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This is a study of the recruitment process with regards to diversity. The purpose is to describe, understand and analyse what factors effect how the informants and the organisations they represent deal with diversity. The study is also meant to provide a comparison between the healthcare sector and the industrial sector with regards to aforementioned problem area. We also aim for the study to be useful for the Swedish branch of the Equal Initiative – a European Union strategy to create more and better jobs and prevent discrimination on the basis of ethnicity, gender, age, sexual orientation. The study is carried out as a qualitative interview study with 5 interviews from the industrial and healthcare sectors respectively. The healthcare sector is represented by 5 separate departments from one large organisation where as the industrial sector is represented by 5 separate organisations. The results show that the informants are positive towards bringing more individuals with diverse characteristics into the organisation. There seem to be difficulties however specifying the positive effects of diversity as well as promoting diversity through the recruitment process. There was also an evident lack of using policy documents and such regarding both diversity and recruitment within the organisations. The organisations represented in the study could all be classified as using a “Reactive Diversification Strategy” where the organisations avoid discrimination but act some what laissez-fair when it comes to searching out diverse individuals in the labour market and bringing them into the organisation. Almost all of the informants described using a traditional recruitment method where selection is made by screening CV´s inviting a few applicants for interviews. Personal attributes such as social competency and out of work activities where regarded as relatively important indicators of job performance. Reference checking was considered highly important as the evaluation of personality and such seemed to be a difficult task. Being able to work in a team was viewed as important in both sectors with more emphasis on adapting to existing work force within the more traditional industrial organisations and more focus on communication within the healthcare sector which both could be interpreted as impeding factors regarding diversity. According to the results, there was more use of internal recruitment within the healthcare sector as well as more emphasis on adhering to LAS-legislation. Within the industrial sector, using external recruitment agencies and consultants seemed to be a more common phenomena compared to the healthcare sector.
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1. Introduction

There are many positive effects of heterogeneity in the workforce. Some mentioned by Kossek & Lobel (1996) suggest that when managed effectively, diverse workgroups will develop processes that can enhance creativity, problem-solving, workgroup cohesiveness and communication. Traditionally, organisations have adapted HR systems (of which recruitment is an important part) based on models of homogeneity rather than heterogeneity and similarity rather than diversity. Some disadvantages of the previous homogenous approach are for example poor long-term growth and deficient ability to renew and respond to crucial environmental changes (such as new technologies and ideas). This has led to an increasing number of employers acknowledging the significance and benefits of increased diversity in the labour force (Kossek & Lobel, 1996). 

Many employers’ seem outwardly positive toward diversity; the current anti-discriminatory legislation also helps to promote equal treatment. With respect to diversity in relation to ethnical background or gender, there seems to be impeding factors built into the organisations (Knocke et al, 2003). An interesting question could be whether this applies to all types of deviations from the norm, for example people with disabilities, homo- or bisexual individuals, or different religious/cultural background just to name a few. Are these impeding factors represented within the recruitment process? One such factor could be for example that the criteria for employment often includes some aspect of adaptation to the labour force or team to which the applicant is seeking to join. This could serve as an argument for not employing an individual with deviating characteristics (Knocke et al, 2003). Furthermore, the traditional recruitment selection process has been criticized because of the limited variety of characteristics considered and that it is lacking the needed systematic consideration around the aspect of individuality (Guion 1998).

There are also many broader social theories that relate to general behavioural patterns which could help explain or at least give insight into selection process behaviour. For example, Brown (1995) claims that social categorization is fundamental in human nature and that this generalisation process unavoidably brings with it stereotypes as well as prejudice. If that is true, to what extent would employers, even with the best of intentions, be able to change these patterns so fundamental within human cognition? 

The initial choice of subject matter in this study came about from an interest in developing an understanding of recruitment and its functions. The Equal Initiative is a project developed by the European Union to create more and better jobs, prevent discrimination on the labour market and ensure that all people have access to it. The Equal Initiative was introduced into the study by two university lecturers, Dan Rönnqvist and Bo Davidson who both are involved in the Equal Initiatives research division. They expressed that there could be an interest in research on potential obstacles or barrier that might exclude certain groups of people from employment.

Consequently, the problem area was restricted to the recruitment process and its position in regards to discrimination and diversity. Would it be possible to find evidence of clearly identifiable discriminatory factors within the recruitment process? Probably not since such behaviour is illegal and politically incorrect, thus consequently difficult to prove. However previous research shows a natural tendency for humans to create stereotypes and behave according to social norms. So, should one expect this type of behaviour to become evident in an in-depth study? If so, is it to be interpreted an expression of prejudice on a subconscious level or is it to be understood as a part of organisational culture/strategy?

1.1 Equal initiatives in Sweden

The Equal Initiative is a part of the European Union’s (EU) strategy to create more and better jobs and to ensure that no individuals are denied access to them. To promote a more inclusive work environment, Equal’s mission is to prevent discrimination and exclusion based on sex, racial or ethnic origin, religion or belief, disability, age or sexual orientation. Equal is meant to integrate and incorporate new ideas and approaches into the construction of policies and practices. The project is founded by the European Social Fund and co-finances activities in all EU Member States (http://ec.europa.eu/employment_social/equal/).

30 Equal initiatives have been started during 2005 - 2007 in Sweden. Each project is co-ordinated by a partnership of development consisting of representatives from the private sector, the public sector as well as non-profit organisations.

The partnership in Östergötland, called “LikaOlika” (EquallyDifferent), consists of key participants representing the public as well as private sector, the union, the regional university, a regional development council etc (Försäkringskassan, Länsarbetsnämnden, Svenskt Näringsliv, LO-distriktet in Östergötland, Östsam, Handikappförbundens samarbetsorgan - HSO). The purpose of the project is to enhance the accessibility of the labour market for various individuals and find ways to make use of diversity. The project is based on the principle of equal rights to education and work for everybody on the basis of their individual capabilities and conditions. Accessibility and equal treatment are important factors. LikaOlika (EquallyDifferent) focuses on School-to-Work transition and focuses on certain groups of youths which are at risk of being excluded from the labour market: youth of diverse ethnic background, with disabilities or hindered learning due to study difficulties. Equal also focuses primarily on the healthcare- and industrial sectors as well as the promotion of new enterprise initiatives (http://www.likaolika.com).

1.2 Purpose

This is a study of the recruitment process with regards to diversity. The purpose is to describe, understand and analyse what factors effect how the informants and the organisations they represent deal with diversity. The study is also meant to provide a comparison between the healthcare sector and the industrial sector with regards to aforementioned problem area. We also aim for the study to be useful for the Swedish branch of the Equal Initiative – a European Union strategy to create more and better jobs and prevent discrimination on the basis of ethnicity, gender, age, sexual orientation.

1.2.1 Research Questions

· How can the recruitment process be characterised and understood with regards to:

· Promoting diversity

· Impeding diversity

· How could one describe and understand the informants approaches to diversity management?

· What factors could have an impact on how an organisation deals with diversity?

· Is there a difference between the healthcare and industrial sector in regards to the aforementioned questions

1.3 Delimitations

Due to the nature of our report and the sorts of questions that we broach, one of the very first delimitations placed was the need for our informants to be key actors in the recruitment and selection process, and more importantly, be the ones who have the final say in who is selected. 

We also restrict the study to only include interviewees from the sectors: industry and healthcare. This due to the interest in these sectors from the people involved in the Equal initiative.

A limit of ten interviews for collection of data was set for the report. Any less would have impacted on the validity of the data but any more would have been hard to process within the time limits, as transcription and analysis of interview-data is very time consuming and complex in a qualitative interview study.
Theoretically, the diversity concept is throughout the study considered to include all subgroups such as ethnicity, gender, sexual orientation etc. The interest lies within the general approach to diverse attributes and the study therefore does not approach these different aspects of the diversity concept separately.

1.4 Key words

Recruitment process: Ekström (2001) chooses to define the recruitment process as the time from which the employer activily starts searching (advertisment of the available position and other activities to contact possible candidates) until the time at which the employment contract has been signed. Our definition is slightly broader as to include the identification and analysis of employment needs.
Diversity:  Kossek & Lobel (1996) discuss the definition of diversity as one with several available levels, whereby a common definition has its basis in identifiable features which are often the targets of bias or discrimination, namely: race, gender, age and handicapped status. An extended version can include other concepts of social and cultural characteristics, for example: religion, language patterns, ethnicity and so forth. The broadest definition which they discuss sums up diversity as “anything which sets individuals apart from one another”, which then further includes sexual orientation, difference in values and political affiliation. This last and broadest definition of diversity is the one we have chosen to use in this report.

The Equal Initiative include exclusion based on sex, racial or ethnic origin, religion or belief, disability, age or sexual orientation when broaching discrimination (http://ec.europa.eu/employment_social/equal/).

1.5 Disposition of the report

Chapter 2

The theoretical framework introduces a description of previous research on recruitment and eqeal treatment. This is followed by a presentation of theories on recruitment and diversity strategies wich is followed by a presentation of factors effecting diversity on three different levels: organisational, group interaction and individual interaction level.

Chapter 3

The methodology chapter includes a description of methodological core considerations followed by a presentation of considerations before conducting the interviews which is then followed by a description of conducting the interviews. Ethical considerations, quality criteria are also included as well as a description of how the emperical material has been processed.

Chapter 4

The result chapter conveys a description of patterns discovered within the empirical material. It is complemented by a regular use of quotes in order to allow for the informants own voices to be heard.

Chapter 5

The discussion provides an in-depths analysis of the results with regards to the researchers own interpretations as well as the theory described in chapter 2. The final segment of the chapter addresses the research questions.

2. Theoretical framework

2.1 Previous Research on recruitment and equal treatment

The following segment provides a description of previous research conducted in the field of recruitment behaviour and equal treatment in the recruitment process. 

According to Ekström (2001), research on employers’ recruitment behaviour has gained attention since the late 1990`s and early 2000`s. The increased interest is primarily due to employers experiencing difficulties in finding the right employees for vacant positions even during periods of high unemployment.

Some interesting studies that Ekström (2001) refer to highlight the differing opinions in regards to what types of recruitment channels suit differing purposes and their perceived effectiveness. The first study she refers to is by Harkman (1990), which proposes that employers have a tendency to use public employment agencies more frequently than directly contacting applicants or advertising in newspaper media. This was especially true for large companies recruiting less educated and experienced staff. The second study she refers to by Klingvall (1998a) suggest that the use of informal channels seem to be predominant when recruiting already unemployed persons. This study also highlights the tendency toward differing recruitment channels for recruitment of people with certain competencies. In particular it was shown that the public employment agency was felt to be useful for producing applicants quickly and with the proper occupational education where as informal channels were regarded as more likely to produce socially adaptable applicants. According to the employers, advertising in daily press was most likely to attract applicants with proper (university) higher education.

Several studies conducted in 1999 and 2000 indicated a decrease in usage of the public employment agency whilst informal channels appeared as the dominating channels of recruitment. Other studies conducted during this period showed that employers experienced lacking competence amongst applicants and the vast existence of jobs with recruitment difficulties.

(Ekström 2001).

A study conducted by Knocke et.al. (2003) researched recruitment in different workplaces in Norrköping and the possibilities of recruiting for equal treatment regarding gender as well as ethnicity.

The empirical material of the report conducted by Knocke et.al. (2003) implies that an organisation with a clearly stated order of decision making works to the advantage from the perspective of the applicant and indicates that this recruitment-method provides a more fair and valid evaluation of the applicant .

Furthermore the study showed that many of the organisations participating in the study lacked a clearly stated personnel-strategy that would influence their recruitment strategies, specifically influence on the practical aspect of recruitment (Knocke et.al., 2003). The authors found evidence of the existence of both the traditional person-job-fit as well as person-organisation-fit. Furthermore, they discovered that though many of the companies have a formal personnel strategy which include statements on equal treatment, values etc. in reality other factors have a greater bearing on recruitment process such as workforce supply.

2.2 Theory

The theoretical chapter of this report initially focuses on describing different aspects of recruitment with a purpose of emphasising the complexity of the processes involved in recruitment. This is followed by a description of how organisations can be classified regarding their strategies when dealing with diversity. The three following segments deal with different factors which might have an impact on organisational diversity and are divided into different levels of approach: organisational, group interactive and individual interactive level. The reason for this division into different levels is to gain the added understanding of different phenomena discussed through the use of different perspectives.

