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A. Introduction

A.1 Introduction to the InterMED project
InterMED is a European project which aims to promote intercultural mediation as a skill for managers employing an
international and/or intercultural workforce.
Across Belgium, the United Kingdom, Poland, Italy and Portugal, and through a tailor-made training programme for managers
who have, or wish to have, foreign employees. The programme objective is to improve the integration of migrants in their
workplace and, thus, into society. In fact, when migrants, refugees or asylum seekers are well integrated into the labour market,
their productivity and contribution to the national economy is more important.
However, managers and companies are not always aware of the importance of intercultural mediation within the workforce, and,
therefore, do not make it a priority. They can also feel confused and helpless when making newcomers feel comfortable in their
new environment and this can prevent them from reaching their full professional potential. To address the lack of knowledge
and competences in the intercultural mediation field, the InterMED project aims at supporting SME managers who are:
Currently managing an international workforce.
About to recruit migrants and want to successfully integrate them in the workplace.
Currently not managing an intercultural workforce and need more information about the business case for diversity in the
workplace through recruitment, retention and progression strategies.
In a general mediation process, the role of the mediator is:
Helping parties to reach a shared solution to their problems.
Avoiding taking sides, making judgments or giving guidance.
Being responsible for the development of effective communication strategies and for the establishment of consensus
between the parties (http://www.civilmediation.org).
In the context of the project, mediation is, therefore, mainly aimed at cultural understanding and ensuring that conflict due to
misunderstandings is avoided. The skills developed and implemented in this programme aim at enabling managers to maximise
the talent of their migrant employees including negotiation, intercultural communication, conflict resolution, problem solving,
active listening and coaching. The training methodology consists in two pillars:
1. Active learning methodology, including role-playing exercises, presenting intercultural scenarios and other practical
exercises focused on topics of mediation and intercultural communication.
2. Participants’ self-reflection, goal setting and action planning during the “Diversity Circles”.
Besides the training for managers, the project partners have developed a “Business Case for Diversity Management”, a guide
presenting the advantages of employing migrants and how to manage a diverse workforce in order to benefit fully from
diversity.
This guide includes successful case studies of companies who have embraced diversity and is made available for all interested
parties via the e-learning platform. Migrants are also invited to share their stories and to nominate their companies on the
“Diversity Wall of Fame” section.
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A. Introduction

Partners

Obelisk (Belgium), lead partner: Obelisk is an advisory business which provides
training and event planning services as well as its own learning centre in Leuven.
Obelisk adopts a critical, no-nonsense approach to providing services for
employees, job seekers, teams and organisations.

Inova (UK): Inova Consultancy has been running since 2001 and provides
consultancy services in the areas of entrepreneurship and career development, with
a focus on diversity and equal opportunities. In particular, the organisation focuses
on supporting those who are under-represented or who face particular challenges to
fulfil their potential in a professional setting.

Materahub (ITA): Materahub is a consortium in the South of Italy that works at the
international level to support enterprises, start-ups and aspiring entrepreneurs, institutions
and organisations through European projects. For years Materahub has been an intermediary
organisation of the European programme ERASMUS+ for young entrepreneurs.

CTCP (Portugal): Centro tecnologico do calçado de Portugal is a private, nonprofit organisation, which has provided 30 years of all sorts of services to the
footwear and leather goods cluster including more than 1500 SMEs. CTCP
support is focused on the dynamic factors of competitiveness including
improvement of working conditions and the wellbeing of the footwear and
leather goods’ industry collaborators.
Globalnet (POL): Globalnet SP Zoo is an educational institution, a limitedliability company that belongs to the non-formal learning system in Poland and
mostly operates in the adult learning field. The company designs, develops,
implements e-learning products and software and provides e-learning
solutions and services for business sector and education.
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A. Introduction

