professional knowledge I 

gained insight in how organizations can gain something from diversity. Not all employers 

have this insight yet but many seem to be on the right course.  

 

The theoretical consequences of this study are that more focus should be put on researching 

the doxic discourses behind inclusion/exclusion processes. I also hope that it leads to further 

studies of how affirmative action works compared to the meritocratic view.  

 

On the practical side, I think that it is also important to deeper examine organizationsô self-

view and see if it correlates with how successful they are in diversity recruiting. Are 

ñinternationalò organizations really international when it comes to recruiting? Hopefully my 

study in Stockholm leads to further studies of the same type to find out more of how policies 

are implemented and if policy and practise are the same, and if they are different, how? 

 

Finally I hope that the people working within the municipality of Mixby will learn something 

from this study, and reflect upon their own attitudes and actions.  
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