2.2.1 Recruitment strategies 

There are some different methods of recruiting more or less common in the current work life in Sweden. According to Knocke et al. (2003) the traditional method of recruitment involves matching a specific job with the individual. Knocke et al. (2003) describe this as a relatively structured process where the task to be carried out is specified followed by a definition of the formal qualifications and personal skill set required for successful completion of the tasks. The following selection process then usually entails different methods of evaluation such as tests of various types (intelligence, personality, and skill), interviews and reference-checking. According to Knocke et al. (2003) the use of interviews and reference-checking is more common in Sweden, where as differing types of tests dominate in the U.S. and certain countries in the European Union for example. There has also been increased use of personality tests in Sweden in recent years. 

Knocke et al. (2003) discuss some problems attached to these practices for example that personality tests have shown low levels of reliability, reference-checking has been evaluated as an even less reliable method of selection and unstructured interviews have been proven to provide relatively random and impulsive decisions. Knocke et al (2003) also mention an alternative model that has become popular recently which focuses the matching of the individual to an organisation. The objective when recruiting according to this model would be to produce an individual who contributes to the development of the organisation or complements the members of a team. Using this method usually involves a higher focus on behaviour, attitudes, motivation etc. and personal chemistry and social competence becomes of greater importance. The applicant needs to exhibit the ability to fit into the organisational culture of the company (Knocke et al. 2003). A valid question regarding this model which would apply to our study concerns the impact this increased emphasis on personality traits, social competence etc has on the evaluation of diverse individuals. 

These personality related traits could be included in a concept used by Tchibozo (2002) called “meta-functional criteria”. A common feature of such criteria is that it is completely independent of the content of the specific task to be carried out. Tchibozo (2002) refers to different theories on how these often personality, attitude, appearance and behaviour related criteria have been perceived and how different features such as courtesy, punctuality, docility etc. have been emphasized at one point in time where as adaptability and social involvement has gained attention in other contexts. Our interpretation of how Tchibozo (2002) uses the concept is that in one aspect, the meta-functional criteria may be independent of the task to be carried out but it might still have an impact on the overall job-performance: for example a sales persons appearance, although it has nothing to do with the specific task selling a product), his or hers appearance might indirect affect his or hers sales performance. In another aspect the meta-functional criteria may be completely gratuitous in relation to the content of the task to be carried out: for example a factory workers appearance as it is highly unlikely that his or hers appearance in any way affects his or hers performance as a factory worker. 

So what type of traits, competencies or criteria that could be regarded as meta-functional are currently considered important from a recruiter’s perspective? According to Knocke et al. (2003) social competence is something that has gained a more important position in recruitment in recent decades. We find social competence a bit vague but Knocke et al. (2003) define it profoundly as social skills and personal characteristics that alleviate and ease social interaction or communication with co-workers, clients, costumers, superiors, subordinates etc. Furthermore Knocke et al. (2003) explain that social skills are developed through a learning process during the primary socialisation and as such depend on the specific context in which one is brought up. Because they are dependent on the context in which they have been developed they are recognised as good social skills by peers and on the other hand they can be recognised as strange and deviating by individuals outside the context (Knocke et al. 2003). As these types of skills have gained more and more focus as important employee competencies and theory suggest that these are highly context bound and therefore create competence bias these concepts are highly useful for this report.

The concept of meta-functional criteria can also discussed regarding the potential of such criteria producing accurate estimates on the applicant’s job performance.

How an applicant’s personality is judged and looked upon within the recruitment process is also something that Prien (1992) discusses closely. He defines personality as the largely concrete organisation of a person’s character, temperament, intellect, physique, which determines how they uniquely adapt to the world around them. Prien (1992) argues that this is related to how people tend to try and explain the behaviour of others from their inherent attributes. According to Prien (1992) another accepted notion is that peoples behaviour and reactions to a given situation is prone to being repeated, and thus will allow for some interpretation as to how that person will behave in the future. This being the case, then if the personality of an applicant was readily understood from the interview, then the recruiter could also make qualified guesses as to how the person will perform in later work related situations. Some of the factors which Prien (1992) believes undoubtedly affect the recruiters judgement in identifying different personal attributes are for example: work-routines, ambitions, attire, career-choices and out of work activities. He goes on to say that a persons´ fundamental personality is more than fifty percent hereditary and that changing these aspects are only marginally possible. For recruiters therefore, the central theme within the selection process is creating an accurate performance based prognosis. Prien (1992) concludes that this prognosis is based upon the job requirements on one hand, and the applicants’ individual competencies and characteristics on the other.

2.2.2 Diversity strategies

According to Arvey et al. (1996) organisations take different positions or postures when dealing with diversity, which result in different implications with regards to their HR planning. Four of these positions are described by Arvey et al. (1996) which they refer to as diversification strategies. 

The “Moral diversification strategy” is based on the assumption that creating a heterogeneous workforce is desirable for moral and ethical reasons as well as for competitive advantage and consequently these organisations will make a “concerted” effort to search out individuals of diverse backgrounds and class in order to expand their applicant pool. 

Organisations using a “Business diversification strategy” create a diverse workforce in order to avoid legal costs as well as increase productivity. 

Using a “Reactive diversification strategy”, diversity in the workforce becomes a passive reaction to the labour market. As more and more diverse individuals become represented in the labour market the organisations labour supply will reflect this diversity. Organisations complying with this strategy would discourage discriminatory behaviour and bias against diverse labour pools but not actively attempt to utilize the capacity and qualities of these individuals. As there is no active effort to include all individuals these organisations are regarded as somewhat laissez – faire in their HR planning activities, even though all classes of individuals are treated equally. 

Organisations using an “Anti – diversification strategy” consider creating a diverse workforce a non – important value or even non – desirable due to assumptions that a homogeneous workforce helps the organisation operate more smoothly, without conflict and with a greater array of basic talent.

2.2.3 Factors effecting diversity: on an organisational level

Although legal rights regarding gender and ethnicity have improved and even though employers might have good intentions considering diversity issues, Knocke et al. (2003) claim there are still factors built into the organisation which tend to impede progress when it comes to these issues. According to Knocke et al. (2003) these factors of impedance are deep rooted within the organisation and facilitate behaviour that can be interpreted as discriminatory and segregating. Knocke et al. give no further explanation or definition of what these factors more precisely consist of but Arvey, Azevedo, Ostgaard and Raghuram (1996) offer some insight on the subject as they discuss some problems organisations encounter when trying to achieve diversity objectives. 

One problem mentioned concerns how the underlying business conditions affect how successful the organisation is in achieving their diversity objectives. According to Arvey et al. (1996) when an organisation is experiencing growth, reshaping the demographic composition of the labour tends to be easier than during cutbacks or downsizing when the organisation has a low frequency of hiring or promoting and therefore require more time for reshaping the demographic composition of the labour. This could be considered an impeding factor as many Swedish organisations recently experienced tough economic conditions and down sizing which might still have an effect as many organisations tend be precocious in expanding their operations.

Knocke et al (2003) offer a similar explanation as which imposes that the possibilities of change towards improvement regarding equal opportunities emerge in times of structural change on the labour market. Knocke et al (2003) also emphasize the importance of work force supply for setting the criteria regarding demands of formal competence as well as other types of competence. According to the reasoning above underlying business conditions seem to have a great impact on an organisations success in dealing with diversity.

Arvey et al (1996) discuss some other organisational problems regarding achieving diversity in the workforce. One problem is the issue of incorporating a “critical mass” of diverse employees.  According to Arvey et al (1996) many organisations find themselves “spinning their wheels” unable to incorporate enough diverse individuals into the organisation and the problem is that it takes a certain amount of diverse employees, a “critical mass”, in order for these individuals to enjoy a feeling of welcome and acceptance and consequently stay in the organisation. Yet another problem with achieving diversity objectives mentioned by Arvey et al (1996) is that these types of organisational processes are slow, sometimes cumbersome, and time consuming. Often, employee turnover is relatively slow and new HR strategies might be impeded by already existing workforce even in an organisation with the best of intentions.
Another highly relevant topic of discussion regarding organisational impact on diversity is the need to address organisational control as a complex, problematic process as opposed to an unproblematic issue of planning and executing. 

Mintzberg (1994) offers an interesting theory as he distinguishes between intended strategies; which describes the strategic intentions of action, and realized strategies, meaning the actual actions taken place. Intentions that are fully realized can be called deliberate strategies and those not realized at all can be called unrealized strategies. Realistically however, actions that are completely planned are rare and more commonly there exists patterns or consistent actions developed over time without being expressly intended. Mintzberg (1994) refers to this phenomenon as emergent strategy and stresses that organisational behaviour usually consists of a realized strategy developed through a combination of intended, deliberate and emergent strategies. Consequently one could not expect policy documents regarding recruitment or diversity being completely implemented in the way intended by the developers (management). 

Mintzberg (1994) argues that as purely deliberate strategies tend to obstruct learning and emergent ones obstruct factors of control, a mix of these extremes is needed in most cases. So called umbrella strategies are often used to address this issue, where the organisations produce broad outlines (deliberate) while details are allowed to emerge within them. According to Mintzberg (1994) one reason why deliberate strategies often fail to be realized is that the formulators (central management) are too isolated from the individuals who are to implement the strategies (the implementers). Furthermore, Mintzberg (1994) argues that if the organisation was to reduce this separation, getting the formulators closer to the implementers and allowing them greater influence in the decision making process this might produce more realistic and successful strategies. 

Furthermore it seems that organisational behaviour is influenced by factors outside the organisations boundaries. Müllern & Östergren (1995) explain that how an organisation chooses to deal with different issues is influenced by solutions spread between organisations with similar activity. Through conferences, business related magazines, books and consultants, organisations share valuable experiences amongst each other. Müllern & Östergren (1995) argue that consequently, one can not assume that organisational learning takes place as an isolated event when it is rather dependent on its institutional environment. Adapting to a specific diversity strategy could be viewed as an organisational learning process and make this an interesting notion. According to Müllern & Östergren (1995) the institutional environment of certain sectors tend to develop their own sets of social norms and that the organisations active within this institutional environment will inevitably be restricted by these norms. Müllern & Östergren (1995) claim that some organisations are actively influenced by certain institutional conditions in which very strong behavioural norms are developed, some which are forced upon the organisation through legislation. When the organisations are only slightly dependent in relation to each other and their branch is not regulated the force of the norms become weak.

2.2.4 Factors effecting diversity: on a group interaction level

When carrying a discussion on group behaviour and social processes within and between groups one inevitably has to consider the impact of group norms.

Granér (1994) argues that the apprehension of similarity within the group is crucial for the identity of the group. This similarity represents what the group has in common that separates it from others and is closely tied to the norms of the group and deals with issues such as opinions, attitudes and values which are valid in a group. According to Granér (1994) very few or no groups are as tolerant as to accept all kinds of opinions etc. but groups with to strong sets of group norms tend to restrain the behaviour of the group-members and the fear of discrepancy prevents each group member from individual development. 

Brown (1988) provides a similar picture regarding this issue as he explains the function of group norms as they serve to enhance or maintain the group identity. Furthermore Brown (1988) argues that this is even more so true regarding norms concerning different clothing styles, cultural expressions, linguistic expressions, hairstyle etc which all have the function of demarking members from non-members an consequently define the group identity more clearly. Considering the possible effects these norms might have on organisational culture they could easily be perceived as quite impeding regarding diversity and diverse behaviour.

So why is it so important for groups to develop their own distinctive identity using norms? Some explanation is given by Brown (1995) investigating social identity in relation to social group membership. The ‘Social Identity Theory’ is explained as the linking of individual self image to the social categories to which they see themselves belonging. Brown (1995) refers to a theory developed by Tajfel and Turner (1986). The theory’s core lies in that in order to maintain a social identity, members need to seek out forms of positive distinctiveness for the social group to which they belong, as the members will naturally want to associate their own social identity with that of a positive group identity. For the people who exist within groups of a subordinate status, they will naturally come to realise that many of the characteristics inferred or true to that group are inferior to (relatively speaking) or disadvantageous compared to that of other groups and individuals. This realisation of belongingness to a socially inferior group will according to the theory also then result in a negative view of the own social identity, which in turn can lead to a detriment to self-esteem. One possible reaction to such a scenario is that the individual rejects their belonging to the current social group due to its detrimental effects, and seeks to join another group with higher status (Brown, 1995).

