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Foreword: AMF Managing Cultural Diversity Training Program

It is my great pleasure to introduce you to the Australian Multicultural
Foundation’s Managing Cultural Diversity Training Program.

This training program has been developed by the Australian Multicultural
Foundation (AMF), in association with Robert Bean Consulting, as a resource
for business owners and managers in Australia, to support them in recognising
and encouraging cultural diversity in their workplaces.

Australia's diversity is a source of national strength and an asset to Australian
industries. It is important that Australian businesses acknowledge the
economic and social contribution of a culturally diverse workforce, and make
the most of the extensive skills, perspectives and networks of today’s
multicultural Australia. Resources such as this Managing Cultural Diversity
Training Program assist Australian industry and businesses to take advantage
of our diversity to improve customer service and competitiveness both here and
overseas.

As Australians, we have a tradition of acknowledging and celebrating
differences of culture, ethnicity, language and faith within an overall shared
sense of identity and purpose. Workplaces are critical in this process. It leads
to happier and more productive workplaces and benefits the whole community.

As the Parliamentary Secretary for Multicultural Affairs and Settlement
Services, | am proud to offer my support for this Managing Cultural Diversity
Training Program. This publication continues the long line of energetic and
often visionary work of the AMF in contributing to Australia’s success as a
multicultural society. | congratulate the AMF on its latest contribution and on
embracing this opportunity to help shape the future of Australian business.

y

Laurie Ferguson
Parliamentary Secretary for Multicultural Affairs and Settlement Services
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Foreword: Australian Multicultural Foundation

The Managing Cultural Diversity Training Program has been developed by the
Australian Multicultural Foundation and Robert Bean Consulting for Australian
business enterprises. This project is proudly supported by the Australian
government through the Diverse Australia Program. For more information, visit
www.harmony.gov.au.

Australian enterprises face numerous challenges which are characterised and
influenced by cultural diversity. Not only must they meet their compliance
obligations under a range of anti-discrimination laws, they must also compete
for talent, overcome skills shortages, and retain talent by meeting increased
employee expectations regarding conditions and opportunities. Enterprises
must constantly adapt to the realities of increased workforce and customer
diversity so that they can compete in culturally diverse domestic and
international business environments.

We are pleased to have been able to produce a manual that can assist your
business to address these business challenges and to capitalise on the benefits
of managing cultural diversity in the workplace. The program was also
developed to ensure that the message of the Scanlon Foundation’s 'Taste of
Harmony' campaign is translated into ongoing action at the enterprise level.

The manual includes all the materials needed to design and conduct training for
managers and team leaders that will help them to develop the skills needed to
factor cultural diversity into business planning, organisational development and
customer service.

The Australian Multicultural Foundation would like to thank Robert Bean for the
design and development of this training program and the Australian
Government for its initiative to support such a vital program. We would also like
to thank all the people from the numerous business enterprises in Melbourne
and Adelaide who were involved in the pilot program workshops for their
contribution to the development, research and evaluation of the manual.

P s

Dr. B Hass Dellal OAM
Executive Director
Australian Multicultural Foundation
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Training Program Resource Manual Introduction

Objectives

The aim of this training program is to enable small and medium enterprises to better
understand cultural diversity and how to manage it effectively to improve workplace
performance. This includes relationships, teamwork, productivity, market knowledge,
community relationships, customer service and competitiveness. Larger enterprises
can also benefit from using this training program.

The main training objectives are to enable participants to:

Learn about cultural diversity in the workforce and the business case for managing

cultural diversity

Identify and consider for their enterprises the actual and potential impacts and benefits

of cultural diversity

Increase their understanding of culture and cross-cultural interactions

Develop their cultural awareness and cross-cultural communication skills

Conduct a diversity analysis of their business strategies and operations

Develop an action plan for managing cultural diversity in their businesses

Learn about available resources and support services

Training Program Resource Manual Contents

This Resource Manual comprises four sections which present detailed notes and
discussions of the training program content as well as the participant exercises which
are presented as worksheets in the separate Training Program Workbook which

accompanies this resource manual.

These four sections can be provided as the training workshop workbook, accompanied
by a handout of the presentation slides, as an alternative to the Workbook provided in
this package. However, the more detailed notes and discussions included in these

sections are provided for training program designers and facilitators to give them a

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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more comprehensive understanding of the concepts, frameworks and processes of

managing workforce and customer cultural diversity.

The fifth section of this Manual provides a description of several resources and the
contact details of numerous agencies that may be able to provide support for

enterprises wishing to undertake cultural diversity training and development.

The sixth section is the Training Facilitators Guide. This is aimed at people who have
experience in facilitating workplace training and is designed to help them become
familiar with the program content and to prepare and conduct training for their own
enterprises. It contains an introduction to the field of diversity management and cross-
cultural communication training and detailed advice and instructions on how to design
and facilitate a one-day training workshop. These instructions can also be applied to

other training configurations.

Training Program Options

In addition to conducting the one-day training workshop described in the Facilitators
Guide, the material can also be modified to other configurations such as two half-day
workshops with workplace analysis activities between workshops, or workshops that

focus on the cross-cultural communication or team building components.

As the majority of small and medium enterprises do not have training facilities or
experienced trainers, another training option is for business and industry associations
or regional business development agencies to conduct public workshops. Where a
workshop is conducted for a specific industry, the materials can be modified to reflect

the industry's context and critical issues.

The materials are relevant to both domestic and international business contexts.
The materials may also be used for individual study, though this will not include the
interactive exercises described provided in the Manual and Workbook. For individual

study, it is recommended that business owners and managers read through the

Manual and complete the relevant worksheets for their own enterprise.

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Section 1

The Business Case for Managing Cultural
Diversity

“One of the five key challenges for senior managers over the next ten years is the
requirement to work well with new sorts of colleagues
and to manage diversity in the workforce.”

Enterprising Nation: Renewing Australia’s
Managers to Meet the Challenges of the Asia-
Pacific Century, Commonwealth of Australia,1995

‘The whole societal trend is towards being more accepting of diversity, valuing diversity,
and that has a major impact. There is no doubt that it influences the leaders in this
company to behave in a more sophisticated way around diversity issues. ‘We value

diversity’ is in our charter. It wouldn’t have been 5 years ago.”

