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Media images of walls being erected or dismantled symbolize the global dilemma at the heart of the
approach toward diversity during economically challenging times. Will communities, organizations, and
nations become more isolated, exclusionary, and protective of scarce resources? Or will they embrace diversity
for humanistic reasons and its potential to drive economic growth? This paper first critically examines the
paradox of diversity and deems it false because it omits the important role of inclusion climate. It then
presents a systematic review of the research. Findings indicate that people are more likely to blame ‘the
other’ for their economic hardships, and as a result are more likely to express racism, prejudice, and
xenophobia, giving rise to intergroup conflicts and strife. Yet research also links diversity with innovation
and its potential to uplift and energize economies, a quality that is particularly important during times of
economic hardship. Finally, the paper presents a theory-based conceptual model, highlighting the central role
of inclusion, and proposes directions for future research.
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Mr. Gorbachev, tear down this wall. (Ronald
Reaganm, U.S. president in a speech delivered at the
Berlin Wall, June 12, 1987)

I will build a great, great wall on our southern
border. (Donald J. Trump, announcing his candidacy
for president of the United States, New York,
June 16, 2015)

Introduction

Contrasting the above statements can provide insights,
both metaphorically and practically, to diversity and
inclusion during different global economic contexts. The
first, by US President Ronald Reagan during his famous
1987 speech in front of the Berlin wall, presented a
demand to the leader of the Soviet Union, General
Secretary of the Communist Party Mikhail Gorbachev,
to tear down the wall. It was a demand to allow the
reunification of not only the city but of the Eastern and
Western global regions. The second statement, by US
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President-Elect Donald J. Trump in his June 2015
announcement of his candidacy, presented a promise that
was one of the cornerstones of his presidential bid. In
addition to derogative statements related to groups such
as Muslims, women, people with disability, and veterans,
Trump promised to build a wall between the United States
and Mekxico to block the path of immigrants and to keep
jobs for the citizenry of the United States.

The media images following Reagan’s 1987 speech
depicted the dismantling of the Berlin wall, brick by brick,
in the hands of the people on both sides. In contrast, media
images from 2016 featured fences, walls, and watchtowers
being erected to block the paths of refugees and
immigrants. Similar perspectives toward building or
destroying walls (physical or virtual) have been common
in other nations, such as the United Kingdom’s referendum
on separation from the European Union (Brexit) and
political campaigns in other countries (e.g., Italy,
Austria). At the heart of these disputes were arguments
related to human rights, equity, and the humanistic drive
to alleviate the suffering of refugees and asylum seekers
contrasted with advocating for preserving scarce jobs and
resources for the citizenry of each specific country.

Pictures of walls being erected or dismantled
symbolize the central global dilemma at the heart of
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the approach toward diversity during economically
challenging times: will communities, nations, and
societies become more isolated, exclusionary, and
protective of scarce resources? Alternatively, will they
embrace diversity for humanistic reasons and for its
potential to drive economic growth?

In this paper, I set out to examine diversity during times
of global economic upheaval with a particular focus on the
paradox of diversity, which I contend is false, and the
critical role of inclusion. The paper: (1) examines the
paradox of diversity and presents theories of diversity
and inclusion that inform our thinking regarding causal
relationships; (2) presents a systematic review of the
research evidence related to the consequences for
diversity during times of economic upheaval; and (3)
proposes a conceptual model for future research and
scholarly work. A unique aspect of this paper’s analysis
is that it covers the organizational and the national levels
of analysis because both are relevant for a deeper
understanding of the challenges of diversity in the context
of difficult economic times.

The (false) paradox of diversity in the context of
economic upheaval

The impact of the 2008 global economic crisis is still
reverberating around the world, with many nations
experiencing economic upheaval and some being
compelled to enforce austerity conditions (Addabbo
et al., 2015; Arechavala et al., 2015). Research has
provided evidence for the paradox related to inclusion of
people from diverse background during periods of
economic difficulties. On one hand, research has indicated
that during periods of economic hardship, individuals and
nations are less hospitable and more exclusionary toward
people who are different than the mainstream on various
levels of diversity, such as gender, race and ethnicity,
physical and mental abilities, LGBTQ, immigrant status,
refugee status, and even nationality (e.g., Lesinska,
2014; Askanius and Mylonas, 2015; Tamamovi¢, 2015;
Van Vossole, 2016). On the other hand, there is evidence
that workforce diversity can provide economic advantages
such as creativity and innovation (e.g., Roberge and van
Dick, 2010; Hoever et al., 2012; Homan et al., 2015),
which can stimulate the economic engine needed to
survive and thrive during periods of economic challenges.

In the years since the global financial crisis, we have
witnessed a significant contrast between the positive
perspective expressed by business leaders toward
diversity policies in their organizations and the
disappointment with multiculturalism policies stated by
politicians and heads of state. Consider, for example,
the following statements by business leaders: ‘Our
diversity expertise ... directly contributes to our long-
term business success’ (George Chavel, president and
CEO of French-based Sodexo, 2010); ‘Achieving the full
potential of [our workforce] diversity is a business
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priority that is fundamental to our competitive success’
(Sam Palmisano, IBM’s CEO, 2013).1 Now contrast
them with the following statements by heads of state:
‘The doctrine of state multiculturalism has failed and will
no longer be state policy’ (David Cameron, the United
Kingdom’s prime minister, 2011); ‘It has utterly failed’
(Germany’s Chancellor Angela Merkel characterizing
her country’s efforts toward multiculturalism; Weaver,
2010), claims she repeated later by saying that
multiculturalism ‘is a sham’ (Noack, 2015); ‘My answer
is clearly yes, it is a failure’ (Nicolas Sarkozy, France’s
president, responding to a question regarding the
effectiveness of multiculturalism in French society; Daily
Mail, 2011). Both diversity management efforts at the
organization level and multiculturalism policies at the
state level stem from similar humanistic principles, rooted
in the United Nations Declaration of Human Rights, and
share similar economic goals. They espouse respect for
unique individual and group characteristics and
encompass efforts to capitalize economically on people’s
divergent talents. Yet their outcomes have been judged,
by business leaders on one hand and political leaders on
the other,2 to be disparate.