Considering the above mentioned theories a valid question is how these norms would have an effect on recruitment and recruitment decision making. According to Prien (1992) the existing norms within the relevant workplace affect the evaluator’s perception and subsequent evaluations. Prien (1992) argues that some of the recurring norms within larger companies are often related to basic workplace legislation and procedure. Examples of these norms are: that the person most qualified for the job should be hired, when two equally competent applicants are narrowed down and if one of them are already employed within the company they have precedence, or that in each stage of the selection process the main deciding factor should be the applicants aptness for the duties entailed within the job-description. Prien (1992) adds that these fundamental norms, however, are not always followed to the degree one would expect.

2.2.5 Factors effecting diversity: on an individual interaction level

Regarding factors effecting diversity on an individual level there is a need for some insight in the nature and development of prejudice and discriminating behaviour. Therefore the following explanatory section broaching human behaviour is provided.

Brown (1995) defines social categorization as a cognitive process that is fundamental to human nature, because in order for us to survive the complexities of the world, we also need to simplify and bring order to it beforehand. Brown also goes on to say that: “if social categories are to be useful simplifying and ordering devices then it is important that they help us discriminate clearly between those who belong and those who do not”. According to Brown (1995) this is a method of simplification involving a creation of social groupings into categories, based on personal characteristics and due to it being a simplification it is very easy to generalize about the inherent qualities and characteristics for all the members within a constructed social category.

Brown (1995) goes on to say that prejudice would not exist without the generalizations that social categorization unavoidably brings with it. These sorts of generalizations can also be called ‘stereotypes’. According to Brown (1995) stereotypes are typically conveyed and reproduced during the socialization process at school and at home. 

In regards to how we use stereotypes and their influence on our behaviour, it can be seen as almost an automatic process due to its inherent part of our socialization. Brown (1995) points towards research where certain factors might increase alternatively decrease the chance of applying stereotypes in a given situation. One factor is to which extent we are mentally preoccupied with other things. A simple hypothesis Brown (1995) derives from this factor is that the greater ones level of cognitive activity spent on other tasks, the greater the need to use stereotypes as short-cuts in social judgments. The same can be said for levels of emotion, whereby the greater the levels of distress or anxiety for example, the greater the risk for the person to apply stereotypes. Brown (1995) argues that this is a way of compensating for the decreased level of emotional energy available toward the task involving the social judgement. A third factor, mentioned by Brown (1995) that is seen to influence the use of stereotypes is to which level people are interdependent of each other. For example if a person relies on another to facilitate a certain work process, then they are less likely to employ stereotypes in their social judgements around this person, and more likely to focus the individuals own personal characteristics. Brown (1995) further describes the use of stereotypes as self-fulfilling prophecies. For example, if a person is expected to act in a certain way or demonstrate a certain set of qualities, then these expectations from people around them will most likely also elicit some sort of aspiration toward a fulfilment of these expectations. 

Brown (1995) refers to a phrase coined by Weber & Crocker (1983) called the creation of “sub-types” which describes a method of how the use of stereotypes can be minimized or changed. This entails that within the persons general stereotype, contradictions or exceptions to the rule within the stereotype brings about the need for the creation of a sub-category within the stereotype. In the case that these sub-types become more useful and accurate for a person making social judgements, the original and more general stereotype may become unused in favour of the more specific sub-types. According to Weber & Cocker (1983) in Brown (1995) in this way a stereotype can be minimized, altered or removed.

A relevant issue regarding diversity impeding factors is the recruiters´ perception of an applicants´ perceived similarity to oneself. For example, research has shown evidence of men (white) preferring other men with attributes similar to their own when recruiting (Knocke et al., 2003). According to Knocke et al. (2003) this phenomena has been summarised using the term “Homosocioality” and furthermore a phenomena related to this concept is the indirect and direct discrimination of individuals of a different ethnical background where employers are unsure of these applicants productivity and performance. Knocke et al. (2003) argue that this could often be the case when the employer lets his/hers feelings control the selection process and that these feelings, working to the applicants disadvantage or advantage, can be derived from the level of recognition of oneself in the applicant. 

A similar reasoning is provided by Heneman, Waldeck and Cushnie (1996) who refer to a theory called “similar to me”, discussed by Turban and Jones (1988). This theory refers to selection decision makers who only select those applicants with similar non-job-related backgrounds and suggests that people with diverse backgrounds are unlikely to be selected unless the evaluator has a diverse background. “Similar to me” can take place in three forms: perceived similarity which refers to perceptions about how similar the applicant and evaluator are; perceptual congruence which refers to how similar perceptions about the job are between evaluator and applicant; and actual similarity which refers to the similarity between actual characteristics of the applicant and evaluator. Turban and Jones (1998) in (Heneman, Waldeck and Cushnie, 1996) suggest that perceived similarity is likely to have the largest exclusionary bias against those with diverse backgrounds.

3. Methodology

The purpose of this segment is to give an accurate description of how the researchers have conducted the study as well as provide an account of different methodological considerations. Topics included are: methodological core considerations, planning qualitative interviews, constructing an interview guide, practical considerations, informant selection, conducting the interviews, ethical considerations, reliability, processing the empirical data.

3.1 Methodological core considerations

3.1.1 Qualitative study

As the purpose of this study is to describe and develop an understanding of a phenomena (recruitment with regards to diversity) the logical choice of conducting a qualitative study has been made. According to Patel & Davidson (1991) the purpose of conducting a qualitative study is to provide a deeper understanding of a phenomena as well as understand and analyze on a holistic level. This corresponds with the purpose of this study as the aim is to produce an in-depth understanding of the problem area.

According to Kvale (1997) an important element for successful conduction of a qualitative interview-study such as ours is the comprehension of the phenomena that is to be studied. By developing a theoretical understanding of the phenomena the researcher simultaneously develops an understanding of his/hers studies scientific value regarding the creation of fresh/new knowledge. Therefore behavior- and social theories, previous research on the recruitmentprocess etc. have been studied and thereby an understanding of the gaps in knowledge we have a possibility to fill have been obtained.

3.1.2 Qualitative research interview

The choice of using qualitative interviews as a methof of obtaining data is based on the assumption that qualitative interviews have more possibilities in reaching a greater depth within the data as well as providing the opportunity for interaction crucial for detecting useful information that would be hard to obtain using a questionnaire. Furthermore the qualitative method aims to analyze the context in which the interviewees are active which we considers provides us with a solid base for understanding the phenomena. 

One alternative and/or complementary method of obtaining empirical data would be to carry out observations (Patel & Davidsson, 1991). Since we are restricted by a certain timeframe conducting this study, at this stage we consider it unrealistic to conduct both interviews (which are most likely very time-consuming) and observations. Furthermore we consider our selves inadequately experienced in the field of observation-studies.

3.2 Planning qualitative interviews

According to Kruuse (1998) answers with multiple meaning are often expressed by the interviewee. This might be the case when the interviewee experiences inconsistencies, ambivalence in his/hers reality and the meaning of these answers are thus to be considered valuable since they potentially create enlightenment. 

An important element of conducting a qualitative research interview according to Kruuse (1998) is maintaining neutrality to avoid affecting the answers in any direction. Kruuse (1998) refers to Fowler & Mangione (1990) according to whom the interviewer should try to avoid any references to his/hers personal life, views and attitudes in order to maintain neutrality. The interviewer should however remember to exhibit friendliness as well as empathy throughout the interview (Patton (1990) in Kruuse (1998).  Other important elements consist of displaying an interest in the interviewee and his/hers story and making sure that an adequate amount of time is available as well as an environment free of possible disturbances (Kruuse, 1998). These advices have been considered throughout the planning, conducting and processing of the interviews. 

3.3 Constructing an interview guide 

When constructing our interview-guide we will use a relatively high level of 

standardization. For example, we might formulate general questions addressing a topic and use complementary follow-up questions used when necessary. To be able to compare the information obtained from the two sectors studied we have chosen to prioritize the high level of standardization. As mentioned earlier our aim is to obtain as much depth as possible. Hence we choose to have a low level of structure within the interview-guide in order for us to give the interviewee a high level of interpretation and flexibility (Patel & Davidsson, 1991).

Our aim is to follow Kvales (1997) advice to formulate easily understandable questions, preferably short and to avoid academic language when creating our interview-guide. 

Kruuse (1998) gives further advise on composing interview-questions such as avoiding questions of multipel meaning as they might confuse the interviewee. Dicotomous (yes or no) questions are to be avoided as well since they have a tendency to be leading as well as passify the interviewee. Type of questions recommended by Kruuse (1998) are precise questions, to minimize the possibility of unclarity and open questions which give the interviewee freedom of flexibility in his/hers respons. Regarding the sequence of which the questions are asked Kruuse (1998) advices starting with simpler, unprovocative questions and to avoid random change of topic. These recommendations and advices have been taken into consideration when constructing the interview guide.

The interview guide has been diveded in to three thematic groups as follows: 

1. Recruitment: this theme includes questions regarding recruitment policy, general description of the recruitment process, what type of information is regarded as important when making recruitment decisions, the importance of personality related traits etc. 

2. Diversity: this theme includes questions regarding diversity policy, thoughts on how the organisations deals with diversity, the informants definition of diversity, possible negative effects of diversity in the workplace etc. This theme also includes a question asking the informants to consider if there are any obstacles or difficulties for diversity within the recruitment process.

3. Organisational culture: this theme includes questions regarding general description of the organisational culture, openess to differing opinions, attitudes etc., possibilities of discussion and reflection, approach to new ideas and initiative etc.

3.4 Practical considerations

From a practical perspective, one might consider the pros and cons of conducting an interview together or separately. For example, if there are two interviewers and only one interviewee he or she might feel intimidated and/or uncomfortable which could hinder the responsiveness of the interviewee. An advantage of conducting the interviews separately is that it most likely would be time-saving. However, these factors do not outweigh the advantages of conducting the interviews with both researchers present. We believe that having both researchers present will increase the validity of the study since it prevents eventual differences in interpretation of the answers as well as differences in the use of the interview-guide. The understanding of facial expressions, body language, environmental context etc. might influence the general interpretation of the empirical data and therefore we consider it crucial for both researchers to share an understanding of the greater context.

We have chosen to conduct the interviews with each interviewee separately as opposed to conducting group-interviews. This is mainly due to the diffulties as an interviewer to maintain control of the interview-situation when conducting group-interviews which have a tendency to make data-collecting quite chaotic (Kvale, 1997).

3.5 Informant selection

The informants consist of 5 individuals representing the health care sector (2 female, 3 male) and 5 individuals representing the industrial sector (3 female, 2 male). They are between 34 and 55 years of age. The aim was to include informants on the same level in the organisations with approximately the same function (recruitment decision making) to be able to make valid comparisons within as well as between the two sectors. This proved to be easily realised regarding the health care sector as it only included one organisation and the requirement was met by the contact person who provided informants on the exact same level but in different organisational departments. The industrial sector however proved more difficult regarding this requirement as we where not able to use the same organisation and the organisations differed in size as well as slightly in organisational structure. The informants representing this sector all belong to the organisations HR – department and are very involved in the recruitment decision making process.

3.6 Conducting the interviews

The interviews turned out to take between 35 to 60 minutes. No pilot study was conducted, however the interview guide was to a small extent altered regarding in which the questions where asked. The reason for this alternation was that the original order could be considered some what illogical and confusing to the informants. All of the interviews took place in an isolated, undisturbed office or conference room except for one that unfortunately took place in the organisations cafeteria. All interviews where recorded using a mini disc player. This devise provided us with high quality recorded material.

3.7 Ethical considerations

We are aware that when recording an interview the interviewee may feel uncomfortable and/or insecure. However, a thourough explanation, was provided before conducting the interviews on how the material would be collated and its confidential treatment in order to ease their eventual concerns and hopefully get their consent. We also needed to consider the possible consequences of participating in the interview for the interviewee. There is an ethical principle of beneficience which states that the usefullness of the knowledge obtained in the study, as well as positive outcome for the individual beeing studied should outway any risk of harm to the individual beeing studied in order for the study to be recognized as etchical (Kvale, 1997). In this particual study we where aware of the possible harm the study could cause regarding the issue of discrimation. Therefore great effort was put in guaranteeing confidentiality and discretion.