A.2. What it is and who is this manual is for?
This “Business Case for Diversity Management” guide is aimed at showing managers (currently managing an international
workforce, willing to integrate immigrants into their workforce, or just curious about recruiting and managing
an intercultural workforce), both the benefits of employing migrants and how to manage a diverse workforce so they
can benefit fully from diversity. It aims to facilitate and encourage understanding and respect for other cultures and
perspectives. This guide is made of five main sections:
1. Section A. Introduction to InterMED project and the Guide: this first section includes the general goals of the project, the
main stakeholders, the methodology and the expected outcomes.
2. Section B. Migrants in employment in Europe: case studies: this section includes examples of good practices of how the
intercultural mediation was realised within companies with migrants’ employees. This research carried out in each partner
country lays out the positive aspects for both the workforce and the company, and, if data available, feedback or
testimonials of these experiences.
3. Section C. A business case for diversity: the benefits of diversity linked to business profitability: in this section, the focus is
on the positive correlation between human diversity in a business and its profitability.
4. Section D. Managing Diversity, Tips and Tricks for Managers: this section includes tips, tricks, outcomes and
recommendations based on the expertise of all partners and the experiences gained during the pilots (especially the
feedback received from the business sector). The outcomes are divided into 3 parts, each of them representing a training
day.
5. Section E. Links to the platform and the training materials: this section enables readers to further develop their education
around intercultural mediation and management.
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B – Migrants in employment in
Europe: case studies
B.1 Introduction
In this section, the partners looked for 2 case studies (good examples/practices) in their countries, showing the benefits for the
companies when hiring an international workforce. As a general comment, there were some commonalities amongst the
organisations, despite them belonging to different sectors. In most cases, the international workforce comes from the necessity
to overcome the lack of employees in some specific sectors. However, beyond this logistical approach, the mixing of employees
sharing different cultural backgrounds, tends to have positive effects on the general organisation and its employees. First,
dialogues and exchanges between the different ethnic groups are encouraged and highly supported by the organisations.
Second, the issues of insertion and integration are often seen as a priority by the managers. As a result, the working
environment is better for employees and this tends to improve their professional performance.

B.2 Outcomes
The information below provides an overview of the case studies, good practice examples and evidence of the benefits of
companies who employ an international workforce.

Italy
Ravagnan (manufacturing firm)
Workforce details: 17 foreign workers (both men and women) from 5 different ethnic groups: Romanians, Moroccans,
Senegalese, Malians, Bangladi
Benefits for the company and/or the workforce: For the workforce, “assimilation” rather than “integration” into Padua
city area. For the company, the foreign employees helped to overcome the lack of workforce; a greater focus was put on
allowing the immigrants to gain a solid linguistic grounding in Italian.
Impact / Testimonials / Customer feedback: Immigrants and people of different cultures reflect on their own experience, share
themes and problems that others, other communities and other territories in Italy are, like them, living and facing, generating
practices and, above all, adopting solutions.
Reference: http://immi.se/eiw/texts/National_Report_Italy.pdf

Insieme si può (welfare sector)
Workforce details: 190 out of 900 workers are foreigners (Romanians, Albanians, Ukrainians, Moroccans, Croatians), with a
female prevalence
Benefits for the company and/or the workforce: Guarantee of dialogue between different ethnic groups, considerable
investments in terms of time of human resource staff at welcoming and insertion in the host environment.
Impact / Testimonials / Customer feedback: Contact with people: strong element of trust in the relationship with people to
substitute the family members.
Reference: http://immi.se/eiw/texts/National_Report_Italy.pdf
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B – Migrants in employment in
Europe: case studies
Portugal
UNDANDY - Personalised footwear
Workforce details: Swedish, Australian, Canadian, English, Syrian and Brazilian
Benefits for the company and/or the workforce: “A team combining 7 nationalities from around the world, all based from our
office in Lisbon. This diverse mix of cultures and languages is really at the heart of making UNDANDY a success. After all, the
business is only as good as the people driving it.”
Reference: https://www.undandy.com/us/a-year-in-the-life-of-undandy

Altran - TECHNOLOGICAL
Workforce details: 20 nationalities
Benefits for the company and/or the workforce: The company has an in-house machine to help all outgoing employees, from a
residence permit to help finding a home. “We have a person integration package in Portugal. We helped to settle in the early
days because we want you to feel integrated and supported,” explains Célia Reis, director of Altran Portugal.
Reference: https://www.altran.com/pt/pt-pt/ https://insider.dn.pt/featured/talento-so-contratar-estrangeiros-resolve-falta-deprogramadores/19723/

UK
NHS, health sector
Workforce details: UK - nearly 20% of the NHS workforce are from a Black, Asian and minority ethnicities
Benefits for the company and/or the workforce: The National Health Service in the UK is aiming to create greater levels of
sustainable inclusion within the NHS by addressing the social, organisational and psychological barriers restricting Black, Asian
and minority ethnicities (BAME) colleagues from progressing. The organisation has introduced the Stepping Up programme,
which aims to promote leadership development. They have also created the BAME network to address the inequality of Black
people in the mental health system. Through these initiatives, the NHS is aiming to create a more diverse working environment
for all members of staff. Moreover, the network should provide better healthcare for all British citizens, no matter what their
ethnicity.
Impact / Testimonials / Customer feedback: Hannah is a Project Manager in the NHS and she has felt the benefits of the
recent initiatives which have increased diversity throughout the organisation. She now works alongside a range of different
cultures and ethnicities. She feels that this diversity has improved the work that her team are doing as it is more applicable to
the British population. In particular, Hannah highlighted that she has learnt a lot more about Asian culture through her
colleagues. She noted that the work she did was much more beneficial when her team was more diverse, as each team member
introduced positive aspects from their background such as generosity, kindness and patience. Moreover, she is able to learn
about them and their culture as she works alongside them.
Reference: Face to face interview. Information about the NHS schemes can also be found here:
https://www.nhsbmenetwork.org.uk/ https://www.leadershipacademy.nhs.uk/programmes/the-stepping-up-programme/

