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ABSTRACT

Although South Africa is 18 years into creating a unique diversity management strategy,
individuals - directly affected by diversity in organisation will differ completely from those
individuals that have not been affected by diversity in organisations at all. The subject of
diversity management has become a contentious issue causing disagreement and argument is
in the last couple of years. Many organisations find it difficult to grasp the concept of
diversity, thus creating an opportunity for organisational development consultants and
management to make substantial profit (Dombai & Verwey, 1999). In the current working
environment and the continuous change of the organisation’s employees, the workforce has
become more diverse. This resulted in wider employee knowledge, skills, experience and
attitude which will allow the organisation to become more competitive globally. It is of
utmost importance for organisations attract and retain staff from different cultural and diverse
group of order to improve the employee performance and the competitive advantage of the

organisation (Ferreira & Coetzee, 2010).

Cumming and Worley (2009, p. 506-509) postulate that “organisational transformation — and
more specifically diversity management - is impacting on the bottom line results of the
organisation”. Organisational transformation implies radical changes in how members
perceive, think, and behave at work. They are concerned with fundamentality altering the

prevailing assumptions about how the organisation function and relates to its environment.

The study aimed at determining the employees’ perception towards workplace diversity in a
financial institution operating in the Western Cape. More specifically, the following
questions will be investigated in this study: What are employees’ perceptions of workplace
diversity? Do employees differ in their views/perception of workplace diversity based on
their age, race, job categories, gender, job status and qualification? To what extent is
workplace diversity understood by employees? What challenges are being faced to

effectively implement workplace diversity?



Information was gathered from both secondary and primary resources. All relevant
information that was not obtained from publications was gathered through the use of
questionnaires that were completed by employees in the financial institution. The primary
resources in this research study used are questionnaires that were distributed to employees in
a financial institution to complete. Permission was obtained from executive management,
provincial management, junior management and the human resources department to

distribute the research study questionnaire to the staff in the financial institution.

Data was analysed by using structural, methodical and clear reasoning. Data analysis,
involving a descriptive study in order to determine the relationship between the employees’
perception towards workplace diversity in a financial institution operating in the Western
Cape The descriptive study created an understanding of the relationship between the
employees’ perception towards workplace diversity, for the researcher and the organisation.
The Pearson method was used to determine whether there is a relationship between age, race,
gender, job category and qualification and the perceptions of workplace diversity in a

financial institution.

The Health Professional Council of South Africa (HPCSA)’s ethical code of Professional
Conduct for Psychologists was strictly adhered to. VVoluntary participation was critical to the
study because of the participants’ time and energy required as well as asking participants to
reveal personal information to the researcher. Permission to conduct the research was
obtained from the financial institution where study was undertaken. Informed consent was
obtained from participants before starting the data gathering process. Three hundred and nine
(309) respondents completed a biographical questionnaire as well as the workplace diversity
survey in order to understand their perception and understanding of workplace diversity. To
ascertain the perception of workplace diversity, respondents completed a workplace diversity
survey. While the results of the current study reveals interesting findings, the results should
be interpreted with caution due to the size of the sample used which impacts the

generalizability of the findings.
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CHAPTER 1

INTRODUCTION

1.1 Introduction

The dynamic nature of the modern day organisation currently competing in a highly volatile
environment is characterised by an accelerated rate of change. Because of this, managers will
need to be more receptive to new ideas, approaches and attitudes. According to Cumming and
Worley (2009) the growth and relevance of organisational development is shaped by three
major changes in an organisation, namely; globalisation, information technology and
managerial innovation. Firstly, globalisation is changing the markets and environment in
which organisations operate as well as the way they function. New government, new
leadership, new markets and new countries are emerging and creating a new global economy
with both opportunities and threats. The rapid spread of Severe Acute Respiratory Syndrome
(SARS) and its economic impact clearly demonstrated the interconnectedness among the
social environment, organisation and the global economy. Secondly, information technology
is redefining the traditional business model by changing how work is performed, how
knowledge is used, and how the cost of doing business is calculated. Information technology
for example, is at the heart of emerging e-commerce strategies and organisation. Thirdly,
managerial innovation has responded to the globalization and information technology trends

and has accelerated their impact on organisations.