During times of economic downturn, there is often a
keener perception of competition for actual, or perceived,
scarce jobs and resources and the result is often hostility
toward people who are different than the mainstream
(Kahanec et al, 2013; Triandafyllidou and Kouki,
2013). Austerity” is similarly associated with a scarcity
of domestic resources that in turn is blamed for the rise
in xenophobia and racism (Carastathis, 2015). On the
other hand, there is research evidence to support the power
of diversity to uplift and energize economies (Pelle and
Laczi, 2015; Sun et al., 2015), a quality that is particularly
important during times of economic hardship. For
example, studies have indicated that workforce diversity
can give companies a competitive advantage through
increased creativity and innovation that is more likely to
occur in diverse teams than nondiverse teams (e.g.,
Roberge and van Dick, 2010; Hoever et al., 2012).

'Granted, some of the statements by business leaders are aimed at public
relations or improving their corporate image and may be judged by some as less
than sincere. However, the seriousness of their intentions can be measured by
the resources that many organizations put behind their diversity initiatives,
which in many cases are substantial.

2Article 1 in the United Nations Universal Declaration of Human Rights that
was adopted by the UN General Assembly in its resolution 217 A (III) of
December 10, 1948, states: ‘All human beings are born free and equal in dignity
and rights. They are endowed with reason and conscience and should act
towards one another in a spirit of brotherhood.” This emphasizes the philosophy
on which the declaration is based: first, the right to liberty and equality is the
birthright of every human being and cannot be alienated; and second, human
beings, as distinguished from other creatures, are rational and moral. For this
reason, human beings are entitled to certain rights and freedoms that other
creatures may or may not enjoy.

3Austerity is defined as “difficult economic conditions created by government
measures to reduce public expenditure’ (Oxford dictionary: https://en.
oxforddictionaries.com/definition/austerity).
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As a result of these contradictory trends, policy and
business leaders seeking to fulfill their humanistic mission
and take advantage of the potential competitive edge
provided by workforce diversity face what has been
termed a paradoxical dilemma (see Figure 1): if they
embrace diversity, they risk conflicts, mistrust, and
intergroup tensions that can result in low morale and
negative social and economic outcomes. Yet if they avoid
diversity, they risk loss of creativity innovation and
potential economic competitive edge (Bassett-Jones,
2005; Roberge and van Dick, 2010; Mor Barak, 2017).
This dilemma is heightened during times of economic
upheaval because the downside is more severe and the
upside is more essential than in times of relative economic
stability. The downside includes blaming the other for
economic hardships, which leads to increased racism,

<&
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Figure 1 The (false) diversity paradox [Colour figure can be viewed at
wileyonlinelibrary.com]
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prejudice, and xenophobia, resulting in intergroup
animosity and strife (Bone, 2012; Lesinska, 2014;
Barbero, 2015). The upside of diversity is also heightened
during times of economic difficulties because the positive
attributes associated with diversity, such as innovation
and creativity, can help propel the economy to higher
grounds (Richard er al, 2004, 2013; Gonzalez and
DeNisi, 2009; Roberge and van Dick, 2010).

My contention in this paper is that the dichotomy
presented in the diversity paradoxical dilemma is false
because it misses an essential ingredient in the equation:
inclusion. I argue that the solution to the diversity paradox
is implementing policies and practices that generate a
climate of inclusion in organizations. It is like balancing
a mathematical equation—once you enter the missing
ingredient, in this case, inclusion, everything makes sense
(see Figure 2). If an organization becomes inclusive, it can
minimize or even avoid altogether intergroup conflicts,
tension, and distrust—the downside of diversity—yet
enjoy the richness of ideas, creativity, and innovation that
is generated by a diverse workforce.

Theoretical perspectives of diversity and inclusion

Although diversity and inclusion are sometimes used as
synonyms or even as a single term, they are distinct and
refer to very different constructs (Roberson, 2006; Mor
Barak, 2017). The concept of diversity received many
(and sometimes contradicting) definitions, ranging from
country-specific ~ categories to broad conceptual
definitions (e.g., Kossek and Lobel, 1996; Joshi and
Roh, 2009; Nishii, 2013; for a review, Mor Barak,
2017). In this paper, a globally applicable definition is
used: ‘Workforce diversity refers to the division of the
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Figure 2 Conceptual model for inclusion, diversity and multiculturalism [Colour figure can be viewed at wileyonlinelibrary.com]
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workforce into distinction categories that (a) have a
perceived commonality within a given cultural or national
context, and that (b) impact potentially harmful or
beneficial employment outcomes such as job
opportunities, treatment in the workplace, and promotion
prospects—irrespective  of  job-related skills and
qualifications’ (Mor Barak, 2005: 132). In contrast,
inclusion is defined as follows: ‘The concept of
inclusion-exclusion in the workplace refers to the
individual’s sense of being a part of the organizational
system in both the formal processes, such as access to
information and decision-making channels, and the
informal processes, such as “water cooler” and lunch
meetings where information and decisions informally take
place’ (Mor Barak, 2005: 149).

The theoretical foundations for the connection between
diversity and inclusion are still quite underdeveloped.
Shore et al. (2011: 1269), in their review of the literature,
noted that ‘while inclusion has started to gain popularity
among diversity scholars, most of the research has lacked
adequate theoretical grounding and there is limited
empirical testing of ideas. A notable exception is the work
of Mor Barak (2000) ... [who] developed a theoretical
model of inclusion in which she posited that diversity
and organizational culture would contribute to perceptions
of inclusion-exclusion, which would then lead to job
satisfaction, organizational commitment, individual
wellbeing, and task effectiveness’.

In this section, I lay the theoretical foundations for
viewing inclusion as a key ingredient in generating
positive outcomes for both organizational diversity and
societal  multiculturalism.  Several  social  and
psychological theories outline the dynamics of diversity
in groups, organizations, and societies. These theoretical
approaches are relevant to this discussion because they
provide causal explanations for the connection between
workforce diversity and worker and organizational
outcomes. Specifically, they provide a framework for
understanding why some organizations experience
detrimental outcomes whereas others experience
beneficial outcomes. I focus on several main theoretical
approaches: social identity theory (Tajfel, 1982; Tajfel
and Turner, 1986), and intersectionality (Crenshaw,
1989; Marfelt, 2016).