When analyzing the data another ethical aspect in need of consideration would be the depth of the analyze as well as the level of critisism (Kvale, 1997). To insure that the data is not misinterpreted we made sure our immediate interpretation was correct by verifying answers which had multiple interpretations. This was done by asking follow-up questions such as: “Do you mean…”, “Am I correct in understanding that…?”.

3.8 Quality Criteria

3.8.1 Reliability

Reliability is often of great priority in quantitative studies in which measurement and generalization of the results are the main sources of credibility. In qualitative studies such as ours, however the focus is on non-measurable information. We aim to produce an accurate and descriptive representation of the empirical data and of contextual factors which allow for a deeper understanding of the phenomena. According to Kvale (1997) the reliability of a study concerns the consistency of the results. Kvale (1997) emphasizes the issue of reliability in relation to the use of leading questions during an interview, which can often unconciously effect the answers – the result. Therefore the use of leading questions has been minimized during the interviews in this study. We concur however with Kvale (1997) as he points out that even if one should promote reliability in order to prevent arbitrary subjectivity, to much emphasis on reliability could prevent creativity and variability.

3.8.2 Validity

According to Kvale (1997) one aspect of validity is the sustainability of the theories used and the logic regarding how the theories are related to the research questions of the study. In this study a focal point has been to include such theoretical material with as high relativity to the research questions as possible. When considering the validity of the conducted interviews Kvale (1997) emphasizes the reliability of the report and the quality of the actual interview. In coherence with Kvale (1997) these issues have been adhered to when conducting the interviews and writing the report by questioning the meaning of what has been said as well as constantly controlling the information obtained through asking follow-up questions and having two individual interpretations (two researchers). When reporting the results of the interviews the aim has been to let the voice the interviewees be heard. To ensure that the reader has a chance to validate the interpretations made quotes´ have been included to strengthen the reasoning. 

3.9 Processing the empirical data

The interviews where transcribed by both researchers followed by a first read through by each researcher. Thoughts, impressions and interpretations where then compared and discussed throughout the process. Directly after the interviews there was also discussion and reflection between the researchers. The transcriptions where then compared in order to explore patterns as described in chapter 4. The results where then analysed primarily by addressing the researchers own ideas as to what seemed reasonable explanations and secondly using theory described in chapter 2. Finally, the research questions where addressed order to provide a distinct and holistic picture.

4. Results

The objective of this chapter is to present the results of the interview data, both in terms of relevance toward the study, as well as attempting to correctly convey the data in the informants’ own words through a regular use of quotes. The interviews are in Swedish, so the quotes have been translated to English as precisely as possible without losing the original meaning of the cited text. It has been taken into account however that a perfectly objective description and understanding of the data is impossible. For an increased chance of validity and a chance for readers to cross-check the translated quotes, Appendix 1 contains all citations in their original Swedish form. The results are presented in thematic categories that go from the organisational to group level and finish on an individual level with  the informants own definitions of diversity.

4.1 Organisational recruitment and diversity policies

The first theme to be broached is that of organisational policies. This theme is felt to define and identify the existence of a formalised document in regards to recruitment procedure and practice within the organisation. This is felt to be a logical starting-point for presenting the results of the data.

4.1.1 The use and existence of a formal recruitment policy

Within the organisations representing the healthcare sector a document has been developed to support managers in their recruitment process which vaguely translates to “Support documents – the recruitment process”. This document contains relatively detailed descriptions of all stages within the recruitment process. The majority of informants from the healthcare organization conceded that their knowledge or understanding of and/or their use of this document when engaged in recruitment is non-existent. This can be exemplified by the following quotes:

“Now it’s like this I haven’t read it in detail sort of rather it’s clearly a formality rather that it’s really eh from what I can gather relative reiteration of the law really” - 1)

“Ah, there’s probably some sort of recruitment policy, without me knowing it back to front” – 2)

One of these informants even expresses that there are no written or formal documents with regards to recruitment. The two informants from the healthcare organization who acknowledge the existence and their use of a formal recruitment policy also have an in-depth understanding of the policy and have internalized the procedures into their own recruitment functions.

Concerning the companies within the industrial sector a majority of the informants did not have a written, formal recruitment document or policy within their respective organizations. One of these informants describes the following:

“None that we have formulated, actually. Eh no, I wouldn’t, I wouldn’t say that rather, the strategy is formed really during the practical process so in saying when engaged in sorting out, eh, well, candidates by the criteria that, that have been etched out so to say over the years, with time yeah.” – 3)

One informant explains their informal recruitment procedures as something that has emerged over time, whilst another explains that their informal recruitment procedures follow naturally from their identifying a need for new competency. The third explains that a human resource handbook which contains recruitment guidelines is in the process of being written, due to their need for a more strategic approach to recruitment.

Of the two informants who expressed their organization as having a written, formal recruitment policy, one had no knowledge of its contents whilst the other had an in-depth understanding of the policy and had internalized the procedures into their own recruitment functions.

4.1.2 The use and existence of a formal diversity policy

Within the health care sector there is a general understanding that a policy regarding diversity does exist but there appears to be differences in the knowledge of its details. The majority of the informants appear not to use it as a strategic document. One of the informants believes that there is a policy but has no knowledge of the extent to which he follows it and expresses the difficulty to influence veteran employees because they are set in their ways.

Some of the other informants acknowledge that the organisation has a serious objective in regards to promoting diversity. Seeing that there is an evident lack of knowledge regarding the diversity policy this indicates that there are problems implementing this type of documents into the organisation. One of the informants expresses that there is such an organisational problem regarding engaging the employees in this type of process and is seen by the following quote:

“…, they do work on a (name of organisation)-level with this but what you work with up here should also penetrate down through the organisation)… and there might be a lapse there somewhat. They invite you diversity days they have had sometimes, but there just isn’t the penetrating power… that one could wish for.” – 4)

According to the information obtained from the representatives of the industrial sector diversity policy documents appear to be non – existent in 3 out of 5 cases. These organisations can be conceived as relatively traditional organisations, some being family owned and most with a substantial historical background. They are also characterised by their relatively low representation of diverse minority groups.

The informants representing these organisations describe that this issue is not something that the organisation actively deals with. Their main priorities concern professional competencies and they can be described as some what laissez – faire regarding diversity management.

One of the other informant’s organisations has a recently formulated diversity policy. This is a relatively large, national organisation with a more modern type of operation. Their informant says the following in regards to having a formal policy to do with diversity:

“Yes, and we have one and it’s only just been released. So that it’s … I’ve seen it but I can’t, if you ask me I won’t know any of it’s details. But we are talking a lot about diversity now.” - 5)

Yet another informant representing a relatively small, local organisation informs that they are developing this type of document in the present. This organisation can be described as a modern, technological industry with relatively high representation of diverse minority groups and is currently experiencing expansion.

Some of the informants representing the industrial sector express a need for better utilisation of the potential that diversity within employees could contribute with. A majority of the informants representing the industrial sector appear content however with their organisation’s perceived non-discriminatory procedures and believe that equal treatment the main objective. In the following quote the informant from the industrial sector replies to “how and if they deal with diversity”:

 “Ah we do, we employ, if they are competent it doesn’t matter of they are red or yellow or whatever they happen to be.” - 6)

4.2 The organisational culture

In contrast to the previous theme of formal documents which prescribe a certain procedure and behaviour, the organisations culture is a theme which defines the organisations informal attitudes and beliefs.

Many of the descriptions regarding the organisational culture focus on open communication. A common feature in the industrial descriptions is to emphasize the communication over hierarchal borders and that the manager is within reach to all levels of the organisation. This is evident in the following quote:

“… you speak your mind and … well, anyone can go up and have a chat with him (the business manager) if it’s like that … and our managers generally are out and about within the organisation, walking around in the workshops and talking with people and so on.” - 7)

Another feature often described is the existence of camaraderie, team spirit and satisfaction in the workplace. Some informants from the more traditional industries acknowledge the development of a very strong culture with group-conform norms and attitudes and a unwillingness to make changes and this is perceived as some what problematic in some cases as it could hinder development. One informant representing this type of organisation emphasizes the need to adapt to the existing norms in order to become accepted by colleagues. This is seen more clearly from the following quote:

“ Well really one has to look at, we aren’t a bigger organisation than that we actually have a need to be able to work with each other, so in that respect one needs to fit in, though, that being said, that’s not to say that you should be too similar, because that’s not good either, because you need to have a few differences then, eh, no, that’s something we have to feel that this person, can sort of work here at (company name) I mean that they fit in somehow, and I suppose that’s a part of our, culture just at this company then.” – 8)

The organisational culture in the health care sector is described as respectful, cooperative, cohesive, and open to new influences and the co – workers are often described as enthusiastic with high working moral. This can be seen through the following quote:

“I think the biggest part is that there’s a lot of respect, that it’s like I’ve said before … that if there’s one place to have a crisis in your life, then it may as well be in this department because … we have had a few people who have had different crisis … and they’ve (colleagues) come together for this person … I think that’s the most important thing you have, that’s to feel secure at work.” – 9)

These descriptions might however be difficult to compare to the industry sector as they mainly focus on the separate departments within the organisation, not the entire organisation. One informant from this sector does however express a lack of employee participation and communication from higher levels within the organisation.

Some informants representing the healthcare sector express group norms within their specific department as an impeding factor causing group members to hesitate in expressing differing opinions, attitudes or ideas. This was seen in particular when the informant compared employees of two differing positions within the healthcare sector, the nurses, to which a university degree is the needed formal qualification, whilst the auxiliary nurses were on a high-school certificate level in regards to formal competency. The informant described the following perceived differences in attitudes within the two groups:

“I see a higher level of flexibility amongst the nurses, and a bigger, broader understanding and so on. They aren’t so fixated with the group, they’re more individual, that is individualists. The auxiliary nurses are more, to the group.” – 10)

One expresses the positive effect of new employees as bringing new ideas into the existing groups which are characterised by some what group conform thinking. An informant from the healthcare sector says the following:

”… the younger ones (employees) can come in, who haven’t become, gotten this narrow mindedness that we have, the old ones, rather they can press on and so on… have the courage to move forward…” – 11)

Similarly, within the industrial sector, recruitment of new employees is seen as a potential factor to help change a stagnating and/or intolerant organisational culture, as can be seen in the following quote:

“Most of all we would like to have people who dare to stand up to the culture, that is dare to stand up to the current way of thinking and behaving, and attitudes and so forth. I mean the culture is extremely strong when it’s existed since (a year over 100 years ago), and then it’s a matter of being tough, humble but strong (intelligible) if you find someone.” – 12)

Another informant from the health care sector emphasizes the successful creation of a work environment characterized by differing ideas and the encouragement of new thinking. Yet another informant from the health care sector brings up some sort of documenting system with the purpose of making use of new ideas and so on.

The industrial sector appears to be divided regarding this issue as the more modern organisations are more encouraging when it comes to new ideas, employee participation and alternative thinking and express that they have no seen problems with strong group conformity or a resistant organisational culture. The more traditional industries some express an uncertainty regarding the openness. Some reflection refers to this being a leadership issue and some refer to the strong cultural norms as limiting regarding alternative thinking etc.

4.3 Recruitment procedures and diversity

This theme tries to describe the organisations actual procedures in terms of recruitment and its role and its perceived impact upon diversity.

4.3.1 General description of the recruitment process

The informants’ statements provide an overall picture of the recruitment process which can be described as a relatively traditional model. Firstly the manager responsible for recruiting for a specific position first advertises the vacancy, receives applications (including CV), selects a number candidates (usually 3 – 5) to be interviewed and then makes the decision usually in consultation with a manager and/or members of the relevant team as well as the occasional use of recruitments specialists in the final selection. During high levels of applications, one of the informants uses group interviews followed by individual interviews. The major difference between the industrial and healthcare sector however can be seen in their potential to use external recruitment-agencies.