"The European Commission support for the production of this publication does not constitute an endorsement of the contents
which reflects the views only of the authors, and the Commission cannot be held responsi¬ble for any use which may be made
of the information contained therein.”

BUSINESS CASE FOR DIVERSITY MANAGEMENT

6
3

B – Migrants in employment in
Europe: case studies

Gaming software developer organisation (chose not to disclose the name)
Workforce details: UK - a diverse workforce made up of people from the Netherlands, Latvia and Germany
Benefits for the company and/or the workforce: Working in a diverse environment enables managers and colleagues to learn
about other cultures and ethnicities. As long as we are able to remain aware of differences we can avoid disputes and schisms.
Impact / Testimonials / Customer feedback: Anja is from Holland. In Holland, Anja was used to her colleagues buying cakes
for her on her birthday and passing treats round the team. Sue, a UK employee is used to buying cakes for everyone in her team
on her birthday. Anja could not understand why colleagues were making jokes about her being mean on her birthday and making
snide comments that she did not buy them any cakes. The manager went out to buy cakes to improve the atmosphere. Alex was
aware that he could not buy cakes for everyone's birthday, but he felt that buying them for Anja highlighted the differences in
culture and the simple steps that can be taken in order to bridge the gap and ensure that everyone feels welcome and
comfortable.
Reference: Face to face interview with the team manager.

Poland
BETON zachodniopomorskie - construction company
Workforce details: Ukrainian, Polish - vocational education
Benefits for the company and/or the workforce: The company creates sustainable inclusion. Staff can acquire and coexist
with different cultures and learn from each other. The coexistence of people from different cultures creates better work
performance as staff feels more motivated and involved.
Reference: Face to face interview

One of the biggest online shops - chose not to disclose the name
Workforce details: Polish, Ukraine, British
Benefits for the company and/or the workforce: The company benefits from cultural diversity. The whole performance is
better. The working environment is more interesting.
Impact / Testimonials / Customer feedback: One of the managers said that sometimes different cultures are difficult to deal
with and all staff should try to acquire knowledge about different cultures, especially those with whom they work. People from
Ukraine try to separate from the rest of staff, but we try to do our best to integrate them.
Reference: Face to face interview
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B – Migrants in employment in
Europe: case studies

Belgium
Cronos - ICT
Workforce details: From all over the world
Benefits for the company and/or the workforce: Commitment: super motivated employees. Niche market within IT: training
tailored to the company, specific skills and theory that is not offered in any other training. Working in a socially responsible way:
social commitment and the importance of giving these talented individuals a chance. WIN-WIN: they make so much profit within
the Cronos group that they have the money to finance the Meraki-academy (they do not lose anything) and in return, they get
talented people who come to work for them. Relevance: experience is a good start. Advantage in war on talent
Reference: Company visit

Elief - Daycare
Workforce details: 9 NATIONALITIES
Benefits for the company and/or the workforce: Being open to everyone. Getting to know different cultures. Reflection of the
neighbourhood. Show all parties that the project works! There are many people who didn't believe in it at first. Many non-Dutch
speakers. Feel safer here because of the different cultures. The parents are better able to talk about their children and feel that
they are better understood. The language barrier disappears.
Reference: Company visit
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C – A business case for diversity