Social identity theory, a cognitive social-psychological
theory, posits that individual identity is developed through
the meanings people attach to their membership in various
groups (Tajfel, 1982). In essence, people classify
themselves into different social categories, such as race,
ethnicity, and gender, that generate personal meaning.
These groups become points of reference for individuals
in terms of where they belong and how they compare to
others (Hyman, 1960). Therefore, our understanding of
diversity is closely linked to the way people perceive their
own identity as similar to or different from others in a
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particular context (Holck et al, 2016). The central
proposition of social identity theory is that people desire
to belong to groups that enjoy distinct and positive
identities. Therefore, those who belong to groups with
greater perceived social status will accept and include
people they consider to be like them while excluding those
they perceive to be different (Tajfel, 1982). Being
included in a group with a higher social status has been
linked to the important psychological process of self-
esteem, and as a result, to positive individual outcomes
(Baumeister and Leary, 1995).

Intersectionality theory focuses on race, gender, and
class and highlights the multidimensional and
complicated nature of diversity in its connection to
detrimental societal consequences such as inequality,
oppression, and discrimination (Crenshaw, 1989; Lutz
et al, 2011; Marfelt, 2016). Specifically, the
multifaceted nature of social identity makes it difficult
to determine one specific social category that might
be more salient than others in determining a person’s
identity (Bodenhausen, 2010). This difficulty is
addressed by intersectionality theory, which makes
connections between race, gender, and class and
negative social consequences and also highlights the
increased negative consequences experienced by those
who belong to more than one underrepresented group,
such as migrant women (Crenshaw, 1989; Warner,
2008; Lutz et al., 2011; Marfelt, 2016). Individuals
who belong to multiple groups often feel excluded from
those groups because they don’t fit solely into one of
them (Zanoni et al., 2010). In work organizations, this
sense of exclusion can foster distrust and
disengagement and lead to negative consequences such
as stress, low job satisfaction, and turnover (Bernstein
et al., 2010).

Social identity and intersectionality theories also
outline the connections between group membership, a
climate of inclusion, and beneficial versus detrimental
outcomes. A climate of inclusion, much like other
organizational climates such as creativity, service, ethics,
and safety climates, refers to specific aspects of the work
environment (Litwin and Stringer Jr., 1968; Zohar,
1980). In general, organizational climates are defined as
shared employee perceptions about aspects of their
organizational environment (Zohar, 1980; Glisson et al.,
2008). In essence, employees develop perceptions and
expectations of behavior— outcome contingencies based
on a variety of cues present in their work environment.
These perceptions and expectations then guide employee
behavior. Once employees agree on and share work
perceptions, an organizational climate is born (Schneider,
1975; Zohar, 1980). In other words, these theories can
help explain why some diverse organizations and societies
experience positive outcomes whereas others experience
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negative outcomes. According to social identity theory,
being a part of a group fosters commonality among
members (Tajfel, 1982). If individuals feel included and
perceive that they are all part of the same group, the
organization or wider society would become another
group to which individual employees belong. Similarly,
intersectionality theory states that individuals often
identify with multiple groups (e.g., woman, Latina,
engineer) to create a more authentic sense of self (Warner,
2008). These multiple group memberships can work
together in a positive or negative way (Zanoni et al.,
2010). In an inclusive climate, individuals feel that they
are part of the same social entity, generating a shared
interest among members. A climate of inclusion may
lower individual boundaries aimed at separating
employees from one another and increase commonality
and the ability for individuals to relate to one another.

Impact of economic upheaval on diversity and inclusion

Political and academic reports have explored the impact of
the global financial crisis and austerity measures on
specific diverse groups in the population such as women,
immigrants, refugees, and members of racial and ethnic
groups (e.g., Elomiki, 2012; European Parliament,
2015). However, empirical research into these issues has
been relatively scarce, particularly in the immediate
aftermath of the 2008 crisis. More research has emerged
in recent years. To outline the aggregate impact of
economic difficulties on diversity and inclusion, the
available research regarding this relationship is presented
in an illustrative table that highlights various outcomes
of diversity and inclusion (see Table 1).

Search methodology

To gain the broadest perspective, a wide net was cast
with three criteria in mind: first, that the article presents
results of empirical research using qualitative,
quantitative, or mixed research methodology; second,
that the article includes a specific diversity or inclusion
outcomes; and, third, that the paper includes a direct
or contextual dimension of the global financial crisis
or economic hardship. The search has deliberately
included research at the organizational and the national
levels because both are important for understanding
diversity in the context times of economic upheaval.
The analysis identified each study by its unit of analysis.
The search presented several challenges. First, many
articles used the global financial crisis as a contextual
variable and did not present specific variable measures.
Second, diversity and inclusion outcomes were mixed
in terms of units of analysis, such as outcomes for
specific groups of people (e.g., women, immigrants),
specific units in organizations (e.g., board composition),
and policies at the organization or national levels (e.g.,
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changing policies or withdrawing funds from
initiatives). Third, research articles, particularly those
that examined the global financial crisis as a contextual
variable, did so implicitly and it is likely that some did
not show up in the search for that reason. Therefore,
although this search was thorough and detailed, the
table should be considered illustrative rather than
exhaustive. The search process consisted of the
following steps.

Step 1: determining the scope and identifying search
terms

To obtain an illustrative listing of studies evaluating the
impact of the 2008 worldwide financial crisis and resultant
austerity measures on diversity and inclusion outcomes, a
wide net was cast for studies at the individual,
organization (for-profit, non-profit, and governmental),
and national levels. To find articles that examined the
global financial crisis and diversity—inclusion
connection, the focus was on a combination of search
terms broadly related to workforce diversity and austerity.
The search also included articles that had conceptual
terminology that typically goes along with diversity and
economics, such as ‘business case for diversity,” ‘diversity
management  strategies,” and ‘human resources
management.” Diversity search terms included a
combination of keywords such as diversity, inclusion,
inclusive, inclusiveness, gender, ethnic, ethnicity, race,
racial, LGBTQ, and disability. Search terms related to
the financial crisis and the workplace included labor,
financial crisis, economic crisis, downturn, austerity, labor
market, markets, crisis, work, profit, profitability,
employee, and workplace.

Step 2: selecting databases and journals

The search included the following databases: Emerald
Insight, Academic Search Premier/EBSCO, Google
Scholar, Elsevier/Science Direct, Routledge/Taylor &
Francis, Sage Publications, Cairn, and IZA. In addition,
specific topic-related journals were searched, such as
Academy of Management Journal; Administrative Science
Quarterly; European Management Review; and Equality,
Diversity and Inclusion.