Diversity Leadership, A.Sinclair & V.Britton Wilson
Melbourne Business School, 2000

Contents
e Understanding Diversity Management 8
¢ Diversity Management: The Big Picture 15
e The Industry Environment:
Cultural Diversity and Business Challenges 17
e The Business Case for Managing Cultural Diversity 19

o Organisational Factors

o Compliance Factors

o Market Factors
o Stages of Diversity Management Development 32
e Developing Your Own Business Case for Managing

Cultural Diversity 34
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Understanding Diversity Management

Can managing cultural diversity in your workforce contribute to a sustainable
competitive advantage for your enterprise?

A sustainable competitive advantage is something that your business does that:

e Is better than that of your competitors
e Is valuable to your customers
e Israre in your industry

e |s difficult to acquire or imitate

One in four Australian workers were born overseas, so simply having a culturally
diverse workforce isn’t necessarily a source of true competitive advantage.

The key is to understand cultural diversity well and to manage it effectively.

What is Diversity?

In the context of managing employees and serving customers, the term ‘diversity’
means all of the significant differences between people, including perceptions of
differences, that need to be considered in particular situations and circumstances.
Often the most significant differences are the least obvious, such as our thinking styles
or beliefs and values.

There are multiple dimensions of diversity which may be more or less significant in
different business functions and relationships:

[1 Gender [1Age

1 Culture 1 Ethnicity

1 Regional culture 1 Sexual orientation
[l Mental and physical abilities ) Education

[ Religion [J Language

[ Literacy "I Work experience

1 Functional role and status
"I Family status

"1 Geographic location

1 Communication style

1 Thinking style

"1 Personality

"1 Profession

71 Organisational culture

© 2010 Australian Multicultural Foundation

"I Economic status
1 Carer roles
[1Work style

[l Learning style

"1 Management style
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1 Industry
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Identifying Your Workforce and Customer Cultural Diversity

As a starting point for managing cultural diversity, identify and list below the cultural
backgrounds of your workforce and your customer base.

Workforce Cultural Backgrounds Customer Cultural Backgrounds

Identifying Your Future Workforce and Customer Cultural Diversity

If you are planning to hire new employees or to begin offering products and services to
new customers, in Australia or overseas, list their actual or probable cultural
backgrounds below.

Future Workforce Cultural Future Customer Cultural
Backgrounds Backgrounds

Plotting Workforce and Customer Cultures

One technique for studying cultures is to plot them along an arc representing some
general characteristics, which will be explained during the workshop. To begin this
process, we will plot all of the cultural backgrounds listed by the group on an arc. Then
you can plot your own listed cultures on the arc below.

High Context Low Context
Cultures Cultures

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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What is Diversity Management?

There are several definitions of diversity management. The following ‘working
definition’ encapsulates most of their features.

"Diversity Management" is the ongoing process of incorporating the recognition
of workforce and customer differences into all core business management
functions, communications, processes and services

to create a fair, harmonious, inclusive, creative and effective organisation.

Managing Diversity in the Workplace

e Encourages inclusion, participation and the full contribution of all staff to the
goals of the enterprise

e Actively looks for and capitalises on the benefits of having a diverse workforce

e Ensures compliance with legal obligations such as safety and equal
employment opportunities

Managing Diversity in the Marketplace

e Recognises and accommodates the diversity of customers, clients and
suppliers in the marketing and provision of goods and services

¢ Develops and enhances the reputation of the enterprise among diverse groups
in the community and in international markets

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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The Evolution of Diversity Management

The concepts and practices of diversity management have evolved over the last 30
years in Australia and in other developed economies with large immigrant populations.

Mid 1970s — Mid 1990s

First laws against racial and sexual discrimination. Legislation on equal
opportunity, occupational healthy and safety, human rights and the rights of the
disabled.

The main business imperative was ensure compliance to reduce risks of costly
legal action and penalties, injuries, damage to reputation, low morale and other
negative effects on productivity. This remains the case today.

Managers were responsible for fairness and tolerance through compliance
policies, control systems and staff training.

Mid 1990s — Present

Increased workforce diversity, increased competition for talented staff in a
globalised knowledge economy, higher employee expectations about work/life
balance, career and learning opportunities, flexibility, respect, consultation and
recognition. Laws against racial vilification and age discrimination.

The business imperative is shifting to a benefits and competitiveness model
that maintains compliance to reduce risks, while responding to social and
economic changes to ensure organisational effectiveness and viability.

Managers are increasingly responsible for minimising the disadvantages and
maximising the advantages of workforce diversity to ensure social cohesion
and inclusiveness as an essential component of organisational effectiveness.

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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How can Cultural Diversity be ‘Managed’?

The aims of managing diversity all sound perfectly sensible and beneficial — but how
are they achieved? There are several key points for consideration:

Managing and working with diversity is a generic skill.

It is fair to say that managers in most Australian organisations have always
managed diversity in one way or another. Most business owners and managers
deal with situations involving cultural differences as they arise or simply avoid
or ignore them. But those that actively manage cultural diversity are the ones
most likely to be more competitive.

Understanding what motivates and satisfies employees, whatever their
backgrounds or circumstances, is an important component of good
management.

Cultural background is one of the most complex of all the many dimensions of
diversity that influence a person’s motivations and expectations, along with
age, gender, physical and mental ability, education and so on. The presence of
people from many different cultures living and working in Australia certainly
adds to this complexity.

Essentially, we humans are more alike than we are different. Our differences
come from our upbringing, our learned ways of seeing the world and ways of
doing things. The most important of these differences are often the least
visible, the ones expressed in our values and attitudes.

Diversity management strategies must be linked to organisational and
individual performance.

An old management saying states that; "The quality of your performance
depends on the quality of your thinking —which depends on the quality of your
information."

When we lack important information about each other, misperceptions,
mistakes and miscommunications can happen.

Knowing how differences will affect relationships, decisions and actions in
complex workplace and social environments helps managers to improve
individual and team performance.

Diversity management requires organisations and individuals to acquire
new knowledge and skills and to develop cultural competence.

Effectively managing and serving people from different cultures requires a
combination of knowledge and skills that can be learned in order to develop
‘Cultural Competence’. Cultural competence is simply defined as the
awareness, knowledge, skills, practices and processes needed to function

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting



Managing Cultural Diversity Training Manual 13
effectively and appropriately in culturally diverse situations in general and in
particular interactions with people from different cultures.