C.1 Introduction

Diversity is what our world is made of and what makes it a better place. We are in contact with diversity every day and diversity
is growing in the workplace.
An organisation with more diverse representation at any level is more prepared for change, challenges and will achieve greater
profits. Many studies support this statement, (McKinsey & Company, Peterson Institute for International Economics, etc.).
The first studies were dedicated to gender diversity; however, nowadays diversity excels previous achievements and the
organisations are indeed experimenting with cooperation among a wide range of cultures, races, religions, ethnicities and ways
of thinking.
Still the compromise of all beliefs and desires, from different cultures co-working in the same organisation makes it more
prepared for diversity, and therefore able to achieve greater profits in any condition.
More recent studies revealed that gender diversity is just one side of the story. More culturally and ethnically diverse
organisations were more likely to achieve above average profits. Firstly, this statement was supported by studies on diversity
management, but nowadays it sweeps the whole organisation, showing a significant correlation between diversity and
performance. This is typical of industrialised countries, but likely possible at a global scale.
Consequently, diversity may be the differentiator which makes organisations more competitive. When we talk about
competitiveness, we also talk about profits and financial returns, which is the clearest business language.
However, how does diversity help companies to achieve their goals? Although there isn’t a scientifically proven correlation
between diversity and profits – greater diversity doesn’t automatically mean greater profits – the fact is that organisations that
commit to diversity at any level become more successful and competitive, because diverse work forces tend to perform better.
They improve their customer orientation, they become more focused and they increase employee satisfaction.
However, this is not enough. It is important that the organisations do more for diversity opportunities, namely attracting,
developing, mentoring and retaining the new generations’ talent.
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C – A business case for diversity

C.2 What does the “business case for diversity” mean?
“Business case for diversity” is a state-of-play concept started many years ago and often discussed within organisations. Many
organisations use it to justify corporate diversity and inclusion initiatives, but very few managers know the exact meaning of it
nor know how to apply it to their own companies.
The actual meaning of “business case for diversity” involves understanding that nowadays there is real value in the diversity and
perspective that employees from a wide range of cultures can bring to a business organisation. In principle those organisations
that deal with diversity are better prepared to deal with a wide range of customers’ needs, wants, beliefs and exigencies. More
diverse organisations can even achieve better profits whether from the increasing sales/services and from a higher corporate
reputation and gains of image.
The “business case for diversity” is a rational description of the real value that diversity can add to an organisation. This is
similar for businesses which are for-profit purposes and not-for-profit. In any case, the business case for diversity can improve
the success of an organisation. Therefore, it is important to understand the meaning of a “business case for diversity” not only
for your business but for all businesses, and the involvement of the managers is determinant.
One interesting exercise for organisations is the so-called (in maths) “reduction to the absurd” when one explains the benefits
of a clause from its negation. Meaning, to think in an upside-down direction and evaluate not only what diversity can do for the
organisation, but what homogeneity cannot do.
Some studies (McKinsey) have shown diverse teams (teams comprised of people of different races, genders, and backgrounds)
promote creativity, foster critical thinking, and tend to make better, more thoughtful decisions because they consider a wider
range of perspectives. Other studies indicate diverse teams feeding interpersonal conflicts, reducing cohesion, and slowing the
pace of learning.
Diverse settings can change how people behave, form impressions, and make decisions. Think about how we talk about topics
related to diversity — diversity helps or hurts, weakens or strengthens, increases or decreases a given outcome. The problem
with describing effects in this way is that it has created a convention in which people think about homogeneous groups as
nothing more than a “control condition”— a baseline of normal functioning to which diverse groups should be compared.
Certainly, homogeneity is normal in society — people frequently find themselves in groups with others who are similar. In fact,
it’s proven that people tend to be less attuned to members of social categories that they are more familiar with. For instance,
it’s proven that individuals asked to classify others by race are slower to do so for those who have the same race as them. The
same for gender issues: when asked to consider contexts in which there are gender differences, explanations tend to focus on
how women are different from men, not the reverse.
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C – A business case for diversity

Just as we tend to fail to appreciate prototypical social information, we may be less aware of the role that homogeneity plays in
shaping group behaviour. That homogeneous groups are regarded as prototypical can easily be confused with the notion that
the behaviour we observe in these groups is rational, accurate, or optimal.
Some research suggests that homogeneity can lead individuals to underestimate the actual complexity of group tasks because
they assume that others’ behaviour is more predictable than it is. The reason is explained by a basic principle of social
psychology. People in homogeneous groups tend to believe that because others look like them, they are like them in terms of
having similar perspectives, knowledge, and behaviour. This assumption of like-mindedness feels comfortable; it caters
to our basic human need for social acceptance and inclusion. But it also creates blind spots in our judgments and behaviour.
We underestimate the potential for seemingly similar others to have substantively different perspectives and ideas, which can
lead us to make oversimplified, perhaps even, objectively inaccurate, assessments in these contexts.
The point is not that diversity has no effects on behaviour. Rather, it is that homogeneity does too. And sometimes it is the
behaviour in homogeneous groups — not diverse ones — that is the anomaly in need of explanation.
Maybe now it is worth asking what the functional value of homogeneity is for organisations?