Step 3: selection of articles for summary table

The citation list of articles was manually searched and
research-based articles (qualitative, quantitative, and
mixed methods) were selected, focusing on the
relationship between the global financial crisis and
resulting economic austerity measures and diversity and
inclusion outcomes.
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Results of reviewed studies

The studies highlighted in Table 1 illustrate that the effects
of the global financial crisis on people of diverse
backgrounds have been twofold. At the ground level,
where people live their lives, the news is demonstrably
dire. Thirteen of these studies found that women, people
of color, foreign-born individuals, and people with
disabilities have suffered negative outcomes and that the
results of the economic crisis were worse for them than
for the general population (e.g., Leschke, 2012; Fodor
and Beata, 2014; Addabbo et al, 2015; Anastasiou
et al., 2015). On the other hand, at a meta level, in the
realms of diversity business management, legislation,
and policy, studies indicated that there is hope and some
progress in addressing the rights and needs of people of
diverse backgrounds. In fact, the crisis has prompted some
organizations to recognize the potential of diversity for
innovation and opening up of opportunities for diverse
groups such as women, older workers, and immigrants
(e.g., Briskin, 2014; Sun et al, 2015; French and Ali,
2016; Gyapong et al., 2016).

Most of the studies reviewed here (23 of 29) concern
Europe, namely the United Kingdom, Italy, Spain,
Germany, and Greece. The rest of articles are from
Australia (2), the United States (2), South Africa (1), and
China (1). The spatial distribution of these studies reflects
that the epicenter of the crisis—and subsequent academic
response—has been in Europe.

Negative aspects for diversity in the context of the
economic crisis

Gender is the most commonly mentioned diversity
indicator in the studies gathered here. Women’s work-life
experiences post-crisis have been worse, both relative to
their lives before and relative to men’s experiences
(though the latter have also been negatively affected by
the crisis). They continue to receive less pay than men
for the same job (Ward, 2012; Anastasiou et al, 2015),
experience higher levels of poverty (Fodor and Beita,
2014; Addabbo et al., 2015), and have less access to
benefits (Leschke, 2012; Addabbo et al., 2015). Women
are more vulnerable in the labor market (Rubery and
Rafferty, 2013), partly due to a higher preponderance of
women being employed in service industries (Ward,
2012; Fodor and Beata, 2014; Anastasiou et al., 2015;),
which saw initial cuts in public funding. Often relegated
to substandard employment (Leschke, 2012; Addabbo
et al., 2015), they have fewer opportunities for training
and advancement (Ward, 2012). In many households,
the balance of power has shifted due to more women
becoming primary wage earners (Addabbo et al., 2015),
and the challenges of balancing work and pressures of
home life have not lessened (Ward, 2012). Cuts in public

M.E. Mor Barak

expenditures on schooling and child care facilities have
constrained mothers’ presence in the labor force, and
delayed retirement ages have reduced the number of
grandmothers who can provide child care (Addabbo
et al., 2015).

Immigrants and migrant workers have also been
severely affected by the financial economic crisis. Wars
and political persecution have prompted large waves of
migration, via varied pathways, to countries affected by
the financial crisis. Studies demonstrated that these waves
of asylum-seeking refugees and immigrants looking for
better lives have been met with a groundswell of
nationalism in many European countries (Barbero, 2015;
Gualda and Rebollo, 2016). Immigrants have become a
target for the frustrations elicited by financial hardships:
‘(The) crisis has rendered terms such as equality and
tolerance irrelevant, fostering hierarchies between in-
groups and out-groups, cynicism towards politically
correct perspectives of multiculturalism, and concerns
about cultural homogeneity that put the blame on those
who are “different” for not fitting in’ (Triandafyllidou
and Kouki, 2013: 723). Vulnerable in the labor market
(Kuroki, 2015; Tora et al., 2015), nontraditional workers
face myriad disadvantages and marginalization in the
workplace. Although workplace relations with peers go
well in certain situations, supervisors and management
are not as agreeable (Wanrooy et al., 2013; Castagnone
and Salis, 2015). Immigrants have been affected by lack
of manager feedback and support, given limited
information on training and new positions, and experience
an underrecognition of their skills, experience, credentials,
and hard work (Hudson et al., 2013; Kahanec et al., 2013).
Immigrants also struggle with power imbalances and
barriers to advancement (Hudson et al., 2013; Castagnone
and Salis, 2015;). Protection from discrimination hasn’t
kept pace. Where protective policies are in place at the
company or union level, practice on the ground is still
inconsistent for individuals of diverse backgrounds
(Wanrooy et al., 2013; Ouali and Jefferys, 2015).

Positive aspects for diversity in the context of the
economic crisis

A somewhat more positive picture emerged after
examining studies about diversity in the contexts of
business management and policy. In isolated instances,
legislation has been passed to protect people of diverse
backgrounds during this time of financial upheaval.
For example, unemployment filing requirements for
women and youth were relaxed in some countries, such
as Finland, France, Portugal, and Latvia (Leschke,
2012). As the workplace has become more diverse
(e.g., immigrants, older workers staying in the
workforce longer, women becoming more permanently
attached to the labor market), actively managing

© 2018 European Academy of Management
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diversity, as opposed to simply focusing on recruitment
and retention, has taken center stage (Rubery and
Rafferty, 2013). Diversity is seen by many as good for
business, although it is still a hard sell (James, 2014).
However, studies have shown that there are some
positive effects of the crisis for diversity. James (2014)
found that providing work-life balance mechanisms
for employees, such as child care, is consistent with
improvements in firm performance; Kaczmarek er al.
(2012) noted that in the business context there is value
in diversity; and Briskin (2014) suggested that that
gender equality can be a way out of the quagmire of
austerity for unions. An example of positive outcomes
is the tendency of some boards to increase diversity
among board members during financially difficult times;
‘one is a token, two is a presence, three is a voice’
(Gyapong et al., 2016: 373). Another example is the
increased number of opportunities for women at the
top of the organizational ladder in hard times, although
these opportunities may prove to be perilous (Sun
et al, 2015). Some researchers found that the
appearance of having diversity as a priority is good for
public relations in that it signals corporate social
responsibility (French and Ali, 2016; Ravazzani,
2016), which is popular with the public and investors
(Sun et al., 2015). Although the promising harbingers
of change are clear, there is more work to be done:
Holgate et al. (2012) remarked that newer areas of
striving for equality and inclusion, such as disability,
sexual orientation, religion, and age, remain relatively
underdeveloped, which is consistent with the proportion
of diversity indicators in the reviewed research.