New organisational forums, such as networks, strategic alliances, and virtual corporations,
provide organisations with new ways of thinking about how to manufacture goods and
deliver service. Fortunately, a growing number of organisations are undertaking the kind of
organisational changes needed to survive and prosper in today’s environment. They are
making themselves more streamlined and nimble, more responsive to external demands, and
more ecologically sustainable to involve employees in key decisions and paying for

performance rather than for time (Cummings & Worley, 2009).

Penceliah (2008) illustrates that the environment wherein organisations functions are

continually configured by many factors. Globalisation, for example, requires managers to



interact with and direct people who are culturally diverse. Similarly, on international, national
and local sphere, managers are required to work with people who are culturally different. In
the present world of globalisation and demographic changes the workforce is becoming
increasingly diverse, which has resulted in a greater variety of knowledge, skills, experiences
and attitudes; all of which contributes to the organisation’s performance in what has become
a highly competitive world business market. Organisations are increasingly recognising the
value of attracting and retaining staff from all demographic groups in order to improve
workforce performance and thereby improve their competitive position (Ferreira & Coetzee,
2010). Changes in the broader business environment create pressure on organisations to
attract and retain, good quality staff, to engage and implement appropriate and management
development programmes. In addition, visionary leadership is required within an organisation
(Milkovich & Boudreau, 1994).

South African history and its political past are characterised by unfair discrimination. This
resulted in workplace diversity becoming a real challenge for organisations operating in
South Africa. If organisations could identify the antecedents of a positive attitude towards
diversity, these organisations could develop employees’ skills so as to ensure effective social
interaction and team work (Kamps & Engelbrecht, 2011). Cumming and Worley (2009)
postulate that organisational transformation - with specific reference to diversity management
- is impacting the bottom line results of an organisation. Organisational transformation
implies radical changes in how members perceive, think, and behave at work. They are
concerned with fundamentality altering the prevailing assumptions about how the
organisation function and relates to its environment. Changing these assumptions entail
significant shifts in corporate values and norms as well as the structures and organisational
arrangements that shape the members’ behaviours. According to Cummings and Worley

(2009), organisational transformation is affected in various ways namely:

e Change is triggered by environmental and internal disruptions. The organisation must
experience or anticipate a severe threat to survival before transformational change is
undertaken. These threats can be when environmental and internal changes render
existing organizational strategies and designs obsolete.

e Change can be aimed at competitive advantage. These are the choices the organisation
make to improve their competitive performance. Activities that are unique, valuable,
and difficult to imitate enhance the organisation’s performance by establishing a

competitive advantage over rival organisations.
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e Change is aimed at a systemic and revolutionary process as the entire nature of the
organisation is altered fundamentally. This suggest a reshaping of the organisations
design elements and culture. This change is driven by senior management in the
organisation and is particularly pertinent to changing the different features of the
organisation such as structure, information systems, human resources practices, and
work design. These changes should motivate and direct people's behaviour in a new
strategic direction.

e Change demands a new organisational paradigm. Organisations undertaking
transformational change are by definition, involved in second—order or a gamma type
of change. Gamma change means to fundamentally redefine the measure as a result of
an Organisational Development intervention. For example, the presence of gamma
change would make it difficult to compare measures of employee discretion taken
before and after a job enrichment program, the measure taken after the intervention
might us the same words, but they represent an entirely different concept. Gamma
change involves discontinuous shifts in mental or organisational frameworks.
Increases in technological changes, concern for quality, and worker participation have
led many organisations to shift their organisational paradigm.

e Change is driven by senior executives and line management. They are responsible for
the strategic direction and operation of the organisation and should actively lead
transformation. They decide when to initiate transformational change, what the
change should be, how it should be implemented and who should be responsible for
directing it.

e Transformational change requires much learning and innovation. The organisations
members must learn how to enact the new behaviours required to implement new
strategic directions. Because members usually must learn qualitatively different ways
to perceiving, thinking and behaving, the learning process is likely to be substantial
and also involves much unlearning. Learning thus occurs at all levels of the

organisation, from senior executives to lower-level employees

In the current working environment and the continuous change of the organisations
employees, workforce has become more diverse. This has resulted in wider employee
knowledge, skills, experience and attitude which will allow the organisation to become more
competitive globally. It is of the utmost importance for organisations to attract and retain staff

from different cultural and diverse group in order to improve the employee performance and



the competitive advantage of the organisation (Ferreira & Coetzee, 2010). Workplace
diversity is an increasing reality and organisations need to be able to manage this

successfully. Diversity is also becoming increasingly complex (Yukl, 2010).