Firstly, we need to understand the nature of culture and cultural diversity very
well.

Secondly, we need to acquire and work with broad concepts and frameworks
that will help us to analyse and manage cultural diversity in practical ways.

Without the understanding and concepts that help us make sense of cultural

diversity, we would be constantly working with details and dealing with complex
situations on a case by case basis.

e Working with and managing diversity raises many complex issues.
In the natural desire of groups of individuals to cooperate and work
harmoniously, without conflict, it is common to avoid recognising or discussing
differences among group members.

There is a job to do and we must all negotiate and compromise to ensure that
our differences don't get in the way.

However, diversity management requires an examination and discussion of
differences, their impacts and ways of working with them.

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Diversity and Equity Issues: Agree/Disagree Exercise

Business owners, managers and staff must deal with many issues arising from the
complexities of human diversity on a daily basis.

Instructions:

First. In Column 1, please indicate whether you strongly agree (SA), agree (A),
disagree (D) or strongly disagree (SD) with the following statements. You have 90 seconds.

Second. Compare your answers with another person. You must reach agreement on each
question. Write your agreed answers (A, D etc) in Column 2. You have 5 minutes.

Third. With the other person, discuss your answers to the questions with two other people,
again trying to reach a consensus answer to the questions. Record your Agree or Disagree
answers in column 3. You have 5 minutes.

1 2 3

1. Because cultural diversity is just a fact of life, calling attention to cultural
differences is unnecessary and potentially divisive.

2. The laws against discrimination, racism and harassment have been in
place for so long now that most employees know what must or must
not be done in any given workplace or customer service situation.

3. When communication problems happen between people from different
cultural and social backgrounds, cultural and social differences are less
important than personality differences.

4. The responsibility of a manager is to plan, organise and measure the
work of all staff in the same way regardless of their individual differences.

5. Managers may need to treat people differently to ensure fairness, but in
reality, employees should not expect different treatment because they have
all been hired on their ability to perform their duties and have all agreed

to the terms of standard job specifications and contracts.

6. Customers should not expect to be treated differently because of their
cultural differences.

Discussion:
Which statements generated most difference of opinion? Why?

What lessons regarding workplace communications can be drawn from this exercise?

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Managing Cultural Diversity: The Big Picture

In 1998-99 the Organisation for Economic Development and Cooperation (OECD)
conducted a global study of business and government organisations that identified
three key characteristics of excellent, effective organisations. (Bengtsonn, 1999)

Organisational Excellence and Effectiveness

Deperlds on
Knowledge Management Social Cohesion Innovation
(Brain Power) (Unity and Trust) (Good Ideas)

The last two decades have also seen the emergence of the concept of “The Triple
Bottom Line”, which holds that effective organisations need to attend to more than just
the financial results.

Organisational Responsibility
Involves attending to

Economic Results Social Wellbeing Environmental Impacts

(The Bottom Line) (Good Corporate Citizenship) (Being Green)

Cultural diversity in the workplace and the community will obviously influence the social
cohesion of the business and its contribution to social wellbeing.

Achieving Social Cohesion and Contributing to Social Wellbeing
Depends on an organisational culture which practices

|

Diversity Management
Which involves addressing

~ N

Compliance Factors Organisational Factors Market Factors

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Situation Analysis: Cultural Diversity and Your Business
Environment

The Macro Environment

How might cultural diversity influence your business environment?

Every business operates within a broad macro environment, which is commonly
analysed in terms of trends and situations in four categories: political, economic, social
and technological. These trends are beyond the control of individual enterprises.

In your group, discuss and list below any trends in each category that impact on your
enterprises and in which workforce or customer cultural diversity is or could be
influential.

For example, in the "Political" category, changes in visa requirements could lead to
changes in the cultural makeup of your workforce. In the "Social/Cultural" category,
population ageing could necessitate changes in your service or product offerings to
accommodate increasing numbers of aged people from different cultural backgrounds.

Category List any relevant trends in each category in which cultural diversity
is or might become influential.

Political e.g. immigration policy, changes in source countries, numbers and
categories of immigrants, foreign trade agreements

Economic e.g. interest rates, exchange rates, personal disposable income,
wage rates, recession, boom, globalisation, industry trends

Social/Cultural | e.g. ageing population, multicultural communities, increased job
mobility, increasing workforce diversity

Technological | e.g. IT, robotics, nanotechnology, communications, materials

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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The Industry Environment: Cultural Diversity and Business
Challenges

Research shows that Australian businesses in all industries face a number of common
challenges in which cultural diversity already is or could be a significant factor.
e Complying with equal opportunity, safety and anti-discrimination regulations
e Competing for talent and overcoming skills shortages
e Adapting to the realities of increased workforce and labour market diversity
e Managing and developing knowledge and innovativeness
e Managing workplace and customer relationships
e Developing and maintaining good community relations
o Meeting increased workforce expectations of conditions and opportunities
e Marketing to and serving culturally diverse domestic and overseas customers
o Competing in a culturally diverse international business environment

e Ensuring ethical conduct, due diligence and social responsibility

Economic and Social Drivers for Managing Cultural Diversity

Identify and list the economic and social drivers for your industry and enterprise to
managing cultural diversity in the workforce and for addressing cultural diversity in
marketplaces. Bear in mind that many of them are closely related. Then rank the
importance to your own business of all the drivers your group has identified.

1 = Low Importance 2 =Important 3 = Very important

Economic Drivers Rank | Social Drivers Rank
e.g. improving profitability, attracting e.g. good community relations,
quality staff workplace harmony,

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Workplace and Customer Service Cross-Cultural Experiences

Group Discussion:

What have you experienced? Have cultural or linguistic differences ever affected your
interactions with staff or customers? What happened? Were any problems caused?

How did you deal with them?

In your group, briefly describe your experiences or situations, noting the key points on
the left side of a chart. On the right, list the main issues involved in the situation.

The Experiences The Issues

Example: Client on the telephone with a very Poor communication

strong accent got angry when a staff member was Inability to respond appropriately
unable to understand them. Supervisor was Reduced service effectiveness and
called, spent several minutes calming the client efficiency

down before being able to determine what the Customer dissatisfaction

client wanted.