C.3 What are the top 5 universal benefits of a business case for diversity?
There is a huge list of benefits of a business case for diversity. Some of the benefits, which will be applied whatever the
business is, are the following:
Increased engagement from part of the workforce, which leads to higher productivity and quality of the work/performance.
Improved creativity, with different inputs from different perspectives and life experiences.
Improved decision-making process, because more perspectives are utilised.
Improved organisation image and corporate reputation.
Improved capacity of dealing with a wider range of customers, coming from different countries, languages, cultures,
races, ethnicities, etc.
But there are more, such as:
Easier to recruit and an increased access to employee base – considering diversity, now the choice in the recruitment
process is even wider. The universe of candidates is wider and better.
Improved employee retention.
Some benefits have to do with the type of business you are running. For instance, if your sector organisation is highly sought
after amongst youth, maybe, the first benefit mentioned, concerning the wider universe of recruitment, is not so important.
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C – A business case for diversity

C.4 How do you make the business case for diversity in your organisation?
Examples of some of the more individualised aspects of diversity could include:
Appeal to the growing diversity in your consumer base, potentially giving you an advantage in product development and
marketing, and ultimately in sales and market share.
Obtain a more global perspective on your business, leading to better supply chain sourcing and lower costs and/or higher
quality.
Each organisation will have to articulate how diversity can help its strategic objectives in terms similar to the above. Moreover,
leadership must seek out evidence to prove or disprove the role of diversity in their organisation. As the enterprise becomes
more diverse, does it experience growth and increased profitability? Is it more creative? This is important, because no initiative
will take root unless its proponents can convince the organisation at large that it brings success.
At the end of the day, the business case for diversity will not be successful, unless leadership of an organisation internalises it
and uses it to drive decisions. They must believe diversity is important and that their organisation’s future depends as much on
building a diverse and inclusive workforce as on building a robust supply chain and strong customer relationships. Indeed, they
must believe that their diverse workforce is integral to improving the other aspects of their business model.
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D– Managing Diversity: Tips and
Tricks for Managers

This section includes tips, tricks and outcomes as well as recommendations based on the expertise of all partners and the
experiences gained during the pilots (especially the feedback received from the business sector).

D.1 TRAINING DAY 1 – BEYOND THE DIFFERENCES
Introduction to the module: overall objectives and learning outcomes
Main aims
Define culture and intercultural mediation in your own country and beyond without stigmatising or caricaturing.
Transform intercultural misunderstandings into better cooperation with respect.
Become more aware of our perspectives, how we look at people and cultures to break stigmas and barriers.
Emphasise the importance of a vision on diversity in the workplace; therefore, small and medium enterprises (SMEs) will
be more intercultural in their approach.
Translate this vision into a personnel policy with attention to recruitment, integration and retention.
Create self-awareness about the benefits of an international workforce.
General framework
Before you learn how to mediate between different cultures, it is important that you gain insight into culture and stereotyping.
Culture has been taught. Culture influences the way we think, feel and behave. Culture can even be our perception and this
distorts our judgement about others. We are often unaware of how much culture influences our way of communicating.
Theory
Culture: in other countries
Hofstede: Intercultural Communication Model
Professor Geert Hofstede conducted one of the most comprehensive studies of how values in the workplace are influenced by
culture. He defines culture as “the collective programming of the mind distinguishing the members of one group or category of
people from others”. One of the most widely used frameworks for analysing cultural differences is the model developed by the
eminent cultural theorist, Geert Hofstede. In this model, the differences in culture between countries have been plotted along
five dimensions, which can be used as the basis for predicting the cultural differences between countries. The five dimensions
of cultural differences are: power distance; masculinity vs. femininity; long-term orientation vs. short-term thinking;
individualism vs. collectivism; and uncertainty avoidance.
Learning outcomes
Managers will gain insight into the Lewis Model and Hofstede Model approaches with regards to intercultural differences.
This will help develop interactions with people from different cultures.
Managers will develop a basic vision of diversity in their organisation on topics such as recruitment, integration and
retention.
Managers will explore the benefits of an international workforce and visualise this within their own organisation.
Managers will become more aware of their perspective regarding different cultures. This will enable them to break the
stigmatisation of other cultures.
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D– Managing Diversity: Tips and
Tricks for Managers

Tips and Tricks

1. Culture is like an iceberg. You can only see some aspects of culture, only these readily visible to the observer, such as
clothing and language. Other aspects of culture are not visible from the outside, such as beliefs and values.
2. Learn and study about different cultures. The more aware you are, the less you will face misunderstandings between
cultures.
3. Be open to organising events from other cultures, for example promoting social events, between employees to know
different better each other and other cultures.
4. Acquire knowledge about different cultures to lead to intercultural awareness and understanding. Welcome information from
migrants on their life in the host country.
5. Differences in a workplace increase diversity. If well managed, this can lead to a more inclusive environment.
6. Do not expect all cultures to be similar; therefore, you should not expect everyone to act in the same way.
7. Promote counselling and information on rights and duties, struggle against discrimination, equality of chances.
8. Promote specific support, such as linguistic or religious adjustments.
9. Support to migrants in relation to administration and public services they must address.
10. It’s essential to be able to act as go-between with public authorities: providing institutions with information on the cultural
context and the understanding of specific behaviours in various areas, such as accommodation, education, social and health
care.