One of the most important and broad-based challenges currently facing organisations is
adapting to people who are different. The term we use for describing this challenge is
workforce diversity. Whereas globalisation focuses on differences between people from
different countries, workforce diversity addresses differences amongst people within given
countries. Workforce diversity means that organisations are becoming a more heterogeneous
mix of people in terms gender, age, race, ethnicity, and sexual orientation. A diverse
workforce, for instance include women, Africans, Indians, Coloureds the physically disabled,
senior citizens, as well as gays and lesbians. Managing this diversity has become a global
concern. It is not just an issue in South Africa, but also in the United States, Canada,
Australia, Japan and Europe. An example; managers in Canada and Australia are finding it
necessary to adjust to large influxes of Asian workers. South Africa is increasingly
characterised by Africans holding important technical and managerial jobs (Robbins, Judge,
Odendaal & Roodt, 2009).

According to Rijamampianina and Maxwell (2002a), much has been said on the importance
of multiculturalism; however cultural clashes in business and the workplace continue to be an
issue of growing concern as the world moves towards an interlinked, global economy. Now,
more than ever, learning to draw on the richness of a kaleidoscope workforce and to assist all
team members in delivering their best efforts is a critical managerial task. The challenge for a
multicultural learning organisation is to increase the potential benefits of cultural diversity by
creating a willingness-to-share attitude, sharing success, sharing mental models, sharing
vision, and sharing competence. A real commitment to the sharing principle is essential to

effective management and culturally diverse organisations.

Managing the diversity of human capital in organisations is key towards organisational
sustainability in the new world of work. Managing diversity in organisations is much more
than providing training and awareness sessions. It is of strategic importance to ensure that the
benefits of diverse viewpoints and stakeholders are leveraged off. Managing diversity offers
great potential for organisations in enabling them to utilise their employees effectively
(Viljoen, 2010). Diversity management is the planning and implementation of organisational

systems and practices to manage people so that the advantages of diversity are maximised



while its disadvantages are minimised. The goal of managing diversity is to maximise the
ability of all employees to contribute to organisational goals and achieve their full potential

unhindered by group identities (Cox 1994).

How diversity is managed in an organisation will ultimately influence employees’ attitudes
and perceptions towards that organisation. Diversity, if positively managed can increase
creativity and innovation in organisations, as well as improve decision-making by providing
different perspectives on problems. One can observe an increased competitiveness in positive
shareholder gains for firms with highly effective diversity management programs (Harris,
Rousseau & Venter, 2007). When diversity is not managed properly, there is a potential for
higher labour turnover, problematic communication and increased interpersonal conflict
(Harris et al., 2007).

The study will briefly highlight the historical facts, reflecting the numerous imbalances in
South African society and how the South African legislation has served as a catalyst for
change in order to embrace diversity within South African organisations. A brief background
to diversity and diversity management in South Africa will be discussed. The study will also
focus on the importance of diversity management, the challenges of diversity management as
well as pressures of diversity management within organisation and how diversity can improve
the competitive edge of an organisation. This study also intends to provide more information

on how employees perceived workplace diversity.

1.2  Statement of the problem

The purpose of this study is to determine employees’ perceptions towards workplace
diversity in a financial institution operating in the Western Cape. The study will try to answer

questions such as:

e What are employees’ perceptions of workplace diversity?

e Do employees differ in their views/perception of workplace diversity based on their
age, race, job categories, gender, job status and qualification?

e To what extent is workplace diversity understood by employees?

e What challenges are being faced to effectively implement workplace diversity?



1.3

Research Objective

The research objectives of the current research are:

1.4

To determine whether there is a statistical significant difference in perceptions of
workplace diversity based on age amongst employees in a financial institution in the
Western Cape.

To determine whether there is a statistical significant difference in perceptions of
workplace diversity based on race amongst employees in a financial institution in the
Western Cape.

To determine whether there is a statistical significant difference in perceptions of
workplace diversity based on gender amongst employees in a financial institution in
the Western Cape.

To determine whether there is a statistical significant difference in perceptions of
workplace diversity based on job status amongst employees in a financial institution
in the Western Cape

To determine whether there is a statistical significant difference in perceptions of
workplace diversity based on qualification amongst employees in a financial

institution in the Western Cape

Hypotheses

The hypotheses for this study are as follows:

H1

H2

H3

Hypotheses 1: There is a statistical significant difference in perceptions of workplace
diversity based on gender amongst employees in a financial institution in the Western

Cape.