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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The Business Case for Managing Cultural Diversity

What is the business case for managing cultural diversity? What is in it for enterprises?
An old formula for productivity states:

Actual Productivity = Potential Productivity — Faulty Process

In most enterprises, the majority of process faults are human in origin, rather than
technical. Effective management of diversity - including cultural diversity - involves
identifying and addressing the human factors relevant to your general business and
specific project processes in three categories:

Compliance Factors Organisational Factors Market Factors
Equal Opportunity Organisational Development Industry Relations
Access & Equity People Management Government Relations
Discrimination Knowledge Management Community Relations
Harassment Product & Services Development Domestic Marketing
Health & Safety Customer Service Systems International Marketing

Benefits of Managing Cultural Diversity: What’s In It For Me?

There is research and case evidence that applying diversity management principles
and practices to each of the above factors is beneficial for business viability success.

In 2002, for example, the Standard and Poors (S&P) 500 top companies delivered an
average return on investment (ROI) of 5.7% over the previous four years. But the top
100 S&P companies for diversity management, measured in terms of retention,
morale, equal pay and career opportunities for minorities, delivered a ROI of 10.7%
(Watson, 2002). Since then, an increasing number of the major US companies
compete annually to be listed in the Top 50 Companies for Diversity awards (Diversity
Inc, 2009).

There are many documented benefits for organisations that factor diversity into
decision-making, planning and operations. Some benefits are achievable and
measurable in the short to medium term, such as reductions in complaints and
employee turnover. The main benefits are those that become part of the organisational
culture and endure over time to enhance inclusion, cohesion and productivity.

Taking an integrated diversity management approach that builds the compliance,
market and organisational development factors into your business operations can
deliver many benefits resulting in lower costs and higher profitability.

The business case for diversity management is simple. However in order to identify
enterprise-specific issues, aims and objectives, it is necessary to assess the business
case for action and investment in detail. The following sections describe the business
case in each factor category in more detail.

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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The Business Case for Managing Cultural Diversity:

Organisational Factors

Organisational factors are at the heart of the business case for managing cultural
diversity. Establishing an organisational culture and management system that
recognises, respects and utilises cultural diversity increases the effectiveness and
productivity of your workforce and underpins the management of the compliance factors
and the market factors.

The main organisational factors are:

Organisational Development

People Management/ Human Resource Management
Knowledge Management

Products and Services Development

Customer Service

Organisational Development

The business case for including the management of cultural diversity in the
Organisational Development process is that it is the central business function for
making strategic and business plans work. Competitive enterprises factor diversity into
organisational development strategies because diversity — including cultural diversity —
has been proven to strengthen strategic planning and contribute to competitive
advantage.

“If we want to transform our companies into all-inclusive, globally competitive
organisations, we have to manage diversity. Hiring is only the first step in building a
diverse organisation.... We have to make sure diversity is an intentional part of every
recruiting decision, every team assembled, every educational opportunity, every
promotion and every compensation decision. Every company that says it is dedicated to
diversity needs to ask themselves a few hard questions: Does our corporate culture
really accept the differences it invites? Do we really embrace the different perspectives
that come from... recruiting minorities, or do we secretly think that it’s all just the
‘politically correct’ way to act?”

Barry Salzberg, CEO, Deloitte LLP, Diversity Inc, April 2009

Sustainable competitive advantage is derived from resources — including human
resources — that are difficult to replicate and which add value to services and products.

Key Organisational Development Business Case Points

Improved long term planning accounting for demographic trends
Improved performance in management and team functions
Improved acquisition and management of human resources
Enhanced flexibility in response to market changes

Inclusive human resource management policies and practices
Reduced costs of faulty processes

Improved problem solving and decision making

Increased capacity for innovation

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting



Managing Cultural Diversity Training Manual 21

People Management

Organisations that manage workforce cultural diversity effectively and develop cultural
competence gain a number of advantages in attraction and retention, teams and
teamwork and international people management - making them more competitive in the
labour market.

Attraction and Retention

Enterprises that use diversity management strategies to address the concerns
of minority employees reduce annual workforce turnover, saving money,
retaining skills and enhancing their reputation in their industry.

Enterprises with a reputation for fairness, equal opportunity and respect for
minorities gain employer-of-choice reputations.

Talented individuals are attracted to organisations with a reputation for social
cohesion and active diversity management.

Positive workplace relations and an inclusive workplace culture result in reduced
absenteeism and labour turnover.

Teams and Teamwork

Reduced presence of in-groups and out-groups improves morale, flexibility and
productivity.

Increased team leader and team member awareness of cultural factors within
teams improves capacity of all members of the team to contribute.

Increased social cohesion of the workforce reduces the negative effects of
diversity on teams and facilitates more mobility between teams and sections.

International Human Resource Management

Using cultural and linguistic diversity of the workforce to better understand and
communicate with overseas markets.

Wider choice of potential overseas markets resulting from increased cultural
competence.

Increased effectiveness in recruiting, inducting and retaining overseas qualified
employees.

Greater flexibility in modes of entering overseas markets, such as joint ventures,
mergers, acquisitions, exporting and franchises.

Increased effectiveness and cultural adaptability of expatriate managers,
professionals and technicians.

Reduced failure rates of overseas assignments (Average: 20%).

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting
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Knowledge Management

Sustainable competitive advantage is also derived from the knowledge held within the
workforce that is difficult for competitors to replicate or acquire in the labour market.

“The unit of production as we move into the 21° Century is knowledge...and
knowledge is diverse. It comes in very diverse packages, so leaders in
successful organisations will have to make a fundamental mind-shift from an
industrialised, engineering type knowledge base to a strategic, knowledge-based
culture. Diversity is not a problem — the knowledge just happens to come in
different packages.”

Diversity Leadership, A.Sinclair, V.Britton Wilson, Melbourne Business School 2000
Knowledge management is the range of practices involved in identifying, creating,
continuously expanding, improving and sharing the knowledge, experiences and
insights of members of the organisation. The learning organisation or knowledge
organisation is one which finds the most efficient ways of sharing knowledge among
workers to build its knowledge as a strategic capability.

Businesses around the world are realising that informational and cognitive diversity can
directly contribute to competitive advantages.