Internal recruitment emerges as a quite common method of recruiting in both sectors although it appears to have a more crucial role within the health care sector due to the employment legislation referred to in short as LAS (“lagen om anställningsskydd” - The employee protection law). This legislation limits the possibility of an external recruitment pool as the legislation enforces the pre-selection of previously laid-off workers before new recruitment. Otherwise within healthcare, the use and subsequent employment of temps (in particular seasonal “summer workers”) seems prevalent in some cases as is seen below:

“For summer we have nurses that have been students here with us, or have been in touch with us before, but a few will graduate now in summer, that I’ve been in contact with and know that they work. It’s very important that, it has to work for the colleagues, it’s just not a matter of taking who…” – 13)

Other recruitment channels used are for example advertising the vacancy on the organisations webpage, intranet and to some extent advertising through newspaper media (the industrial sector tends to use a local newspapers to a higher extent) and occasionally using the public employment agency called “Arbetsförmedlingen”. The use of intranet as a recruitment channel was seen to be dominated by the healthcare sector due to the focus on internal recruitment as discussed in the previous paragraph.

Within the industrial sector there seems to be slightly differing methods depending on whether the position to be filled is within the guidelines for a collective wage agreement or if the position is outside of its boundaries, often relating specific positions requiring specialised skills. This can be shown in the following quote:

“Well it differs, I mean we, I have mostly collective, employed, if that’s what you say, and then it’s like, we employ externally from Lernia (a Swedish temp-agency) and that kind of thing. // Is it more of a white collar worker which is more of a defined position that’s asked for,… then you’ve partly advertised first off, to get applications, in the local press and maybe thereabouts, and through the public employment agency for example, then there’s a few of us who separately pick out … then we sort through and see that we have picked roundabout the same, and then you pick them out, and get them for and interview and the we even have an external man who, we get to interview those who we thought were the very best.” – 14)

This is a relatively common scenario within the industrial sector where positions with lower qualifications can be seen as less complex recruitment requiring less involvement which therefore can lead to the bulk of applicants being processed by an external agency. In some cases this difficulty in handling large amounts of applications has led to outsourcing the screening of initial applications even when dealing more specific positions with specialised skills. This outsourcing of the recruitment process appears to be a lot more common in the industrial sector in which some of the informants also express a need for the use of an external HR consultant in regards to conducting personality tests. If tests are used when recruiting for a lower organisational position, they appear to focus on measuring spatial ability, co-ordination and colour vision. Personality tests and similar test are more often used in recruitment for senior and management positions. This use of tests for senior positions also corresponds to some of the statements representing the health care sector in regards to their use of testing within recruitment.

It’s not particularly common to use informal recruitment channels such as social networks or spontaneous job-applications (where no position has been explicitly advertised), based on the information obtained in the interviews. The recruitment process is described as more or less structured with some use of an organisational ‘needs analyses’ but the methods of interviewing can be described as relatively unstructured. Some informants also express an effort to achieve an informal dialogue during the interview, as seen below in a quote from a healthcare sector informant:

“...but we try to work a bit different with the questions that we ask (in the interview) eh based a bit in theory that what one asks is maybe not so important, the most important thing is to get a conversation going with the employee, the person who wants to become an employee.” – 15)

References and reference checking is considered an integral part of recruitment by the majority of informants.

4.3.2 Organisational and workgroup diversity

The general opinion of the informants appears to be that diversity is positive for the organization and its development where as some perceive a very homogenous structure in the workplace or team a bit problematic referring to stagnation. This was seen clearly in section 4.2, where homogenous groups would create norms that were detrimental to an open and differing work environment. In regards to diversity being a positive factor toward the organisation, most informants are a bit evasive with the exception of age structure, where some of the informants appear to have had specific, positive experiences of mixing different age groups. This is seen in the following quote from the industrial sector:

“There are a fair few older workers too, and we don’t only employ older or younger workers, but we have a mix of ages as well, actually. We have, lets see, just recently we’ve employed people who are 55, 60 there, so I think that, I think that there’s a need to have a mix out there, it won’t work just having younger employees at one, at one place.” – 14)

When asked about their perception of the customer’s attitudes towards diversity, informants from the health care sector frequently refer to the language issue, the difficulty of patients understanding health care staff and the importance of that understanding. This is covered in more detail in section 4.3.3. One or two refer to older patients having problems with extreme appearance such as tattoos and piercing and a few refer to positive effects of diverse cultural and national backgrounds amongst health care staff regarding their ability to interact with patients of diverse cultural and national backgrounds. Informants representing the industrial sector rarely express the notion that their customers might have a negative attitude towards diversity. In response to the notion that their customers might see something negative with organisational diversity one industrial sector informant answered:

“I don’t think so, the opposite it should be, some companies today, for example IKEA and McDonalds and so on, they actively pursue all that and that’s something I respect” – 15)

Some express that their employees should appear representative of their organisation when interacting with the customers and consequently extreme appearance would be considered improper in these situations.

In regards to their colleagues and workgroups, many informants seemed to feel that there were no represented negative opinions in regards to having a diverse workgroup. An exception to this however was shown from an informant within the healthcare sector who explained colleagues’ views on diversity as the following:

“There exists a sort of small fear in that there shouldn’t be too many, and if you understand, that, that fear actually does exist.” – 16)

Informants from both sectors express the importance of having a functional work group or team and some appear to associate this with the team members complementing each others personal attributes. One of the informants from the industrial sector describes the tendency to prefer people with similar attributes and attitudes, but deliberately tries to disregard that and focus on complementing attributes, as seen below:

”… I mean you get a feel for a person, that you share common values and ideas and, so, so you think that this person, they are adjusted, fits in well with the gang and so on. But then you have to rethink, no but I should really get someone who complements, this person then, instead.” -17)

On the other hand a quite common association to the functional team is the importance of the team members feeling comfortable with one another and the problem of conflict arising from difference of opinion and perspectives which is considered related to differences in cultural background or attitudes as seen in the following quote:

“… occasionally if there are very different opinions. There are different perspectives… yes, perspectives, then, then one can perceive it as difficult some times because it leads to discussions… eh maybe when one feel they lack the time or it becomes an irritation…” – 18)

4.3.3 The recruitment process in regards to promoting and impeding diversity, possibilities of promoting diversity

The recruitment process is generally not seen as a potential tool in promoting diversity or as a hindrance to diversity for that matter, with certain exceptions depending on what procedures or individual guidelines the recruiters follow. Most informants when asked this question seemed to find the integration of these concepts hard to conceptualize, thus making some informants confused as to the question itself. A common answer to this question was to refer back to the organisations recruitment procedure and re-iterating that competency levels in regards to the applied position are what dictate which applicants precede to the interview-stage.

“… then it doesn’t matter if you are … from Sweden or if you are from a completely different country because it’s skill that’s important and that you are able to demonstrate it.” – 19)

Many also stress the importance of mastering the Swedish language in conjunction with answering this question. A sound understanding of the spoken language seems to be perceived as an integral part of the communicative skills needed to allow for being considered as a potential applicant for the advertised position. Both of these factors are however not reflections of the actual recruitment process´ potential to impede or promote diversity, as the question denotes. They are however more to do with which personal attributes can lead to an unsuccessful application within their recruitment procedures, for example language skills:

“We have a requirement that … you have to know the Swedish language. At least so that you can make yourself understood …” – 20)

Competence levels as a focal point to recruitment was developed further and explained by one informant from the healthcare sector as a hindrance to diversity due to the fact that the formal competencies which may be valid for the applicant’s country do not substitute as a valid or recognised formal competency here in Sweden, thus leading to the application being turned down, as seen below:

“That person can have the … formal competency for their own country, but doesn’t meet the criteria which our country sets …” – 21)

Even though all the organisations to which the informants belong are bound by the LAS employment legislation, it was seen as having a more central role within recruitment procedure in the healthcare sector. Several informants from healthcare experience that the usefulness of recruitment as a tool for diversification is limited and constrained by their legal obligations (as per LAS legislation) to offer new openings to previously laid-off workers before other internal or external recruitment measures can be taken. This is represented by the following quotes:

“We are controlled by workplace legislation in the way the actual recruitment is carried out … then I turn to an agency that then picks out the person who is next in line” – 22)

“We are relatively controlled because if I get, if I have a need // I as manager then have to contact this person at the personnel-agency // then you are controlled, you have to comply with that list then, you sort of don’t have a choice” – 23)

This sense of legislative constraint however was not at all evident from the informants representing the industrial sector. 

Other factors that could be seen to have an impact on diversity within the procedural dimensions of the recruitment process are for example one healthcare informant’s use of group interviews. The informant believed this to be something that had the potential to promote diversity.

The role of affirmative action within the recruitment process has also surfaced to an extent from the interview data. One informant from healthcare describes how upper management had sent out a formal memo to department managers specifically stating that in regards to temporary seasonal work, applications from males and job-seekers with a different ethnic background should be prioritised. This memo was however only mentioned by the one healthcare informant. Other healthcare informants have stated that they do not believe in affirmative action in the sense that there are more important qualities to take into account than aspects of diversity. This is seen in the following quote from an informant from the healthcare sector:

“Group interviews are a very good way to promote diversity, but we have been unanimous in that we won’t do it to whichever price just like that, but there are other things that are more important to us than diversity, so we, so we don’t just accept a man for being a man.” – 24)

On the industrial side, one informant describes efforts to promote a more balanced representation of gender within the organisation by an initial leniency in respect to formal qualifications. This is done to allow for greater numbers of females to get through to the interview-stage of recruitment thus increasing chances of their subsequent employment. This however was said to have been an unsuccessful way of tackling the issue according to the informant.

One informant from the industrial sector couldn’t see any procedural qualities of the recruitment process as a basis for impeding or promoting diversity, but stressed that it was more likely to be the people engaged within the recruitment process, more specifically the affected manager and their personal opinions that would be the deciding factor. In an elaboration to the question they state that naturally one can use recruitment as a tool to balance potential homogenous qualities within the organisation, but also adds that this something they have no personal experience of doing or even having reflected about. They conclude by saying that the most positive contribution one can make toward the recruitment process in relation to this is to generate a greater awareness amongst the people involved with recruitment. This awareness would encompass an understanding of the organisations current situation in regards to diversity, for example if certain populations within the organisation are overly homogenous and so forth.

There is also a case from the industrial sector where an informant describes limitations to an increased diversity from their inability to employ people of specific nationalities or with ties to these nationalities. These regulations are in line with their customers’ specific requirements and are politically motivated. For the organisation at hand it means that in terms of actively seeking a diverse organisation in regards to ethnicity, they are limited by their internal regulations and adopted recruitment procedures.

Another informant from the industrial sector admits to the fact that the names on the job applications do have implications on the recruiters’ attitude toward the application. He however adds that this is something he is personally very mindful of and actively tries to disregard. He however describes their names as “difficult” and also feels sorry for them in regards to how their names affect assessors’ judgements of the applications.

4.4 Individual attitudes and beliefs

This theme allows for the presentation of the informants individual attitudes and beliefs in regards to diversity. It also investigates the presence of “desirable” personal characteristics and out of work endeavours in the processed applications. It finishes with the informants own definition of diversity.

4.4.1 The informants own attitudes

There are no clear evidences of prejudice opinions or attitudes amongst the informants themselves. A few however express a perception of individuals with diverse ethnic and/or cultural backgrounds being different regarding values etc. This could be interpreted as a some what categorising and stereotyping behaviour. This is shown in the quote below in respect to beliefs about the openness in communication:

”… in some cultures you are not allowed to mention certain things.” – 25)

A few of the informants mention prejudice as more or less existing everywhere in society and that the organisation is no exception and some organisations claim to deal with this issue by implementing values such as respect etc into the organisation. One informant from the industrial sector believes that having a work environment with open communication and tolerance has to do with the specific leadership of the group or organisation. They reflect upon their own organisation and say that:

“I at least don’t believe there to be any, … direct barrier, but there is, eh it’s a lot to do with questions around leadership, that is to which, which degree of tolerance we have in our work environment. And that varies a little with respect to leadership.” – 26)

Some have experienced some difficulties with employees of diverse minority background being accepted by the existing workforce or difficulties based on practical implications (related to religion) and difficulties best described as culture chock.

4.4.2 The role of personality traits and social life

An applicant’s personality, attitudes, social skills, home affairs, out of work activities and perceived values are according to most informants’ something that is gleaned from a combination of reading in to the applicant’s CV and from the dialogue carried out under the interview. One informant describes the notion of evaluating the applicant as that of laying a puzzle. Every little bit of information is another part that adds to the greater understanding of the applicant.

The applicant’s personality, attitudes, social skills and values are all aspects of the self which are rated highly by most informants in terms of information that is useful in evaluating the applicant’s suitability for potential employment. Out of work activities were also seen to have a bearing on the recruiter’s evaluation of the applicant, but not to the same degree as the aforementioned attributes. Lastly the applicant’s marital status and social or family situation was something that the informants deemed of a lesser importance.