Toward a conceptual model of diversity and climate of
inclusion

Using inclusion as the key to generating more positive
outcomes, both in organizations and wider society, I
propose a model that examines the outcomes of diversity
and dispels the myth of the diversity paradox. My
argument is that during times of economic hardships, both
the downside and upside of diversity are heightened. If
mismanaged, diversity can lead to more animosity toward
those who are different than the mainstream, more
intergroup strife, and lower productivity, thereby
potentially deepening the recession. On the other hand,
if a climate of inclusion can be achieved, the potential
for creativity and innovation will increase, thereby
increasing the likelihood of a more productive workforce
and improved overall economic activity.

Figure 2 presents a conceptual model of climate of
inclusion that can be applied to both the societal and
organizational levels. It is based on the accumulating
research evidence that diversity, whether in an
organization or society at large, can lead to either

© 2018 European Academy of Management
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beneficial or detrimental outcomes (e.g., Faller et al.,
2010; Hopkins et al, 2010; Mor Barak et al., 2016).
Effective multiculturalism policies at the national level,
and of diversity management activities at the
organizational level, can lead to a climate of inclusion.
In turn, a climate of inclusion will increase the likelihood
of beneficial outcomes, such as engagement in civic
activities at the societal level and job satisfaction at the
organizational level, and decrease the likelihood of
detrimental outcomes, such as alienation at the societal
level and turnover at the organizational level (e.g.,
Acquavita et al, 2009; Gonzalez and DeNisi, 2009;
Travis and Mor Barak, 2010; Shore et al., 2011; Hwang
and Hopkins, 2012; Pardasani and Goldkind, 2013;
McKay and Avery, 2015). The model suggests that a
climate of inclusion acts as a mediating variable between
diversity and both beneficial and detrimental outcomes.

The perceived failure of multiculturalism in some
contexts might be attributed to lack of inclusion,
specifically in national identity. In fact, there is evidence
that multiculturalism, if managed well, can be a strategy
for increasing national competitiveness, as evidenced in
the case of Canada and Australia (Ng and Metz, 2015).
Conversely, the success of diversity management in some
contexts can be attributed to a shared sense of
commonality among employees. A climate of inclusion
promotes individual perceptions of the organizational
and societal context that lead to the acceptance of all
members for who they are and provides an environment
in which the full spectrum of talents is used (Shore
et al., 2011;Nishii, 2013 ; Mor Barak, 2017). When
members of different groups in society and work
organizations experience a climate of inclusion, they
begin to feel more comfortable in interactions with
members of other groups and are more likely to actively
participate in, and contribute to, the organization and
wider society.

Conclusion

During times of economic upheaval, the potential
downside for diversity is more severe. Research indicates
that people are more likely to blame ‘the other’ for their
economic hardships, and as a result are more likely to
express racism, prejudice, and xenophobia (Bone, 2012;
Lesinska, 2014; Barbero, 2015). The upside of diversity
is also heightened during times of economic difficulties
because positive attributes associated with diversity, such
as innovation and creativity, can help propel the economy
to higher ground (Richard et al, 2004, 2013; Gonzalez
and DeNisi, 2009; Roberge and van Dick, 2010).
Examining the diversity paradox in theoretical context
and in light of accumulating research, I contend that it is
essentially false. The diametric claim at the foundation
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of the diversity paradox—that if countries and
organizations embrace diversity they risk conflict,
misunderstandings, and intergroup strife and if they avoid
diversity they risk losing the potential for growth through
creativity and innovation—is missing the critical
ingredient of inclusion (Mor Barak et al., 2016).

Future research on diversity and the workforce should
continue to expand the study of climate of inclusion.
Understanding pathways through which climate of
inclusion influences employee outcomes may inform
and facilitate the design of workplace interventions that
improve the functioning of diverse workforces.
Evidence-based diversity management practices, with
systematic analysis of specific examples that are focused
on inclusion, can serve as powerful tools for managers
and administrators to improve organizational performance
and the workplace experience of employees (Ozbilgin and
Syed, 2015; Mor Barak, 2017). A second critical line of
research is the development of more advanced measures
for climate of inclusion. Such measures should include
different organizational levels—teams, divisions, and
organizations—and also assess any discrepancies between
policies and practices within organizations. A third critical
line of inquiry should investigate the role of diversity
management aimed at creating a climate of inclusion as
a mediator between diversity characteristics and worker
outcomes (Nishii, 2013; Mor Barak, 2017). The next
generation of research should enlist systems thinking
and complexity theory to gain a deeper understanding of
diversity and inclusion (Page, 2015).

In summation, this paper presents a model for future
research that features inclusion as a mediating variable
in the context of diversity management and
multiculturalism policies. It is clear that problems and
challenges related to diversity in organizations and
societies are interwoven and interdependent. The question
for researchers, policy makers, and practitioners alike is
what kind of multiculturalism policies and diversity
management practices lead to a climate of inclusion. A
potential starting point for developing policies and
practices that engender inclusive climates involves
minimizing structural inequalities, promoting fair
treatment of employees, eliminating exclusionary
decision-making practices, and generally doing away with
norms that endorse assimilation (Leonardelli and Toh,
2011; Nishii, 2013; Ng and Metz, 2015; Mor Barak
et al, 2016). Leaders can cultivate an inclusive
environment by inviting, encouraging, and appreciating
contributions from members with different diversity
characteristics, thereby increasing participation and
engagement (Nishii, 2013). The key is to provide
opportunities for employees to get to know one another
as whole human beings, not just job positions, and to
imbue them with a sense of belonging (Shore e al,
2011; Nishii, 2013).

M.E. Mor Barak

Acknowledgments

The author gratefully acknowledges the contributions of
the three anonymous reviewers, of the guest editor Joana
Vassilopoulou, of the Editor Mustafa Ozbilgin, and of
the audience at the Equity Diversity and Inclusion
Conference in Cyprus.

References

Acquavita, S. P., J. Pittman, M. Gibbons and K. Castellanos-
Brown, 2009, “Personal and organizational diversity factors’
impact on social workers’ job satisfaction: Results from a
national Internet-based survey”. Administration in Social
Work, 33: 151-166.

Addabbo, T., A. Bastos, S. F. Casaca, N. Duvvury and A.Ni
Léime, 2015, “Gender and labour in times of austerity:
Ireland, Italy and Portugal in comparative perspective”.
International Labour Review, 154: 449-473.