Learning and Development
Learning, professional development, and training all contribute to these processes.

e Managing cultural diversity creates a workplace environment in which all
employees have learning and development opportunities

o Employees are more able to share knowledge and experience

e Providing learning opportunities for continuous professional and personal
development, increased staff loyalty and willingness to share knowledge

e Recognising and valuing employees' diverse backgrounds releases deeper
levels of knowledge and unique perspectives on problems and tasks

Training

Training all staff in working with cultural diversity, both within the workforce and with
customers, contributes to an enterprise's knowledge and effectiveness.

e Cross-cultural training improves workplace relationships and team effectiveness
e Cross-cultural training improves customer service and customer relationships

e Tailoring training to make it culturally inclusive and culturally appropriate
increases learning

In two recent Australian national studies, employers rated the importance of staff being
able to work with culturally diverse co-workers and customers at 4.3 out of 5, or 86%.
Three quarters predicted increased demand for cultural diversity training. Of nearly 800
employees who had completed cross-cultural training, 89% believed it should be
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mandatory for all employees in customer contact and 77% said it should be mandatory
for the whole organisation. These research figures send a clear message that cultural
diversity has become a significant business issue for Australian enterprises and their
employees (The Effectiveness of Cross-Cultural Training, SCIMA 2006, Cross-Cultural Training
and Workplace Performance, NCVER 2008).

Recent researchers are discovering that people from different cultures not only see
situations differently but also learn differently. ("Using linguistically, culturally and
situationally appropriate scenarios to support real-world remembering”, W. Thalheimer, SAI
Global, 2009).

Innovation

The aim of innovation in business is to generate a competitive advantage. Managing
cultural diversity as part of a knowledge management strategy encourages greater input
from employees from diverse backgrounds.

® Groups with diverse sets of experiences, mental models, thinking styles and
interpretations produce more options and more creative solutions to problems
and challenges than homogeneous groups.

e Diverse groups that use diversity management and cross-cultural
communication strategies experience more 'creative abrasion' and avoid
stressful and unproductive conflict or withdrawal.

Product and Services Development

e Diverse enterprises can draw on the knowledge and perceptions of culturally
diverse employees in the design and re-design of products and services.

e Employees who feel included and respected contribute more suggestions than
those who do not feel included.

Customer Service Systems

Enterprises that recognise the diversity of their customer bases and potential markets
are more competitive in their ability to align their products and services with the needs
and perceptions of customer and market segments.

e Employees from diverse backgrounds can identify customer needs in niche
markets and among non-traditional customer groups.

e Customer service systems that are sensitive to the ways in which cultural
background influences customer perceptions and expectations are more
effective, efficient and responsive, generating high levels of customer
satisfaction.

¢ Understanding customer cultural backgrounds and stages of cultural adaptation
enhances customer relationships and reduces stress levels among customer
service staff.
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The Business Case for Managing Cultural Diversity:

Compliance Factors

All business owners and managers are responsible for ensuring compliance with the
laws regarding the fair, just and safe treatment of employees and customers.

The business case for doing so is very clear.
e Compliance contributes to organisational cohesion, harmony and productivity.
¢ Non-compliance damages business productivity, reputation and social cohesion.

"People don't get along because they fear each other. People fear each other because
they don't know each other. They don't know each other because they have not
properly communicated with each other.”

Dr Martin Luther King, 1929-1968

One of the most significant social problems facing Australian society and enterprises is
the existence of racist attitudes and behaviours among a minority of residents and
employees. The damage to individuals who suffer racist comments and discriminatory
actions is also damaging to the whole community. Racism in the workplace is
particularly damaging for all concerned and for the enterprise as a whole.

Racism is mainly a product of ignorance and fear, often transmitted across generations
and among peers. Tackling racism in the workplace begins with ensuring compliance
with the legal framework but it must also include direct actions to reduce ignorance and
fear by enabling all employees to, as Martin Luther King says, properly communicate
with each other.

"Many migrants who come to Australia for economic reasons expect discrimination
and prejudice — and find it. But the fact is that | am better off than if | had stayed in
my home country, so | don't speak up. The discrimination does have a negative
impact, but | put up with it. Sure, things would be much better, and | could
contribute more, if | didn't feel that | was being held back all the time."

Diversity Management: Benefits, Challenges and Strategies, B.D'Netto,
D.Smith, C. DaGama Pinto, Commonwealth of Australia, 2000

Ensuring compliance is a good business investment. Failing to comply incurs both the
direct financial costs and a wide range of indirect costs. For example, the NSW
Discrimination Board calculated the financial cost of resolving a “relatively serious or
complex discrimination or harassment grievance” at $35,000 - and that was 10 years
ago (Lawlink, 1999).

On top of this can be the added costs of lost productivity, possible need to replace staff,
loss of other employees who may choose to leave because of the incident, damage to
reputation as an employer and a responsible community member, and possible loss of
customers.

The business case for addressing compliance factors is therefore undeniable, both as a
risk management strategy, but also as a social cohesion strategy that can deliver a
wide range of direct and indirect benefits.
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Key Compliance Factors Business Case Points

e Reduced discrimination and harassment

¢ Reduced conflict, complaints and grievances
o Improved opportunities for all employees

e Increased diversity in leadership and teams
o Happier, less stressed employees

e Reduced staff turnover

¢ Increased productivity

o Better reputation and public image

¢ Increased access and equity in service provision
e More customers and diverse markets

e Less sickness, accidents and absenteeism

e Lower costs, increased profits

Overview: The Legal Obligations of Organisations and Individuals
The main factors to consider are;

e Equal Opportunity

e Access and Equity

e Discrimination

e Harassment

e Occupational Health and Safety

e Other laws and codes relevant to the enterprise
o Industrial Relations
o Awards
o Enterprise agreement

Equal Opportunity Act

While each state and territory has Equal Opportunity Acts which differ in some respects,
these acts make it unlawful for anyone to be treated unfairly on the basis of their:

Age Sex

Marital Status Pregnancy

Sexuality Physical or Intellectual Impairment
Race

In some states it is also unlawful for anyone to be treated unfairly on the basis of their:

Religion Appearance
Criminal Record Political Persuasion
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The acts prohibit discrimination on these grounds in the areas of:

Employment Provision of Goods & Services
Accommodation Clubs & Associations
Advertising Conferral of Qualifications

Disposal of Land
The acts also prohibit:

Sexual Harassment: Unwanted or uninvited sexual behaviour which is offensive,
embarrassing, intimidating or humiliating; and

Victimisation: Treating someone unfairly because they have acted upon their
legal rights under Equal Opportunity laws

The Equal Employment Opportunity Act provides detailed provisions regarding the
recruitment, selection and fair treatment of employees.