Some of the informants from the healthcare sector are particular with the applicant’s attitudes in relation to work in that they are to display an interest for that particular department and with the specific duties it entails. Some departments are also concerned about the applicant’s mental strength, due to the fact that patients will undoubtedly pass away, which for some people can be a traumatising experience. A few of the informants also stress the need to recruit people that are innovative and creative.

Some personality traits which are generally accepted as having a high importance is the ability to work autonomously as well as in a team, and having the social skills to allow them to integrate with the prevailing organisational culture. 

The need for a set of social skills that allows for integration to the prevailing organisational culture is best described by the following quote from an informant from the industrial sector:

“Don’t stand out … it’s important to begin with a mindful attitude, with a humble attitude, but later stride forth step by step, because you’ll be absolutely executed if you come in here too cocky, if you are un-Swedish, come in here, then you’re done for.” – 27)

It’s important to note that in the quote above, the informant isn’t being literal in his use of the word “executed” but rather in a liberal use of the word within the Swedish language he is referring to the complete social rejection and of the hypothesised person by the present employees. Also of note is the use of “un-Swedish”. The informant is referring to the hypothesised person as acting in a non-Swedish fashion, which is generally accepted as being somewhat reserved.

Another milder representation of desired social skills in relation to integration to organisational culture is seen in the following quote, also by an informant from the industrial sector:

“(Company name) has a certain way … it’s almost a little bit old-fashioned … and the person has to fit in otherwise he probably doesn’t fit in at all, I think that’s almost the most important part, feeling that he can fit in at (company name), we are a small company, you have to be able to talk to everybody, you shouldn’t you know be too lofty …” – 28)

Quote 27 and 28 reinforce the idea that a humble attitude is important for the social acceptance within the traditional industrial organisation.

Understanding an applicant’s values was described by one informant from the healthcare sector as something that they perceived hard to attain from the interview alone, that it was more likely to surface at a later stage of employment, in situations showing how the person deals with their patients.

In regards to out of work activities, some examples of activities judged positively, include for example team sports. Some informants don’t specify any particular activity, but stress the importance of leading an active lifestyle, which can be seen in the following quote:

“I think it’s important to have a relatively active life on the side, so that you don’t just go home and throw yourself on the couch maybe … I rather want the little bit more active person who is a little bit more up and go and who wants to do things, I think it has to do with the type of person you are, if you’re a certain way at work then you’re the same way at home, that’s why I feel it’s a little bit interesting to hear what else you get up to.” – 29)

One of the informants from the healthcare sector initially explains applicants out of work activities and private life as a low ranking attribute toward the evaluation as a whole, but admits to some aspects being seen as possible bonuses. The informant gives an example, being that if the work entails some degree of heavy lifting then an applicant who works out in their spare time would be viewed positively. This informant is however also the only one who actively defends applicants right to pursue whichever interests they choose which can be seen in the following quote:

“ … I think free time is free time and then everyone has a right to do precisely what they want, that’s something I as an employer don’t have anything to do with, because one has to be allowed to have a private life …” – 30)

With respect to an applicants home affairs, for example marital status and social situation, most informants tend to feel that these are things that are within the private domain and have no impact upon the recruiters evaluation of the applicant. Some informants however go on to say that it’s always positive if the applicant has a stable home situation so that there is less chance of personal problems from home interfering with work.

4.4.3 The informant’s definition of diversity

When asked to define diversity themselves, the informants all included ethnical background (usually tied to cultural differences) and gender. Usually ethnicity would be the first reference made. One informant from the healthcare sector defines diversity as:

“Well, diversity, is for me well it’s, eh well it’s both, lets say, gender eh, lets say competency even, ehh, ehh, people born in another country, so for me I think anything could be covered, I mean gender also has relevance.” – 31)

Age is some times included; sexual orientation is specifically included in one of the definitions (representing the health care sector). We noticed however during some the interviews that by being asked about and reflecting on the subject some informants broadened their definitions to include aspects such as age, sexual orientation, disability etc. Only one of the informants chose to define diversity on a broader basis and describes it as differences of all kinds such as foreign background, upbringing environment, different organisational background etc. One of the informants within healthcare chooses to see diversity as something that goes beyond identifying visible characteristics as can be seen in the following quote:

“Well for me diversity is, eh what kind of background you have is relatively unimportant really, where you were born or what colour skin, it’s a question that has to do with the individual …” – 32)

5. Discussion

This part of the report is aimed at analysing and interpreting the results of the previous chapter. This discussion will also utilise related theories and research in some parts so as to bring added depth and understanding to the results. It is also in this chapter where it will be evident if our research questions have been answered through our findings.

5.1 Methodological discussion

This will be a critical discussion in relation to the employed method within the report and if we have concerns that needs to be addressed, for example unforeseen effects from the use of or deviations from the method.
After conducting the interviews there was some uncertainty on how to interpret the interviewees answers regarding their candour. Even though there was a feeling of them trying to answer as sincere and accurate as possible there was also the risk of them answering politically correct as they would see themselves as representatives of their organisation and the issue of equal treatment is one where they would not wish to express any prejudice or opposing opinions on behalf of their organisation. Even though we explained that the interview material was to be treated confidentially some of the informants unfamiliar with the concept of writing academic reports such as this might have felt some uncertainty regarding the situation and might not have felt completely comfortable when answering the more sensitive questions which could have increased their tendency to provide politically correct answers. 

Another consideration when critically reflecting on how the study was conducted is the issue of informant selection. One might argue that in order to produce a more valid or accurate picture regarding diversity and discrimination issues one could have used individuals applying for positions as informants instead of the managers etc involved in the recruitment process. An alternative method which might have given more validity to the study is observation, probably observation of a recruitment situation. However, the aim of this study has been to provide a deep understanding and analysis of a holistic nature, where different aspects and different perspectives are considered. Therefore the choice was made to use the informants with the most insight in the recruitment process and who could provide information regarding the organisational culture etc.

5.2 Results discussion

In the discussion of results we will follow a similar presentation to that of the theory and results chapters, whereby we will attempt to start with a discussion around the broader organisational findings and work our way down to a discussion with an individual perspective.

5.2.1 Formal policies

Our interpretation of the information gathered regarding the use of policies referring to diversity and recruitment is that the policies in many cases have been developed in an attempt to adhere to legal requirements and public opinion. It’s likely that the policies were intended to be used as a strategic tool in order to improve the organisations diversity and recruitment management. We have seen however that the documents have stayed on a theoretical level failing to become internalised into organisational practises. This could be referred to Mintzbergs (1994) theory on realized strategy where the behaviour of employees (the informants) usually consists of a combination of intended, deliberate and emergent strategy. Our comprehension is that generally, the emergent strategies developed over time dominate the informants behaviour. Our study has also shown similarities with the study conducted by Knocke et al. (2003) as factors such as workforce supply seem to have a greater bearing on the recruitment process than then a formal personnel strategy.

The difference between the healthcare and the industrial sector regarding this issue is that the health care sector has an existing document regarding both diversity and recruitment which are not being used in day to day practice to much extent. A possible scenario would be that the formulators (central management) of the documents are to distant from the implementers (the informants) and therefore the intended strategies fail to be realized (Mintzberg, 1994).The industrial sector is represented by organisations with various use of this type of formal documents, in some cases the documents are non-existent. We felt that the few industrial companies that are developing formal policies with regards to recruitment and diversity do so to gain competitive advantages from a strategic point of view. 

The healthcare sector on the other hand was felt to have developed their recruitment policies in an attempt to improve their recruitment procedures so as to avoid problems regarding formal competency requirements being adhered to, as well as complying with current workplace legislation. 

The difference within the industrial sector could be explained by the difference in size, monetary resources as well as their technological advancements which would influence their approach to introducing new ideas and creative thinking for example, into their organisational culture. Despite these differences however, the emergent strategies that come from the employees and their own routines based on experience have shown to dominate their procedures. This is especially evident within the healthcare sector which we think could be explained by the healthcare organisations size and more traditional hierarchy making it harder for policy documents to penetrate downwards in the organisational structure. This will ultimately lead to the lower levels of the organisation relying more on their own emergent strategies. The industrial organisations which are in the process of developing policy documents regarding diversity are seen to be more modern organisations are more perceptive to current global trends for organisational practice. 

5.2.2 Organisational culture

The information obtained regarding the issue of existing organisational culture we perceive to be relatively honest, truthful depictions of both sectors current situations. This might be due to the fact that the informants did not directly associate organisational culture as a diversity issue thus making it less of a sensitive subject.

Our interpretation of the culture within the healthcare sector is that an open and supportive work environment is considered important. The communication within the workgroup however seems greater then the communication between the organisational levels. Creating an open climate seems to be imperative to the healthcare sector as they require high levels of communicative skills from their employees. This organisation supports this climate through setting aside time for formal as well as informal meetings for discussion and reflection. The importance of communication could possibly be explained by the nature of the work to be carried out as it deals with people with sickness and sensitive issues. The accuracy of the information to be conveyed also highly important, which is why it has been seen that knowledge of and the correct use of the Swedish language is relevant within the healthcare sector. This means that the criteria for communicative skills is higher than usual and consequently has an adverse impact on diversity with regards to applicants who do not have Swedish as their native language. 

The organisational culture of the industrial sector seems to be divided into two different scenarios. The more traditional organisations are characterised by conform group behaviour to a higher extent than the more modern industrial organisations which emphasizes the need for creativity and new thinking. The group behaviour of the more traditional industrial organisations could, according to Granér (1994), have a negative impact as the strong set of group norms prevents the individual group members from development. Furthermore the function of these group norms is to maintain and/or enhance the group identity (Brown, 1998) and emphasise group similarity. It would be crucial for these groups social identity to seek out various forms of positive characteristics for the group to which they belong in order to associate their own social identity with that of a positive group identity (Tajfel and Turner, 1986 in Brown, 1995). Consequently non group members would be negatively associated in comparison with group members which would become an impeding factor for diversity. 

As many of the informants in the study claimed that they involve existing employees in the recruitment process we can not help but reflecting on how the group norms of the existing workforce influences the decision making. It is highly likely that the employee who is a group member will evaluate applicants with characteristics similar to the group members more positively than applicants with differing characteristics.

The more traditional organisations have often been around for a relatively long time which means that their concept and organisational practices have survived over the years. Consequently their need for technical and structural change has become a less important aspect. The organisational culture is grounded in a stable workforce, stable practices, solidarity and a respect for the organisations roots, history and tradition. This work ethic and practice could be considered advantageous with respect to the nature of the work carried out, often being more labour intensive and less focused on creative thinking. This approach however, has an adverse impact in creating a diverse workforce. Even if these organisations inadvertently manage to produce a diverse workforce in regards to the percentage of employees with diverse backgrounds (minority groups of all kinds) their approach to organisational development will inevitably hinder their ability to utilize the potential advantages that a diverse workforce could contribute.

Consistent with Arvey et al. (1996) the industrial organisations that is currently experiencing growth seem to have an advantage when it comes to influencing the demographic composition of the workforce and seems to have a larger number of diverse employees within the organisation compared to the other industrial organisations. Many of the organisations seem to have difficulties incorporating a “critical mass” of diverse individuals (Arvey et all., 1996) into the organisations. Implementing diversity strategies throughout the organisation might be impeded by slow employee turnover as well as by the existing workforce (Arvey et all., 1996).

5.2.3 Recruitment procedures and diversity

One factor which inevitably hinders the creation of a diverse workforce, more so in the healthcare sector, is the current LAS legislation. The inability to choose applicants freely leads to limitations with regards to both diversity management as well as recruitment methods. A more active approach to diversity management where diverse applicant pools are strategically targeted is somewhat prevented by this legislation. 

The recruitment procedures are generally described as quite traditional as mentioned in chapter 4.3.1. The traditional method of recruitment employed by most informants also fails to actively target diverse individuals. For example the use of standard recruitment channels such as local press usually targets the mainstream population of that area.

We found that in most cases the recruiters used a relatively unstructured interview method and a few even emphasised their aspirations in creating an informal conversation within the interview situation so as to facilitate an understanding of the applicant and his/hers persona. This method has the potential to produce relatively biased and ill-founded decisions much reliant on the recruiters own persona. According to Knocke et al. (2003) as well as Heneman, Waldeck and Cushnie (1996) people tend to perceive people with similar traits as their own more positively than people with differing traits. 