Anastasiou, S., K. Filippidis and K. Stergiou, 2015, “Economic
recession, austerity and gender inequality at work: Evidence
from Greece and other Balkan countries”. Procedia Economics
and Finance, 24: 41-49.

Arechavala, N. S., P. Z. Espina and B. P. Trapero, 2015,
“The economic crisis and its effects on the quality of life in
the European Union”. Social Indicators Research, 120:
323-343.

Askanius, T. and Y. Mylonas, 2015, “Extreme-right responses
to the European economic crisis in Denmark and Sweden:
The discursive construction of scapegoats and lodestars”.
Journal of the European Institute for Communication and
Culture, 22: 55-72.

Barbero, 1., 2015, “Scapegoat citizens in times of austerity: The
impact of the crisis on the immigrant population in Spain”.
Social Identities, 21: 244-256.

Bassett-Jones, N., 2005, “The paradox of diversity management,
creativity and innovation”. Creativity and Innovation
Management, 14: 169-175.

Baumeister, R. F. and M. R. Leary, 1995, “The need to belong:
Desire for interpersonal attachments as a fundamental human
motivation”. Psychological Bulletin, 117: 497-529.

Bernstein, M. J., D. F. Sacco, S. G. Young, K. Hugenberg and
E. Cook, 2010, “Being ‘in’ with the in-crowd: The effects of
social exclusion and inclusion are enhanced by the perceived
essentialism of ingroups and outgroups”. Personality and
Social Psychology Bulletin, 36: 999—1009.

Bodenhausen, G. V., 2010, “Diversity in the person, diversity in
the group: Challenges of identity complexity for social
perception and social interaction”. European Journal of Social
Psychology, 40: 1-16.

Bone, J., 2012, “Blood and violence: Greece’s new Nazis attack
immigrants amid austerity anger”. The Times. Available from
http://www.thetimes.co.uk/tto/news/world/europe/
article3551802.ece”. accessed 10 June 2016.

Briskin, L., 2014, “Austerity, union policy and gender equality
bargaining”. Transfer: European Review of Labour and
Research, 20: 115-133.

Cameron, D., 2011, “PM’s speech at Munich security
conference”. Available from https://www.gov.uk/government/

© 2018 European Academy of Management


http://www.thetimes.co.uk/tto/news/world/europe/article3551802.ece
http://www.thetimes.co.uk/tto/news/world/europe/article3551802.ece

Erecting Walls Versus Tearing Them Down

speeches/pms-speech-at-munich-security-conference (accessed
5 February 2011).

Carastathis, A., 2015, “The politics of austerity and the affective
economy of hostility: Racialised gendered violence and crises
of belonging in Greece”. Feminist Review, 109: 73-95.

Castagnone, E. and E. Salis, 2015, “Workplace Integration of
Migrant Health Workers in Europe. Comparative report on five
European Countries, Final Report of the WORK INT Project.

Chavel, G., 2010, “Sodexo ranked number one company for
diversity by DiversityInc”. Available from http:/th.sodexo.
com/then/newsandmedia/pressrelease/diversityinc2010.asp
(accessed 3 October 2010).

Crenshaw, K. W., 1989, “Demarginalizing the intersection of
race and sex: A Black feminist critique of antidiscrimination
doctrine, feminist theory and antiracist politics”. University of
Chicago Legal Forum, 1989: 139-167.

Daily Mail, 2011, “Nicolas Sarkozy joins David Cameron and
Angela Merkel view that multiculturalism has failed”. Daily
Mail. Available from http://www.dailymail.co.uk/news/article-
135596 1/Nicolas-Sarkozy=joins-David-Camercon-Angela-
Merkel-view-multiculturalism-failed.html (accessed 11
February 2011).

Elomiki, A., 2012, “The price of austerity: The impact on
women’s rights and gender equality in Europe (Rep.)”.
Available from www.the price_of austerity - web_edition
(1).pdf (accessed 10 June 2016)

Erler, H. A., 2012, “A New Face of Poverty? Economic Crises
and Poverty Discourses”. Poverty & Public Policy, 4: 183-204.

European Parliament 2015, “Fundamental rights: MEPs
highlight effects of deterring migrants and austerity [Press
release]. Retrieved June 10, 2016, from http://www.europarl.
europa.eu/news/en/news-room/20150903IPR91521/
Fundamental-rights-MEPs-highlight-effects-of-deterring-
migrants-and-austerity (accessed 10 June 2016)

Faller, K. C., M. Grabarek and R. M. Ortega, 2010,
“Commitment to child welfare work: What predicts leaving
and staying?’ Children and Youth Services Review, 32:
840-846.

Fodor, E. and N. Beata, 2014, “An ebbing tide lowers all boats:
How the Great Recession of 2008 has affected men and women
in Central and Eastern Europe”. Revue de I’OFCE, 2: 121-151.

French, E. L. and M. Alj, 2016, “Age diversity management: Its
beauty is in the eye of the beholder”. Presented at 9th Equality,
Diversity and Inclusion International Conference University of
Cyprus, Cyprus.

Glisson, C., J. Landsverk, S. Schoenwald, K. Kelleher, K. E.
Hoagwood, S. Mayberg, et al., 2008, “Assessing the
organizational social context (OSC) of mental health services:
Implications for research and practice”. Administration and
Policy in Mental Health and Mental Health Services
Research, 35: 98-113.

Gonzalez, J. A. and A. S. DeNisi, 2009, “Cross-level effects of
demography and diversity climate on organizational
attachment and firm effectiveness”. Journal of Organizational
Behavior, 30: 21-40.

Gualda, E. and C. Rebollo, 2016, “The refugee crisis on Twitter:
A diversity of discourses at a European crossroads”. Journal of
Spatial and Organizational Dynamics, 4: 199-212.

Gyapong, E., R. M. Monem and F. Hu, 2016, “Do women and
ethnic minority directors influence firm value? Evidence from

© 2018 European Academy of Management

17

post-Apartheid South Africa”. Journal of Business Finance &
Accounting, 43: 370-413.

Hoever, 1. J., D. van Knippenberg, W. P. van Ginkel and H. G.
Barkema, 2012, “Fostering team creativity: Perspective taking
as key to unlocking diversity’s potential”. Journal of Applied
Psychology, 97: 982-996.