Access and Equity Requirements

While the concepts of Access and Equity are primarily applied to public sector
organisations, the principles underlying them also apply to the operations of private
sector enterprises.

“Access’ refers to the process of ensuring that all members, customers and clients of
an organisation are equally able to obtain the services and resources needed to ensure
their physical, social, cultural and economic wellbeing.

“Equity” refers to the_quality of being fair, impartial and just. It is about ensuring that
everyone in the workplace and all customers receive a fair go.

Anti Discrimination and Harassment Acts

Business owners and managers also need to be aware of the range of other laws that
apply to workplace and customer relations management.

* Racial Discrimination Act 1975

+ Sexual Discrimination Act 1984

+ Equal Opportunity Act 1984

+ Affirmative Action (Equal Employment Opportunity for Women) Act 1986
* Human Rights and Equal Opportunity Commission Act 1986

» Disability Discrimination Act 1992

* Racial Hatred Act 1995

*  Workplace Relations Act 1996

¢ Racial Vilification Act 1996

The purpose and intent of these laws is to prevent the damage to society and
individuals that results from the age-old tendencies of human beings to see their own
groups as central and superior and form stereotypical views of outsiders. Stereotypes
are rigid, exaggerated and irrational beliefs about groups of people which often lead to
prejudice, which is a way of viewing people who are different as deficient.
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No one grows up without developing some degrees of stereotyping and prejudice as a
result of upbringing, culture, religion, media messages and life experiences. In life, as in
managing people, the starting point is to acknowledge our biases.

“We are instantly better served when we begin with the conscious assumption

that the biases in each of us may affect those around us in ways we don't see.

Then, we can practice paying attention to ourselves rather than simply denying
what is true.” Daniel Holden, The Diversity Factor, 2006

Occupational Health and Safety Act 1986

Most business owners and managers are well-aware of the requirements of the
Occupational Health and Safety Act 1985 and the business case for preventing injuries.
However, managing health and safety in a culturally diverse workforce requires
attention to language and cultural factors.

Workers from non-English speaking backgrounds cannot be assumed to have fully
understood safety instructions and safety inductions. Even those with good speaking
skills may not understand jargon or technical terms and may not read well.

There is a strong business case for developing an OHS communication and training
system for new and existing workers from culturally diverse backgrounds that ensures
their safety and the safety of others.

Key Compliance Factor Definitions

It is important for business owners, managers and team leaders to understand the
commonly accepted meanings of ‘prejudice’, ‘racism’ and ‘discrimination’ because they
are ‘loaded’ words that are associated with, and elicit, strong opinions and feelings. The
following definitions are taken from the Macquarie Dictionary. The descriptions of the
types of discrimination appear in the equal opportunity and human rights literature.

Prejudice: n.

. An unfavourable opinion or feeling formed beforehand or without knowledge,
thought or reason

o Any preconceived opinion or feeling, favourable or unfavourable

o Disadvantage resulting from some judgement or action of another

Race

Most dictionaries define 'race' as "a group of people of common ancestry with
distinguishing physical features, such as skin colour or build", and also as "human
beings collectively; the human race" (Collins Essential English Dictionary 2006), or as
"a category of humankind that shares certain distinctive physical traits" (Merriam-
Webster Dictionary, 2007). In these definitions, race is a categorisation of people based
on the way they look.

The term ‘race’ is no longer used by anthropologists or other social scientists, as the
concept is deemed to be a social and political construct with little or no basis in
scientific fact. All human groups belong to the species Homosapiens and share 99.9%
of genetic material.
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Racism: n.

. The belief that there are human races which have distinctive characteristics that
determine their respective cultures, usually involving the idea that one's own race
is superior and has the right to rule or dominate others.

. Offensive or aggressive behaviour to members of other perceived races stemming
from such a belief.

Discrimination: n.
e To make a distinction in favour or against a person or thing.

Types of Discrimination

o Direct Discrimination: Treating someone in an unfair or unequal way because
of attributes such as sex, colour, ethnicity, age or sexual preference. Direct
racial discrimination happens when someone is treated less fairly because of
his or her perceived race, colour, descent, national origin or ethnic origin.
Example: /t would be discrimination if a real estate agent would not rent you a
house because you are an Indigenous person.

¢ Indirect Discrimination: A rule or requirement that is the same for everyone
but which has the effect or result of disadvantaging a group sharing the same
attributes. Indirect racial discrimination happens when there is an unfair effect
on more people of a particular perceived race, colour, descent, national or
ethnic origin than on others. Unlike direct discrimination, indirect discrimination
may be justified if the policy or rule is reasonable and relevant to the particular
circumstances. Example: A policy that says you have to be a particular height
or weight to be employed in the defence forces may be discriminatory unless
the requirements can be justified.

e Institutionalised Discrimination: Covert or hidden discrimination against
particular groups (often unconscious) built into the seemingly neutral practices
and policies of an institution or organisation. Example: A company mainly
recruits by asking employees to recommend people they know. As people are
most likely to recommend those within their circles, this practice unintentionally
and probably unconsciously discriminates against the hiring of people from
backgrounds that are not represented or are under-represented in the company.