Consequently, recruiters from the dominant norm with the society will prefer applicants who also correspond with the dominant norms. Within our study we observed that the informants were all Caucasian without any ethnic background or family. They were also perceived to have no noticeable deviating characteristics. According to the “similar to me” theory (Heneman, Waldick and Cushnie, 1996) this could potentially hinder the informants’ interest in employing applicants too much unlike themselves.

One interesting result is that none of the informants could produce an answer when asked to think about potential possibilities within the recruitment process to promote diversity. They had problems with conceptualising these possibilities and some of them had trouble understanding the question itself. We were a bit surprised that generally they did not see potential such as targeting diverse individuals through the use of alternative recruitment channels or emphasising the benefits of having a second language. A possible explanation for this lack of ideas (regarding the recruitment process and its potentials regarding increasing diversity) would be that the current procedures used when recruiting have become rooted amongst the informants so that thinking outside of the box becomes unnatural to them. It is also very likely that the organisational upper management have not put enough emphasis on promoting diversity and working with the issue on a deeper level.

According to our interpretation of the result, all of the organisations represented in the study could most likely be categorised as using a “Reactive diversification strategy” (Arvey et al., 1996). They all act relatively passively when it comes to creating a more diverse workforce as well as utilising the benefits of such a diverse workforce. Their behaviour could be describes as laissez-fair when it comes to diversity issues although there are no evidence of unequal treatment of applicants or employees.

The use of external recruitment agencies within the industrial sector to handle the bulk of the initial screening of applicants means that they have no opportunity for any strategic attempts at managing diversity. Even though handling large amounts of applications may be outside of the boundaries of what the company can process on their own, it also relinquishes any control over which methods are used within the initial screening of applicants within recruitment, which would be crucial to a serious attempt at increasing the focus on diversity whilst recruiting. This is especially prevalent within the positions with lower qualifications, which also make up the bulk of the employees. Similarly the use of external HR-specialists within both the industrial and healthcare sector to perform tests to applicants of higher positions also relinquishes this control over to a third party. The increased use of personality tests and such could be problematic as they have shown low levels of reliability (Knocke et al., 2003). 

The informants from both healthcare and industrial sectors stressed the importance of reference checking within their recruitment procedures. According to Knocke et al. (2003) reference-checking has been evaluated as a relatively unreliable method of selection. With reference-checking a highly relevant risk would be that there is always a risk of receiving incorrect information about the applicant as former employers tend to give a biased, often overly positive image. Another problem with reference-checking is the difficulty applicants with a diverse ethnical background encounter with producing references. If they have been employed abroad there is often a language barrier to be dealt with as well as a more complicated way of contacting the reference compared with contacting a Swedish reference.

When faced with questions regarding organisational and workgroup diversity, even though they were positive to diversity, their knowledge around the possible advantages of diversity seemed limited. This could be related to the lack of organisational commitment to these sorts of issues as well as a lack of own experiences with the positive effects of diversity. An exception to this can be seen within both healthcare and industrial sectors, where the experience of positive effects of diverse ages within the organisation seems to be a more common phenomenon.

Possible explanations as to why diversity issues have not permeated the organisations within healthcare and industry can be due to the nature of the work. It could be that the organisations within these branches don’t identify themselves with companies that need to specifically focus on diversity. The industrial companies who are not particularly service intensive may not experience the same need to promote themselves as a company which prioritises diversity as a competitive strategy. One industrial sector informant described that he had respect for certain organisations diversity strategies, for example IKEA and McDonalds. Therefore he can understand that diversity has benefits for certain types of organisations. This organisational lack of commitment towards dealing with diversity issues could be explained by the organisations institutional environments (Müllern & Östgren (1995). Such factors as strong behavioural norms that dominate the sector and are spread between the organisations through conferences etc. influence different aspects of organisational activity. It is highly likely that the strong sets of social norms observed within the industrial sector restrict the organisations from acting outside of the boundaries.

Although many informants claimed to view complementary attributes as important to the functioning workgroup some of them mentioned the problems that could potentially arise from to differing opinions and beliefs within the workgroup. In these cases, too much discussion or arguing seemed to be considered contra-productive. This could be explained by analysing the organisations in which this was regarded as a problem. These informants represented the more traditional industrial organisations where one could imagine that discussion, reflection and questioning procedures by the employers would cause problems, where the stable production of the products is of the highest priority. Furthermore the majority of employees within these organisations occupy relatively low level positions where the work-description and specific duties and responsibilities are relatively inflexible. Therefore the need for alternative thinking is deemed as a low priority.

The majority of informants within the healthcare sector seemed positive toward workgroups including more males, but felt that they were restricted by the low amount of male applicants to advertised positions.

The concept of gender diversity was less prevalent as a topic of interest within the industrial sector informants, who however also on occasion mentioned that most applicants to advertised positions were male. This increased interest in gender diversity within the healthcare sector as opposed to industry could be explained by the nature of the work within healthcare, personally dealing with clients’ needs and handling sensitive issues. We believe that the customer focus would encourage the healthcare industry to try to more actively promote gender diversity.

5.2.4 Individual attitudes and believes

Throughout the interviews it became evident that the organisations represented in this study seemed to lack a common approach when dealing with diversity issues. The laissez-faire tendencies which seem to exist within the organisations from both sectors leave it up to the individual employees to deal with these types of issues. Consequently, diversity issues are dealt with individually and even though we could not see any clear tendencies towards discriminatory behaviour amongst the informants this lack of a common approach makes it impossible to control and/or identify problems.

This lack of a central formal approach could stem from the informants and other managers not having identified a need to clarify the “official” stance in relation to issues based on diversity, from the simple and understandable reason, that they haven’t had enough people with diverse backgrounds to warrant such an action.

The fact that all of the informants have stressed the importance of personal attributes, personality and social skills when recruiting could be explained by the current work-life situation. In order for organisations to prosper or even survive there is often a need to promote development which naturally becomes a personnel issue as much potential lies within the employees’ creative contributions. The importance of personality, attitudes and such could also be related to the recruitment method involving matching the individual to the organisation (Knocke et al., 2003), where the aim is to produce an individual who contributes to the development of the organisation and complements the team.

The emphasis on personal attributes and social skills indicates that these particular “meta-functional criteria” (Tchibozo, 2002) are currently perceived important. Group interaction skills, for example, are in most cases completely independent of the task but they still might have an impact on the overall job-performance. The increased tendency to work on teamwork as strategy for development could be related to the increased emphasis on social interaction. Thus, how the informants perceive group processes could explain what type of recruitment strategy they apply.

Some informants emphasise creativity and innovation as desirable attributes within an applicant. These informants’ have a view that the group process and end result will benefit from having experimenting and thinking individuals who are encouraged to act for the constant improvement of the processes and products. These informants’ have stated clearly that they see stagnation as a threat toward the future of the organisation. This way of thinking can be generally positive for an increased diversity within the organisation.

Other informants who emphasise the importance of adapting and socially “fitting in” have a different perception of group processes. It is likely that their idea of a well-functioning team is a team with no disruptions from production, where everybody gets along and group cohesiveness is crucial. This approach focuses more on the individuals’ potential to adapt to the existing group which consequently prevents diversity.

The importance of an applicant’s private or home affairs and non-work-related activities in the recruitment process gave what we felt to be an interesting result. There was a general belief by the informants that the applicant’s behaviour and activities at home and free time reflected strongly on how their potential work behaviour and performance might look like. As Prien (1992) discusses how people tend to evaluate individuals future behaviour by estimating their current attributes we could see that this is an important and difficult task. The difficulties making an accurate prognosis regarding personal characteristics could explain the informants’ emphasis on reference-checking as well as use of personality tests for example.

We were surprised about how openly the informants would talk about this perceived association as well. Our interpretation of this general attitude is based on that quite a few of the informants complained over how hard it was to make judgements about the applicants character. We feel that the informants’ interest in the applicants’ personal life is a search for one of many indicators that will make up a more complete picture of the individual being assessed.

When asked to define diversity themselves, the informants’ rarely included more than gender or ethnic background within their definitions. We believe this to be based on their limited exposure to applicants with diverse characteristics, which prevents them from reflecting or taking a greater interest in the topic. As previously discussed, on an organisational level, the recruiters and management staff have not identified diversity as a strategic tool or of particularly high importance, and therefore the topic is not something promoted or understood within the organisation. Although the results gave no evidence of clear discrimination the limited exposure to diverse individuals could lead to an increased use of stereotypes. According to Brown (1995) if a person experiences uncertainty or anxiety there is a greater chance of applying stereotypes. If the recruiter encounters something unfamiliar and he or she consequently experiences uncertainty or anxiety his or hers judgement will become increasingly influenced by stereotypes. Increased exposure to diverse individuals on the other hand would lead to minimized or changed use of stereotypes through the creation of “sub-types”.

5.3 Research Questions

In the following chapter the research questions are addressed and answered based on the results and following discussions.

5.3.1 Research Question 1

· How can the recruitment process be characterised and understood with regards to:

· Promoting diversity

· Impeding diversity

The idea of the recruitment process as a tool that could potentially impact on diversity positively or negatively was not something most of the informants had contemplated. The descriptions of their recruitment processes do not include features that are considered to promote diversity in applicants. Neither are they tailored to be impartial in assessment or structure toward a diverse range of applicants. Despite this there was no clearly identifiable factors directly impeding diversity either.

The organisations from both sectors are seen to have very low numbers of people with divergent characteristics applying. In relation to this phenomenon, regardless of whether it is explained by the lacking control from use of external recruitment agencies or from the LAS legislation, the informants’ and the organisations that they represent can be seen to have a typical laissez faire attitude in regards to diversity within their recruitment process. In regards to diversification strategies (see. 2.2.2 Diversity Strategies) most organisations from both sectors are clearly identifiable as using a reactive diversification strategy. This concept is illustrated in the model below.
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Figure 1. Diversification strategies model

The model positions the “reactive diversification strategy” somewhere in-between the moral and business strategies and the anti strategy. The reactive strategy is passive and thus does not actively seek diverse applicants, but also doesn’t actively hinder them either as seen in the anti-diversification strategy.

5.3.2 Research Question 2

· How could one describe and understand the informants approaches to diversity management?

The informants approach to diversity management is that of trying to avoid discrimination on the basis of ethnicity, gender, age and so on. They seem to be aware that there are benefits to be gained by including diverse individuals into the organisation. However, they seem to have difficulties specifying these benefits which indicate that the subject matter has not been thoroughly processed. This could be related to the informants themselves lacking the experience of dealing with diversity issues or/and to the organisation not prioritising the issue. Choosing the organisational explanation we speculate on how the organisational culture as well as the type of organisation, operation, goals, size and globalisation can affect their approach to diversity management.

5.3.3 Research Question 3

· What factors could have an impact on how an organisation deals with diversity?

Our results show that the general approach to diversity amongst the organisations included in the study could be described as “Reactive diversification strategy”. The organisational behaviour is characterised as laissez-fair regarding creating and utilizing a diverse workforce. There are many possible explanations for this on both organisational, group and individual level as discussed in chapter 5. 

One of the factors we perceive as highly influential on an organisational level is the demographic composition of the workforce supply. The general attitude amongst the informants as interpreted by us is that an increased diversity within the workforce supply is desired and would increase the diversity within the organisation. 

Another factor that seems to influence the organisations intentions when dealing with diversity is the low use as well as lack of formal policies regarding the issue. For different reasons potentially positive policies on diversity seem to have difficulties penetrating the organisation.

The nature of the work to be carried out and operational strategies applied by the organisations is also highly likely to influence the organisations approach to diversity. The more creativity and new thinking needed to meet organisational objectives the more openness to discussion, reflection and different opinions and consequently diverse individuals with new, diverse ideas. According to our result as well as theory organisational growth eases the change in demographic composition of the workforce.

The organisational culture is another factor that seems to have an impact on how the organisation deals with diversity. There are no clear findings on how exactly this culture influences the actual dealing with diversity and this would take some more advanced research to provide clear answers. Theory on group behaviour, norms and in-group favouritism helps us understand however how the strong culture described by the informants representing the traditional industrial sector has an adverse impact on diversity.