Outcomes from the training and circles sessions
Training outcomes

Overall, the InterMED training programme has been a great success. This project has tackled a subject that is often overlooked
or not discussed in depth – leading to cultural misunderstandings. The course content explored the learning goals through
presentations, interactive learning and discussions. The participants of the first pilot stated that the opportunity for discussion
was highly successful and it enabled them to explore issues and solutions. Participants enjoyed the course, as well as the
chance to share experiences and meet new people, and the group dynamics were excellent.
There is a definite need for a training programme that supports managers to work with an intercultural workforce and to do so
without being uncomfortable about what is acceptable and what is not. It seems that breaking down misconceptions around
cultures and doing so in a way that is interesting, interactive and inclusive can only have positive results. Taking into account
feedback from participants in all partner countries, future participants can be guaranteed an improved programme for the
second pilot.
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Tricks for Managers

Circle outcomes

Overall, the InterMED CirclesTM were very successful. CirclesTM have been used effectively for a range of projects, which seek
to support underrepresented and disadvantaged individuals. Therefore, this methodology has a successful history, which is
applicable to the InterMED project and training.
This programme brought together a group of managers or trainee managers who were eager to improve the diversity of their
organisations. This project has tackled a subject that is often overlooked or not discussed in depth and this avoidance can lead
to cultural misunderstandings. Through the support network, the participants were able to formulate and set goals to meet
each week, and the group setting motivated them to fulfil the goals promised. The most successful aspect was the discussions
between the participants.
Participants enjoyed the course, as well as the chance to share experiences and meet new people, and the group dynamics were
excellent. An unexpected and additional positive outcome is that in the UK, participants agreed to stay in contact and continue
to hold the Circles independently of a facilitator. Indeed, an additional Circle has already taken place and this is a positive
aspect for the sustainability of the project.
In conclusion, in a globalised world, there is a growing need for a training programme supported by Diversity Circles, which can
enable managers to work with an intercultural workforce. Allowing them to come together in a safe environment and hold
discussions, which address the many everyday issues and challenges that they face whilst managing a diverse workforce, can
only be positive. The Intercultural Mediation project breaks down misconceptions around cultures in order to create more
inclusive and positive work environments.

D.2 TRAINING DAY 2 – FROM DIFFERENCES TO SYNERGY
Introduction to the module: overall objectives and learning outcomes
Objectives and learning outcomes
As a manager, you know the different cultural styles and basic principles of cultural synergy.
You gain more insights in your own cultural style.
You learn to interpret how others react regarding cultural differences and how to interact with these differences.
Switching mindsets for more empowerment: not looking at background but focus on talents and qualities of each employer.
Teaching other team members to stimulate the power of the difference in cases.
General framework
In the case of conflicting interests, there is always a field of tension between two human tendencies. On the one hand, wanting
to impose your own cultural way of doing things. On the other hand, the desire to do good for the other and to go along with the
other’s cultural way of doing things.
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The figure below visualises this field of tension:

Tips and tricks
This model is not about one cultural style being better than another, whether a particular cultural style is good or bad, it's about
consciously dealing with it and consciously choosing which cultural style to apply. Tips and tricks in choosing a cultural style:
Cultural Dominance: Cultural domination is not about imposing your own culture on others. On the one hand, in the case of
cultural domination, you act in a way that is very self-evident from your own cultural background. On the other hand, you act
culturally dominant when certain agreements or rules are violated.
Cultural Avoidance: This cultural style is used in order to avoid confrontation. Someone who is culturally avoidant does not
impose their own cultural expectations from a professional point of view. This style is useful when it is necessary to resolve an
issue quickly or when the issue is trivial to the other.
Cultural Adaptation: Instead of doing what is self-evident from your own culture, you do your best to do what others find
important. You will use this style if you want to keep the peace, or in the case of everyday problems. You prefer harmony.
Cultural Compromise: When you think that both parties need to change their attitudes or way of thinking or handling a little, so
that they can come to a common decision or understanding. You can use this stile when you are searching for a quick
solution which is good for both parties.
Cultural Synergy: If you want to improve the long-term cooperation with your employees and you believe that new ways of
thinking and handling not only make the team more professional but also the mutual understanding towards each other. As
already mentioned, it is important that you choose consciously which style you want to apply. This is an overview of the
strength of each style, the pitfall, when it makes sense to use a certain style and what language is used.
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As you can see, achieving cultural synergy requires effort and at the same time considers what both cultures find important.
That is why we will now dig deeper into how to achieve this cultural synergy. A checklist to achieve cultural synergy has been
prepared below:
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STEP 1: DESCRIBE THE SITUATION FROM ALL POINTS OF VIEW
In order to determine the situation from different points of view, it is important to describe all aspects as factually as possible.
Facts are things that you are sure has happened. You are 100% sure it is true: examples, figures, numbers, things you've seen,
things you've heard
“I would like to discuss the following with you, because I notice …”
“I notice that…”
“I see that…
“I hear that…”
Importance of facts:
Clarity
Are we talking about the same experience?
STEP 2: INTERPRETING
Interpretation is a personally reasoned judgment about the meaning of an observation. This interpretation is determined by our
upbringing, our past experiences and our culture.
Explain to the other what the basic values are that explains your perspective and behaviour “For me it is important that …”
Try to explain what you think are the basic values that explain the others perspective and behaviour. You can do this by
listening, summarising and asking the right questions. “I heard you say that…” “Do I understand correctly that…?” “How come
you reacted this way?” “What can I do to help you?”
STEP 3: ENHANCING CULTURAL CREATIVITY
Think of new alternatives from other cultures, step across cultural boundaries, choose an alternative and check whether the
solution fits in with the basic values of all countries involved. When you explore new alternatives, think in possibilities and not in
problems

"The European Commission support for the production of this publication does not constitute an endorsement of the contents
which reflects the views only of the authors, and the Commission cannot be held responsi¬ble for any use which may be made
of the information contained therein.”

BUSINESS CASE FOR DIVERSITY MANAGEMENT

18
3

D– Managing Diversity: Tips and
Tricks for Managers

Investigate whether the alternatives/solutions fit the basic values of all the cultures involved.
Ask if your employee sees any other solutions.
Make clear agreements and be open for feedback: “We agree that…” “I’ll make sure that… You on your side will…” “We will
evaluate…” “We speak each other again…”

Outcomes from the Training and Circles Sessions
Outcomes from Training:
The model of cultural synergy makes you, as a manager, think about which style you feel most comfortable with and which
one you apply most in mediation situations. Where you did this subconsciously before the training and took certain things
for granted, you are more aware of which style you apply after the training.
The training helps to make a good distinction between compromise and synergy. Many participants confuse synergy and
compromise. With compromise, each has to give up half, while with synergy you are looking for new ways of working that are
good for both parties.
The training helps to practice the style of cultural synergy, a style that is new for many, but which yields a lot of results in the
long run. Cultural synergy also helps to give words to the point of view of the other. Am I interpreting this correctly? Or does
my employee see this in a completely different way? How come he/she sees this differently?
Relief to hear that it's okay to avoid, adjust or be dominant from time to time as well

Outcomes from Circles:
During the training participants did not have the opportunity to apply cultural synergy to their own daily reality. The Circles
are very grateful for that. Participants can present to fellow managers what they encounter
In addition, the circles also help you to take a closer look at your daily reality. I was very avoidant at the time. Could I have
applied a different style then? Why or why not? What do the other participants in the diversity circle think? Do the other
participants have any tips?
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D.3 TRAINING DAY 3 – NON-VIOLENT COMMUNICATION SKILLS
Introduction to the module: overall objectives and learning outcomes
Objectives and learning outcomes
Learn how to communicate non-violently.
Gain knowledge of mediation techniques.
Create confidence and giving tools for managing conflicts.
Find commonalities between working cultures to avoid conflict and promote integration.
General framework
You will notice that it is not always easy to achieve a cultural synergy. Even if you follow the steps, how can you say the right
words?
Also, sometimes, as a manager, you will find it necessary to make a compromise, or rather to be dominant. But even then, you
can remain connected with your team. How? By applying the principles of nonviolent communication. How you communicate
about your needs, feelings, problems, has a great impact on how your environment and team members will develop a
connection with you. If this connection is strong, it will be easier to discuss difficult issues such as problems between yourself
and a team
member who has a different cultural background. The opposite occurs in violent communication. This causes negative feelings
in both parties, frustrations, and conflicts that can contribute to frustrations that are already there. When you talk non-violently,
you talk at a level that transcends cultural differences.
To represent these two communication styles, Marshall Rosenberg has chosen 2 animals: the jackal and the giraffe. They
represent 2 properties within us:
The jackal is results-oriented, judgmental, critical and authoritarian.
The giraffe is both strong and soft, responding with kindness towards all in its path, communicates from the heart and looks
for connection and clarity. The giraffe is trying to help the jackal to respond to situations with more compassion.
What is the difference? See in the table below.
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Nonviolent communication consists of two parts: you honestly express yourself and you honestly listen through the four
elements of non-violent communication: perception, feeling, need and request. Nonviolent communication can be achieved in 4
steps.