Ethnic / Ethnicity

e Ethnic (adjective) "1. pertaining to or peculiar to a population, especially to a
speech group, loosely also to a race. 2. referring to the origin, classification,
characteristics etc of such groups. 3. recognisable as coming from an
identifiable culture" (Macquarie Dictionary).

e Ethnicity (noun), is described as a sense of belonging to and sharing the
characteristics of a population including similarities of territory, place of origin,
language, dialect, physical characteristics, religion and customs.
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The Business Case for Managing Cultural Diversity:

Market Factors

A wide range of benefits result from applying diversity management principles and
practices to developing the most effective marketing strategies to the various markets of
an enterprise. There are cultural diversity aspects in each of the following factors.

e Industry Relations

e Government Relations
e Community Relations
e Domestic Marketing

e International Marketing

Key Market Factors Business Case Points

o Better relationships with multicultural market segments

e Better knowledge and understanding of culturally diverse market segments

e More effective communications and marketing

e Enhanced ability to serve a culturally diverse range of clients through staff
language skills and cultural knowledge

¢ Improved customer satisfaction and increased referrals

e Enhanced reputation with culturally diverse communities

o Enhanced reputation as an employer in domestic and international labour

markets

Industry Relations

¢ Improved communications and relationships with suppliers from diverse cultural
backgrounds, in Australia and overseas (approximately one third of Australian
businesses are owned and operated by people from non-English speaking
countries)

e Improved communications and relationships with industry buyers and suppliers
from diverse cultural backgrounds in Australia and overseas

¢ Increased scope and effectiveness of business networking in Australia and
overseas
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Government Relations

e Improved ability to meet government contract requirements for access and
equity in product design and service delivery

¢ Enhanced reputation for ability to serve customers and clients regardless of their
background

e Stronger proposals to federal, state and local government agencies through
demonstrated cultural competence

e Stronger export market development grant submissions through demonstrated
knowledge of target market cultures and cultural competence in international
business operations

Community Relations

o Better reputation among diverse communities derived from culturally and
linguistically relevant publicity, promotion and public relations

e Expanded pool of diverse sales force and customer service staff

Domestic Marketing

e More effective marketing planning resulting from accurate market demographic
data and local knowledge

¢ Better communication through use of cultural and language knowledge, use of
ethnic media, translations and interpreters

e Enhanced market research and understanding of consumer behaviour

International Marketing

e Increased target market knowledge, including national consumer behaviours
and understanding of informal institutions and communication channels

e More effective marketing design and testing for cultural and linguistic accuracy
e Reduced risk of marketing errors

e Establishment of durable and effective relationships and partnerships with
overseas agents, representatives and marketing agencies
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Summary: The Business Case for Managing Cultural Diversity

ORGANISATIONAL FACTORS

Improved long term planning accounting for demographic trends
Inclusive human resource management policies and practices
Improved work team interactions and relationships

Improved productivity and morale

Improved retention and development of employees

Improved performance in management and team functions
Improved acquisition and management of human resources
Enhanced flexibility in response to market changes

Reduced costs of faulty processes

Improved problem solving and decision making

Wider range of skills and perspectives available

Enhanced innovation and creativity

COMPLIANCE FACTORS

Increased access and equity in service provision
Reduced discrimination and harassment
Reduced conflict, complaints and grievances
Improved opportunities for all employees
Increased diversity in leadership and teams
Happier, less stressed employees

Reduced staff turnover

Better reputation and public image

More customers and diverse markets

Less sickness, accidents and absenteeism
Lower costs, increased productivity, increased profits

MARKET FACTORS

Better relationships with multicultural market segments

Better knowledge and understanding of culturally diverse market segments
More effective communications and marketing

Enhanced ability to serve a culturally diverse range of clients through staff
language skills and cultural knowledge

Improved customer satisfaction and increased referrals

e Enhanced reputation with culturally diverse communities

e Enhanced reputation as an employer in domestic and international labour
markets
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Stages of Diversity Management Development

“The challenge [of managing diversity] is to develop a new way of thinking about the
social world, a new way of treating ‘difference’, a frame of mind which sees the
potential, the excitement of working with people who are different.”

Enterprising Nation (The Karpin Report) 1995

Key Management Questions Regarding Cultural Diversity

Most business owners and managers deal with situations involving cultural differences
as they arise, or simply avoid or ignore them. But those that actively manage cultural
diversity are the ones most likely to be more competitive.

An important management skill is the ability to minimise the disadvantages and
maximise the advantages of workforce or customer diversity. To do this, a number of
key questions need to be asked:

e Which aspects of workforce and customer cultural diversity need to be taken
into account when planning and delivering services?

e Which aspects of workforce and customer cultural diversity affect planning
services, assigning tasks, delivering and monitoring services?

¢ How much does workforce or customer diversity impact on the performance of
managers and teams?

e Are there any misunderstandings or communication problems due to cultural
and language differences among employees or customers?

e Have we identified the perceptions, problems and concerns which employees
have about cultural diversity?

¢ Do we have a workplace climate in which people feel free to voice concerns
about cultural diversity issues?

o Do we have an organisational culture which values and rewards diverse
perspectives and styles?

o What skills and attributes do managers and team leaders need to work with and
to manage cultural diversity effectively?

e At what stage of diversity management development is our enterprise?

© 2010 Australian Multicultural Foundation Designed by Robert Bean Consulting



Managing Cultural Diversity Training Manual 33

Stages of Diversity Management Development

Organisations go through distinctive stages in their development of the capacity to
manage diversity productively. At which stage is your organisation on this Diversity

Maturity Continuum*?

Stage 3 Acclaimed

Accomplished

Strategic approach to diversity

Differences respected and valued

Diversity integrated into business planning
Management measures established

Flexible practices the norm

Management support for diversity highly visible

Little or no evidence of discrimination, harassment, poor
language or intimidation

Stage 2 Achieving
Adopting

Acceptance

Diversity programs developed
Difference acknowledged

Management measures defined
Work/Life balance viewed as important
Diversity support for managers and staff
Discrimination/harassment unacceptable

Awareness of expectations, language, cultural
differences

Harassment, discrimination, bullying dealt with
decisively

Stage 1 Aware

Asleep

Little support for diversity

Conformity encouraged

Managers not accountable for diversity

Work/Life conflict considered normal

Formal complaints of harassment/discrimination
Unacceptable language, intimidation, bullying evident

Employees feel powerless to deal with issues

*Adapted from Taylor Cox, Diversity in Organisations, 1990
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Developing Your Own Business Case for Managing Cultural
Diversity

To start developing a business case for investing time, effort and resources in the
processes of managing cultural diversity, you need to identify critical areas impacting on
your business operations and establish what benefits you will aim to derive from your
investment of time, money and other resources.

Back in your business, you will need to establish the business case to the satisfaction of
your partners, managers and staff if your cultural diversity management efforts are to
succeed and be sustainable over time.