Holck, L., S. L. Muhr and F. Villeseche, 2016, “Identity,
diversity and diversity management: On theoretical
connections, assumptions and implications for practice”.
Equality, Diversity and Inclusion, 35: 48—64.

Holgate, J., S. Abbott, N. Kamenou, J. Kinge, J. Parker, S.
Sayce, et al., 2012, “Equality and diversity in employment
relations: Do we practise what we preach?” Equality,
Diversity and Inclusion, 31: 323-339.

Homan, A. C., C. Buengeler, R. A. Eckhoff, W. P. van Ginkel
and S. C. Voelpel, 2015, “The interplay of diversity training and
diversity beliefs on team creativity in nationality diverse teams”.
Journal of Applied Psychology, 100: 1456-1467.

Hopkins, K. M., A. Cohen-Callow, H. J. Kim and J. Hwang,
2010, “Beyond intent to leave: Using multiple outcome
measures for assessing turnover in child welfare”. Children
and Youth Services Review, 32: 1380-1387.

Hudson, M., G. Netto, F. Sosenko, M. Noon, P. de Lima, A.
Gilchrist, et al., 2013, “In-work poverty, ethnicity and
workplace cultures”. Joseph Rowntree Foundation. Available
from http:/diversityuk.org/wp-content/uploads/2013/11/poverty-
ethnicity-workplace-culture-full. pdf (accessed 21 June 2018).

Hwang, J. and K. Hopkins, 2012, “Organizational inclusion,
commitment, and turnover among child welfare workers: A
multilevel mediation analysis”. Administration in Social Work,
36: 23-39.

Hyman, H. H., 1960, “Reflections on reference groups”. Public
Opinion Quarterly, 24: 383-396.

James, A., 2014, “Work-life ‘balance’: Recession and the gendered
limits to learning and innovation (or, why it pays employers to
care)”. Gender, Work & Organization, 21: 273-294.

Joshi, A. and H. Roh, 2009, “The role of context in work team
diversity research: A meta-analytic review”. Academy of
Management Journal, 52: 599-627.

Kaczmarek, S., S. Kimino and A. Pye, 2012, “Antecedents of
board composition: The role of nomination committees”.
Corporate Governance, 20: 474—489.

Kahanec, M., A. Kim and K. F. Zimmermann, 2013, “Pitfalls
of immigrant inclusion into the European welfare state”.
International Journal of Manpower, 34: 39-55.

Kossek, E. E. and S. A. Lobel, 1996. Managing diversity:
Human resource strategies for transforming the workplace.
Malden: Blackwell.

Kuroki, M., 2015, “Perceptions of job insecurity before, during,
and after the Great Recession”. Working USA, 18: 665-674.
Leonardelli, G. J. and S. M. Toh, 2011, “Perceiving expatriate
coworkers as foreigners encourages aid: Social categorization
and procedural justice together improve intergroup

cooperation”. Psychological Science, 22: 110-117.

Leschke, J., 2012, “Has the economic crisis contributed to more
segmentation in labour market and welfare outcomes?”
Working Paper 2012.02. Brussels: European Trade Union
Institute.

Lesiriska, M., 2014, “The European backlash against immigration
and multiculturalism”. Journal of Sociology, 50: 37-50.



18

Litwin, G. H. and R. A. Stringer Jr., 1968. Motivation and
organizational climate. Boston, MA: Harvard University Press.

Lutz, H., M. T. Herrera Vivar and L. Supik, 2011. “Framing
intersectionality: An introduction”. In Lutz H., M. T. Herrera
Vivar and L. Supik (eds.), Framing intersectionality: Debates
on a multi-faceted concept in gender studies. Farnham:
Ashgate, pp. 1-22.

Marfelt, M. M., 2016, “Grounded intersectionality: Key tensions,
a methodological framework, and implications for diversity
research”. Equality, Diversity and Inclusion, 35: 31-47.

McKay, P. F. and D. R. Avery, 2015. “Diversity climate in
organizations: Current wisdom and domains of uncertainty”.
In Buckley M. R., A. R. Wheeler and J. R. B. Halbesleben
(eds.), Research in personnel and human
management. Bingley: Emerald Group, pp. 191-233.

Mor Barak, M. E., 2000, “The inclusive workplace: An
ecosystems approach to diversity management”. Social Work,
45: 339-353.

Mor Barak, M. E., 2005. Managing diversity: Toward a globally
inclusive workplace. Thousand Oaks, CA: Sage.

Mor Barak, M. E., 2017. Managing diversity: Toward a globally
inclusive workplace, 4th ed. Thousand Oaks, CA: Sage.

Mor Barak, M. E., E. L. Lizano, A. Kim, M. Rhee, H. Hsiao
and K. Brimhall, 2016, “The promise of diversity
management for climate of inclusion: A state of the art review
and meta-analysis”. Journal of Human Service Organizations:
Management, leadership and Governance, 40: 305-333.

Ng, E. and I. Metz, 2015, “Multiculturalism as a strategy for
national competitiveness: The case for Canada and Australia”.
Journal of Business Ethics, 128: 253-266.

Nishii, L. H., 2013, “The benefits of climate for inclusion for
gender diverse groups”. Academy of Management Journal,
56: 1754-1774.

Noack, R., 2015, “Multiculturalism is a sham, says Angela
Merkel”. The Washington Post. Available from https://www.
washingtonpost.com/news/worldviews/wp/2015/12/14/angela-
merkel-multiculturalism-is-a-sham/”. accessed 14 December
2015.

Quali, N. and S. Jefferys, 2015, “Hard times for trade union anti-
racism workplace strategies”. Transfer: European Review of
Labour and Research, 21: 99-113.

Ozbilgin, M. and J. Syed, 2015. “Future of diversity
management”. In Syed J. and M. Ozbilgin (eds.), Managing
diversity and inclusion: An international perspective.
Thousand Oaks: Sage, pp. 336-348.

Page, S. E., 2015, “What sociologists should know about
complexity”. Annual Review of Sociology, 41: 21-41.

Palmisano, S., 2013, “Diversity”. Available from https://www-
03.ibm.com/employment/us/diversity.shtml (accessed 21 June
2018).

Pardasani, M. and L. Goldkind, 2013. “Managing agencies for
multicultural services”. In Congress E. P. and M. J. Gonzalez
(eds.), Multicultural perspectives in social work practice with
families, 3rd ed. New York: Springer, pp. 41-54.