Before you react to a situation, it is important to reflect on what you perceive and how that perception has influenced your
feelings. When you have identified the feeling within yourself, you can deduce what needs you must improve that feeling and
then you can follow that with a request to another. By saying all four elements out loud to the other person, you increase the
chance that they understand you and that they can answer your request. To listen with empathy to others, it is important to
identify what is the need of the other person. Often, people feel the need to unleash their story rather than finding a solution.
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Tips and tricks

Several tips to challenge you to communicate in a nonviolent way in conflict situations or discussions:
Recognition of resistance This means recognition of the resistance that every employee feels. But also, recognition of the
conflict that occurs between employees or between yourself and the employee. Recognise resistance and make it discussable.
Identify and acknowledge together what is going on with the employee(s) without judgment, without reproach, without pressure.
Focus also on the future and what you and others would like to achieve.
Keep digging Talk about what is going on: the employee may not be aware of his/her own behaviour and underlying motives.
Help
him/her to clarify this. Look together at what is going on and what needs to be done. What can he/she do? What can you do as a
manager? How can the team support? What can come from the organisation?
Trust Nonviolent communication requires openness and this openness will only exist if there is sufficient trust. And trust is
something you work on every day. You cannot enforce it. It is something you get or do not get, what you give or don't give. Make
sure you earn the trust of your employees every day: by what you say and how you say it, by what you do and with what
intentions.
Ask questions As a manager, we like to give answers, advice, solutions, often without having a clear picture. Without the
employee feeling that they have been heard. Therefore, ask a lot of sincere questions and listen to the answers: Why is this so
difficult for the employee? How does it feel? What could help him/her to feel better about it? What can you do? What can the
employee do himself?
Talk in terms of 'contributions' rather than 'fault'. If you put on the table what has contributed to the conflict on both sides, it will
be easier to find a solution.
Sympathy is not the same as empathy When you show empathy, you set aside your own opinion and solutions. You keep quiet,
you open yourself to what the other person finds important and needs. That presupposes empathy. Empathy is not the same as
giving advice, showing compassion, telling your own story, saying that it is not so bad. An empathic manager takes the story of
every employee seriously.
Translate values into norms First, you should check if you have the same core values. And whether everyone agrees with the
translation of these values. Take, for example, reliability. A value that exists in every culture, but that is usually interpreted
differently. Cultural conflicts are often fought on the basis of core values, while they differ in terms of standards, dos and
don'ts. The values are the same, but the way in which we implement them differs. Therefore, try to translate the values into
different norms in a nonviolent way
Responsibility Ensure that there is mutual agreement and that all parties involved take responsibility for it. Check with yourself
and others whether the behavioural changes can be implemented.
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Outcomes from the training and Diversity CirclesTM sessions
Outcome training
Increase awareness that you often talk like a jackal.
Expand your vocabulary in terms of emotions and needs.
Explore the universality of nonviolent communication. It not only helps in a context of diversity, but in all situations where
you have to tell a sensitive message.
Explore the power of empathy. Both empathy towards the person you are having a conversation, and empathy for yourself by
showing vulnerability and authenticity.
Outcome Circles
What applies to cultural synergy, also applies to nonviolent communication. The power of the circles is that you can reflect,
ask questions with like-minded people.
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In order to be able to apply the principle of intercultural mediation correctly, fully and with sufficient depth, it is important that
you do the exercises in the order as described below.
1. Beyond the differences
2. From differences to synergy
3. Nonviolent communication skills
Each main theme consists of the same steps:
1. Main aims of the chosen theme: We explain why we have chosen this theme and how it will help you to mediate in an
intercultural context. We will explain what you will achieve when you successfully complete the exercises.
2. General framework: We will give a short introduction to the theory we use
3. Exercises to test if you understand the general framework: The exercises are application exercises at knowledge level and
kills.
4. Reflective exercises in which you can apply what you have learned to a situation from your own daily practice
5. Extra tips
To enter the platform please register through the project website:
https://www.intermedproject.eu/
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