On the next page, select the factors for which you will need to address workforce or
customer cultural diversity, using the integrated diversity management framework
structure below.

Some examples:

In the People Management factor of attraction and retention, if attraction and retention
of culturally diverse technicians or professionals is critical to your business, tick the
appropriate box and rank it highly. If you are not recruiting from your customer base,
write n/a (not applicable) and don’t rank that factor.

In the Compliance factor of Equal Opportunity, businesses have obligations in the area
of Equal Employment Opportunity and also have obligations to the public in the broader
area of Equal Opportunity. Here you might determine that ensuring equal employment
opportunity is quite important for your business and needs attention. On the other hand,
you have an approach to customer service that is already fair and equitable. So, if it still
an important factor you would tick that box, but rank it fairly low on the scale of
importance to your business.

In the Marketing factor of International Marketing, if you are not marketing or planning to
market internationally, you wouldn't tick either the workforce or customer columns. But if
you were planning to market to an overseas target market, you would tick workforce
cultural diversity and rank it fairly highly because current or potential employees from
your target market would be valuable assets in this area. You might also have
customers within Australia who are from your target market and who would valuable
sources of consumer information.

1 = Low Importance 2 =Important 3 = Very important

Diversity Management Factor Workforce| Rank| Customer| Rank
Cultural Cultural
Diversity Diversity

People Management: Attraction & Retention

Compliance: Equal Opportunity N 2 N 1

Marketing: International Marketing N 2 N 3
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Business Case Development Exercise:

Identify and Prioritise Relevant Factors

1 = Low Importance 2 =Important 3 = Very important

35

Diversity Management Factor Workforce| Rank| Customer | Rank
Cultural Cultural
Diversity Diversity

Organisational Factors

Organisational Development

People Management: Attraction & Retention

People Management: Teams & Teamwork

People Management: International

Knowledge Management

Product and Service Development

Customer Service

Other

Compliance Factors

Equal Opportunity

Access & Equity

Discrimination

Harassment

Occupational Health and Safety

Other

Market Factors

Industry relations

Government relations

Community relations

Domestic marketing

International marketing

Notes/Questions:
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Section 2

Cross Cultural Communication

Contents
e Understanding Culture and Cultural Diversity in Australia 37
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e Understanding the Process of Cultural Adaptation 49
e Developing Organisational and Personal Cultural Competence 52

"Hierarchy is so much stronger in France and Britain than it is here. | am used to
having to use quite formal language.... Here there is great openness and more
opportunities to network across levels of the organisation. People are seen more on
the same level as human beings rather than as holders of titles or positions."

"Disagreements occur in Australia without people becoming offended.... People in
India tend to be much more sensitive. | had to get used to the fact that here you can
disagree with someone's idea but still be friends with them at the end of the day."

"l am a very direct person — even in Brazil people thought that — and | have to tone it
down a lot here. In conflict situations, people want you to stick to the facts.... In my
culture, we want to engage! | would much prefer to be told to go to hell than to hear
nothing from somebody. But I've learmed that you have to let people cool off here, the
ice stage, and then you can address it later in a soft, indirect kind of way."

Quotes from G'Day Boss! Australian Culture and the Workplace,
Barbara A. West and Frances T. Murphy, Tribus Lingua, 2007
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Understanding Culture and Cultural Diversity in Australia

If the quality of your performance depends on the quality of your thinking, which
depends on the quality of your information, the lack of information about cultural
differences and how they affect interactions can be a great disadvantage — in life and in
business.

What are the effects of cultural differences on team dynamics, communication,
relationships, problem-solving, innovation and cooperation?

For organisations, managers and individual employees to understand and anticipate
the effects of cultural differences on employees and on customers, they need to
develop ‘cultural competence’. The starting point for developing cross-cultural
communication skills is to understand the nature of culture.

What is culture?

The term 'culture’ has several definitions, from the biological to the artistic. The
sociological or anthropological definition describes culture as "the sum total of ways of
living built up by a group of human beings, which is transmitted from one generation to
the next" (Macquarie Dictionary). It is also defined as a group's shared system of
beliefs, values and rules of conduct. Culture is an abstract concept. Culture is
constantly changing and includes diverse sub-cultures.

"Communication is culture and culture is communication. People cannot act or
interact at all in any meaningful way except through the medium of culture."
Edward T. Hall, 1966

"Culture is the collective programming of the mind which distinguishes the members
of one category of people from another." Geert Hofstede, 1984

"Culture is a deep phenomenon, merely manifested in a variety of behaviours. Culture is
the pattern of automatic assumptions, unconsciously held and taken for granted.”
Edgar Schein, 1985

"Culture hides much more than it reveals, and strangely enough, what it hides, it hides
most effectively from its participants.”  Edward T. Hall, 1966

A culture is the way a group of people have learned to solve problems and resolve
dilemmas. It is ‘the way we do things around here’. The key question for understanding
cultures is "Why?"

Culture Operates at Several Levels
¢ National Cultures

Regional Cultures

Occupational Cultures

Organisational Cultures

Team and Group Cultures

Culture Also Operates at Several Personal Levels
e Cultural upbringing
e Personality type
e |deological framework
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Generalising versus Stereotyping

In order to understand culture and compare cultures, we need to generalise, while
being very clear about the differences between generalising and stereotyping.

Generalising

Generalising is the grouping of elements to form logical categories to make sense of a
complex world. We simply cannot respond to all of the isolated and disparate elements
we encounter or observe in our interactions with different groups and types of people
so we group information into categories.

When observing different cultures we can make general observations based on our
knowledge and experience. For example, we can generalise that:

‘Western’ societies tend to be individualistic
Germans tend to value efficiency and formality

U.S. Americans readily praise personal achievement
Japanese society values discretion and politeness.
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Stereotyping

But when we take these categorisations of general observation and apply them to
whole groups of people, ignoring individual differences, we stereotype everyone in
those groups. The stereotypical views of the above generalisations could be:

» Australians are selfish

» Germans are uptight

» Americans are show-offs

» Japanese never say what they really think

The key differences between generalising and stereotyping are:

Generalisations Stereotypes

Retained consciously Retained unconsciously
Descriptive, not judgemental Judgemental, not descriptive
Modified by subsequent experience Not modified by experience

In considering the diversity within workforces and among customers and clients, we do
and must generalise a