Pelle, A. and R. Laczi, 2015, “Inclusive society as a necessary
condition for knowledge-based competitiveness in the
European Union”. Managing Global Transitions, 13: 307-329.

Rachele, J. S., 2012, “The diversity quality cycle: Driving culture
change through innovative governance”. AI & SOCIETY, 27:
399-416.

resources

M.E. Mor Barak

Radford, K. and G. Chapman, 2015, “Are all workers influenced
to stay by similar factors, or should different retention strategies
be implemented? Comparing younger and older aged-care
workers in Australia”. Australian Bulletin of Labour, 41: 58-81.

Ravazzani, S., 2016, “Understanding approaches to managing
diversity in the workplace: An empirical investigation in
Italy”. Equality, Diversity and Inclusion, 35: 154-168.

Richard, O. C., T. Barnett, S. Dwyer and K. Chadwick, 2004,
“Cultural diversity in management, firm performance, and the
moderating role of entrepreneurial orientation dimensions”.
Academy of Management Journal, 47: 255-266.

Richard, O. C., H. Roh and J. R. Pieper, 2013, “The link
between diversity and equality management practice bundles
and racial diversity in the managerial ranks: Does firm size
matter?” Human Resource Management, 52: 215-242.

Roberge, M.-E. and R. van Dick, 2010, “Recognizing the
benefits of diversity: When and how does diversity increase
group performance?” Human Resource Management Review,
20: 295-308.

Roberson, Q. M., 2006, “Disentangling the meanings of diversity
and inclusion in organizations”. Group & Organization
Management, 31: 212-236.

Rubery, J. and A. Rafferty, 2013, “Women and recession
revisited”. Work, Employment & Society, 27: 414-432.

Schneider, B., 1975, “Organizational climates: An essay”.
Personnel Psychology, 28: 447-479.

Shore, L. M., A. E. Randel, B. G. Chung, M. A. Dean, K. H.
Ehrhart and G. Singh, 2011, “Inclusion and diversity in
work groups: A review and model for future research”.
Journal of Management, 37: 1262-1289.

Sun, S. L., J. Zhu and K. Ye, 2015, “Board openness during an
economic crisis”. Journal of Business Ethics, 129: 363-377.
Tajfel, H., 1982. Social identity and intergroup relations.

Cambridge: Cambridge University Press.

Tajfel, H. and J. C. Turner, 1986. “The social identity theory of
intergroup behavior”. In Worchel S. and W. G. Austin (eds.),
Psychology of intergroup relations. Nelson- Hall: Chicago,
IL, pp. 7-24.

Tamamovié¢, A. 2015, “The impact of the crisis on fundamental
rights across member states of the EU: Comparative analysis”.
Available  from  http:/www.europarl.europa.eu/RegData/
etudes/STUD/2015/510021/TPOL_STU(2015)510021_EN.pdf.
Published 2015 (accessed 10 June 2016).

Tatli, A., K. Nicolopoulou, M. Ozbilgin, M. Karatas-Ozkan
and M. B. Oztiirk, 2015, “Questioning impact:
Interconnection between extra-organizational resources and
agency of equality and diversity officers”. International
Journal of Human Resource Management, 26: 1243—1258.

Tora, L., J. M. Martinez, F. G. Benavides, K. Leveque and
E. Ronda, 2015, “Effect of economic recession on
psychosocial working conditions by workers’ nationality”.
International Journal of Occupational & Environmental
Health, 21: 328-332.

Travis, D. J. and M. E. Mor Barak, 2010, “Fight or flight?
Factors influencing child welfare workers’ propensity to seek
positive change or disengage from their jobs”. Journal of
Social Service Research, 36: 188-205.

Triandafyllidou, A. and H. Kouki, 2013, “Muslim immigrants
and the Greek nation: The emergence of nationalist
intolerance”. Ethnicities, 13: 709-728.

© 2018 European Academy of Management


https://www.washingtonpost.com/news/worldviews/wp/2015/12/14/angela-merkel-multiculturalism-is-a-sham/
https://www.washingtonpost.com/news/worldviews/wp/2015/12/14/angela-merkel-multiculturalism-is-a-sham/
https://www.washingtonpost.com/news/worldviews/wp/2015/12/14/angela-merkel-multiculturalism-is-a-sham/
https://www-03.ibm.com/employment/us/diversity.shtml
https://www-03.ibm.com/employment/us/diversity.shtml
http://www.europarl.europa.eu/RegData/etudes/STUD/2015/510021/IPOL_STU(2015)510021_EN.pdf
http://www.europarl.europa.eu/RegData/etudes/STUD/2015/510021/IPOL_STU(2015)510021_EN.pdf

Erecting Walls Versus Tearing Them Down

Van Vossole, J., 2016, “Framing PIGS: Patterns of racism and
neocolonialism in the Euro crisis”. Journal of Patterns of
Prejudice, 50: 1-20.

Wanrooy, B. V., H. Bewley, A. Bryson, J. Forth, S. Freeth, L.
Stokes, et al., 2013. The 2011 workplace employment relations
study: First findings. London: National Institute of Economic
and Social Research.

Ward, R., 2012, “The Women and Work Commission legacy in
the age of austerity”. Local Economy, 27: 864-871.

Warner, L. R., 2008, “A best practices guide to intersectional
approaches in psychological research”. Sex Roles, 59: 454-463.

Weaver, M. 2010, “Angela Merkel: German multiculturalism has
‘utterly failed’”. The Guardian. Available from http://www.

© 2018 European Academy of Management

19

guardian.co.uk/world/2010/oct/17/angela-merkel-german-
multiculturalism-failed (accessed 17 October 2010).

Zanoni, P., M. Janssens, Y. Benschop and S. Nkomo, 2010,
“Guest editorial: Unpacking diversity, grasping inequality:
Rethinking  difference  through critical —perspectives”.
Organization, 17: 9-29.

Zohar, D. 1980. “Safety climate in industrial organizations:
Theoretical and applied implications”. Journal of Applied
Psychology, 65: 96-102.


http://www.guardian.co.uk/world/2010/oct/17/angela-merkel-german-multiculturalism-failed
http://www.guardian.co.uk/world/2010/oct/17/angela-merkel-german-multiculturalism-failed
http://www.guardian.co.uk/world/2010/oct/17/angela-merkel-german-multiculturalism-failed