Furthermore communicative skills seems be important especially within the healthcare sector and therefore constitutes an impeding factor when it comes to ethnical diversity.

On an individual level theory implies that the “similar to me” effect as well as the use of stereotypes is quite common and usually has an adverse impact on diversity. We found no evidence of such behaviour in this study. However these are fundamental to human cognition which are probably subconscious and not something the informants would wish to express in the interview situation. 

A factor which definitely has an impact on diversity is how group interaction is perceived. When group co-operation and cohesiveness are prioritised there is a need for new employees to fit into the existing group in order to avoid conflict. This consequently hinders diversity as well as the utilisation of diversity. When group creativity and new thinking are prioritised divers attributes and complementary individuals are needed promoting diversity within the organisation.

5.3.4 Research Question 4

Is there a difference between the healthcare and industrial sector in regards to the aforementioned questions?

The answer to this research question has been summarised using a matrix.

	
	Healthcare


	Industry



	Informants with access to a formal recruitment/diversity policy
	High
	Low

	Use of the formal recruitment/diversity policy
	Low
	Low

	Level of exposure to applicants with diverse characteristics
	Low
	Low

	Levels of hierarchy within the organisation
	High
	Low

	Private or private – organisational aim
	Public – effective treatment and empathic care as a product. New focus on competency levels


	Private – flexible production methods and competent workers



	Main characteristics defining organisational culture
	Respect, Emotional support, Culture was perceived to be specific to the differing departments though generally similar
	Solidarity, Close to management, Camaraderie, Historical aspects of organisation important

	Main characteristics defining the work environment
	Emotionally intensive
	Labour intensive

	Work climate – discussion and reflection
	A certain level of openness for discussion, no real time for reflection
	Openness for work related discussion though traditional industries have low tolerance for alternate views

	Perceived focal areas by the informants in applicant assessment
	Necessary qualifications. Communicative skills. Personality that complements group diversity
	Competency levels, team-player. For traditional industry: Personality that can adapt to the group

	Recruitment methods and routines
	Internal recruitment or internships. Often conduct own interviews. More emphasis on adhering to LAS. 
	Much use of external recruitment agencies.

	Organisational and workgroup diversity
	Homogenous in terms of gender (majority female) and ethnicity (majority Caucasian).
	Homogenous in terms of gender (majority male) and ethnicity (majority Caucasian).

	Importance of personality in applicant assessment
	Important traits include teamwork & ability to work autonomously, creativity, Swedish language skills, empathy mental strength
	Important traits include teamwork & ability to work autonomously, humbleness (mainly trad. Industry),

	Importance and use of information about an applicants private life
	Relatively important. Lifestyle can be seen as an indicator of personality type. An active lifestyle was preferable. One informant defended the right to privacy in these matters. Another informant explained that applicants starting a family as positive for keeping the worker for the long run
	Important for use as a predictor of future work performance. Some mention of team-sports. Important to have a stable private life as this tends to affect work.

	Informants own definitions of diversity
	Mainly ethnicity and gender. Some mention age. An other chooses to see beyond categorisations and sees diversity as personality types as opposed to something based on superficial or biological characteristics.
	Mainly ethnicity and gender. Some mention age.
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Appendix 1 – Original Swedish quotes

1) “Nu är det så jag har inte läst den i detalj sådära utan det är ju att rent formalia utan det är ju egentligen eh vad jag kan tänka mig ganska avskrivning av lagen egentligen.” – IP 1

2) “ Ah, det finns säkert nån rekryteringspolicy utan att jag kan den utantill.” – IP 2

3) “Inte någon som vi har formulerat. Faktiskt. Eh nej, det kan jag inte, det kan jag inte säga utan, strategin formas väl egentligen I det praktiska handhavandet så att säga när det gäller att vaska fram, eh, ja, kandidater då efter den måttstock som, som har utmejslat sig så att saga med åren, med tiden va.” – IP8

4) “…, dom arbetar ju på (organisationsnamn)snivå med det men alltså det man arbetar med här uppe ska ju också komma ut I organisationen (mm)… och där är det lite glapp kanske. (okej) Dom bjuder in till mångfaldsdagar har dom ju gjort nån gång, men det blir liksom inte den här genomslagskraften som… man kanske skulle önska.” - IP 3

5) “Ja, och det har vi och den har précis också kommit ut då. Så att den.. jag har ju sett den men jag kan inte eh skulled u fråga mig så kan jag inga detaljer I den. Men vi pratar väldigt mycket om mångfald nu …” – IP 10

6) ”Äeh det vi ju, vi anställer ju, om man är kompetent så kvittar det om man är röd eller gul eller nu vad man är.” - IP 9

7) “ … man säger vad man tycker och … ja, alltså vem som helst går upp och snackar med honom (affärsenhetschefen) om det är så … och våra chefer over huvud taget rör sig mycket ute I verksamheten, går runt I verkstäder och pratar med folk och sådär.” – IP 10

8) “ Ja, alltså man måste ju titta på, vi är ju inte en större organisation än att vi måste ju faktiskt kunna samarbeta allihopa, så på det sättet så måste man passa in, däremot, därmed inte sagt att man ska vara för lika, för det blir ju inte heller bra, utan man måste ju ha lite olikheter då men, eh , nej, det måste vi känna att den här personen, kan vi liksom jobba med på (företagsnamnet) alltså att de passar in på nått vis, och det är väl I våran, kultur just på det här företaget då.” – IP 7

9) “Jag tror största delen att det är väldigt stor respect att det är väl som jag har sagt … att om det är nånstans man ska ha kris is sitt liv så ska man gärna ha det på den här avdelningen för att … har de brytt sig om det här som har slutit upp runt den personen … det tycker jag är det viktigaste man har, det är trygghet på arbetsplatsen .”– IP 4

10) “Jag ser en större flexibilitet hos sjuksköterskorna, och en större, ökad förståelse och så. De är inte så gruppfixerade, de är mer individa, alltså individualister. Undersköterskorna är mera, till gruppen.” – IP 3

11) “… dom yngre kan komma in som inte har blivit, fått den där eh tunnelseendet som vi har va att gamla, utan dom kan knuffa på så… verkligen vågar ta steg framåt…” - IP 4

12) “Framförallt vill vi ha folk som vågar stå emot kulturen altså vågar stå emot det befintliga sättet att tänka och bete sig, och attityder och så där. Altså kulturen är ju jävligt stark när den har funnits sen (årtal over 100 år sedan), å då gäller det att vara, kraftfull, ödmjuk men stark (otydligt) om man hittar nån.” – IP 9

13) “Till sommaren så har vi sjuksköterskor som har gått som studenter här hos oss eller haft beröringar med oss sen tidigare, men några går ut till sommaren här då och är färdiga som sjuksköterskor, som jag haft kontakt med och vet att de fungerar. Det är ju väldigt viktigt det här, det måste ju fungera för medarbetarna, det är ju inte bara att ta vem som …” – IP 5

14) “Det är ju lite olika då, alltså vi, ja har ju mest kollektiv, anställda, om man sager så, å där är det ju så att, vi hyr till exempel personal från Lernia och så där. // Är det mera tjänsteman som är mer liksom en uttalad tjänst der är frågan om,… då har man ju dels annonserat first då, för att få svar, i lokalpress och kanske lite runtomkring då, och genom arbetsförmedlingen till exempel, sen är vu ju några stycken som går igenom var för sig brukar vi plocka ut … så går vi genom och ser har vi plockat ut ungefär samma, och då väljer man ju hit, ut dom, och tar hit och intervjuar och så har vi även en extern man som, vi tar hit och intervjuar de som vi tycker va de allra bästa.” – IP7

15) “…men vi prövar och arbeta lite annorlunda med dom frågor som vi ställer (i intervjun) eh  med lite bakgrunden i teorin att spelar kanske inte så stor roll vad man frågar utan det viktigaste är ju att få igång ett samtal med den anställde, den som vill blir anställd.” – IP 2

14) “Det är rätt mycket äldre också, och vi anställer inte bara äldre vi anställer inte bara yngre, utan vi har en mix utav det också, faktiskt. Vi har väl, senast nu har vi väl anställt personer som är 55, 60 där så att det, jag tror att det behövs en mix ute, det går inte att ha bara ung personal på ett, ett ställe.” – IP 6

15) “Det tror jag inte, tvärtom borde det vara, vissa företag idag typ IKEA och McDonalds å så vidare de satsar ju medvetet på det där å då det har jag stor respect för.” – IP 9

16) “Det finns ju alltså en lite sån där rädsla att det får ju inte bli för många, och förstår man nu, det, den rädslan finns lite faktiskt.” – IP 3

17) “… alltså att man känner för en människa  (mm) att man har ungefär samma värderingar och åsikter och… så (mm) så tycker man ju då att den, den stämmer bra, passar in i gänget och så… (mm) Men sen får man ju tänka till, nejmen jag ska ju ha en som kompletterar den här personen då.. istället.” – IP 10

18) “… ibland om det är eh man har väldigt olika åsikter (okej). Man har olika synsätt… ja, synsätt så, så kan man uppleva det lite jobbigt ibland därför då blir det diskussioner… eh kanske när man känner att man inte har tid va eller det blir en irritation…” – IP 5

19) “ … då spelar det ingen roll om du är … från sverige eller om du är från nått helt annat land för det är kunskapen som är det viktiga och att du kan förmedla den.”

20) “Vi har ett krav att … man ska ju kunna svenska språket då. I alla fall så att man kan göra sig förstådd …” – IP 4

21) “Den personen kan ju ha en … formell kompetens för sitt eget land, men uppfyller inte de kraven som vårt land ställer …” - IP 1

22) “Vi är då styrda utav arbetsmarknadens eh lagar eh hur själva rekryteringen går till … då vänder jag mig till en förmedling som då plockar fram den person som står på tur” – IP1

23) “Vi är ganska styrda för om jag får, om jag har ett behov // jag måste som chef då ta kontakt med den här på personalförmedlingen // då är man ju styrd, man måste följa den listan då, då har man liksom inget val” – IP5

24) “Gruppintervju är ett väldigt bra sätt att främja mångfalden, men vi har varit helt eniga om att vi gör det inte till vilket pris som helst sådär utan det är andra saker som är viktigare för oss än just mångfald, så vi, så vi tar inte in en man bara I egenskap av man.” – IP 2

25) “ …eh i vissa kulturer får man inte nämna vissa saker (jaha).” – IP 5

26) “Jag upplever i alla fall inte att det finns något, … direkt spärrskikt men det finns eh det är väldigt mycket ledarskapsfrågor alltså vilket, vilket tillåtande klimat som man har va. Och det varierar lite grann med ledarskapet” – IP 8

27) “ Stick inte upp … det gäller att komma in med en lyssnande attityd, med en ödmjuk attityd, men sen kliva fram steg för steg, för man blir absolut avrättad om man kommer in här och är för kaxig altså, utan är man osvensk, kommer in här, då är man körd.” – IP 9

28) “(Företagetsnamnet) har vi ett visst sätt … det är liksom lite gammaldags … och där måste människan passa in annars så passer han nog inte in här alls, jag tror det är det nästan som är det allra viktigaste att känna at han kan passa in på (företagsnamnet), vi är ett litet företag, man ska kunna prata med alla, man ska liksom inte vara för märkvärdig ... “ – IP 7

29) “Jag tycker det är viktigt att man har ett ganska aktivt liv vid sidan av, att man inte bara går hem och slänger sig I soffan kanske … jag vill gärna ha den här lite aktiva personen som är lite på liksom och vill göra nånting då, jag tror att det är man är som människotyp lite så, är man så på jobbet är man även så hemma så därför tycker jag det är lite intressant då att höra vad man gör mera.” – IP 3

30) “… jag tycker fritid är fritid och då har var och en rätt att göra precis vad den vill, det har inte jag som arbetsgivare med att göra egentligen, för man måste få ha ett privatliv …” – IP 5

31) “Ja, mångfald, det för mig så är det ju, eh är det ju både, vi säger, kön eh, vi säger även kompetens ehh, ehh, oliklandsfödda, så att jag tror för mig så kan allt täcka in, jag menar kön har ju också betydelse.” – IP 1

32) “Ja för mig är ju mångfald, eh att vad man har för bakgrund är ganska ointressant egentligen, var man är född eller vilken hudfärg, det är en personlig fråga det handlar om …” – IP 4
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