Hypotheses 2: There is a statistical significant difference in perceptions of workplace
diversity based on race amongst employees in a financial institution in the Western

Cape.

Hypotheses 3: There is a statistical significant difference in perceptions of workplace
diversity based on age amongst employees in a financial institution in the Western

Cape.



H4 Hypotheses 4: There is a statistical significant difference in the perception of
workplace diversity based on job grade or job category amongst employees in a

financial institution in the Western Cape.

H5 Hypotheses 5: There is a statistical significant difference in the perception of
workplace diversity based on qualification amongst employees in a financial

institution in the Western Cape.

1.5  Significance of the study

Many organisations have recently begun to count the cost of managing diversity poorly as
well as the benefits of managing it effectively (Human, 2005). In the context of human
resource management, diversity management could be defined as a managerial process that is
planned, systematic and comprehensive for the purpose of developing an organisational
environment in which every employee, each with his or her similarities and differences, has
the opportunity to contribute to the strategic and competitive advantage of the organisation,
and where no person is excluded on the basis of factors unrelated to productivity. In broader
terms, diversity management is about managing the increasing diversity of issues that
confront humankind in contemporary organisational and societal affairs (Flood & Romm,
1996, as cited in Uys, 2003).

With the increasing mobility of the workforce in the twenty-first century, organisations are
facing a diverse work environment, striving to recruit, effectively manage, and maintaining a
diverse workforce are important goals in order to ensure that the right combination of skills
and competencies are available. Furthermore, domestic and global organisations are
designed to create products (goods, services, or ideas) that cater for diverse consumers and to
ensure that there are benefits for their various multicultural stakeholders. Therefore, the
development and management of human activities is of critical importance to the sustainable
growth and profitability of business enterprises around the world (Okoro & Washington,
2012).

Financial institutions, especially those in the retail business unit has a continuous turnover of
employees. Diverse employees from different ages, race, gender and qualification are

appointed in the retail environment on a weekly basis. Although the financial institutions
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have a well written diversity management policy in place, concerns arise with the
implementation of this diversity management policy in the institution. Effective
implementation of the diversity management policy will create a more competitive financial
institution with more efficient and talented employees. It is important for organisations to
understand and know how their employees feel and perceive workplace diversity as this
would help the organisations to plan, develop and implement diversity programmes more
appropriately as well as the organisation can focus their programmes on specific groups of

people.

1.6 Definition of Important Constructs
1.6.1 Perceptions

According to Robbins et al. (2009), perception is a process that individuals use to organise
and interpret their sensory impression in order to give meaning to their environment. A
number of factors operate to shape and sometimes distort perceptions. These factors can
reside in the perceiver; in the object, or target, being perceived; or in the context of the
situation in which the perception is made. Personal characteristics that affect perception

include a person’s attitude, personality, motives, interests, past experiences, and expectations.

1.6.2 Diversity

Diversity encompasses all forms of differences amongst individuals, including gender, age,
ability, religious affiliation, personality, economic class, social status, military attachments
and sexual orientation (Nelson, 2001). Diversity is generally defined as “acknowledging,
understanding, accepting, valuing and celebrating differences amongst people with respect to
age, class, ethnicity, gender, physical and mental ability, race, sexual orientation, spiritual
practice and public assistance status” (Esty, Schorr-hiesch & Griffin, 1995, p. 4).

1.6.3 Workplace Diversity

“Diversity in the workplace is defined as recognition of the group of people who share a
common trait” (Mfene, 2010).



1.6.4 Diversity Management

Diversity management means the creation of an inter- and intra-national environment within
which these divergent perspectives, approached and sensitivities are incorporated and
developed in order to manage diversity in such a way that the full potential (productivity and
personal aspirations) of individuals and institutions may be realised optimally (Greybe &
Uys, 2001).

1.6.5 Employment Equity Act (EEA)

South Africa has a legacy of discrimination in relation to race, gender and disability that has
denied access to opportunity for equal education. The Employment Equity act has two main
objectives; to ensure the workplace is free from discrimination and that employees take active
steps to promote employment equity (Nel, Werner, Haasbroek, Poisat, Sono & Schultz,
2008). According to Pillay and Mc Lellen (2010), employment equity refers to the end result

of enforcing equal opportunity, affirmative action and diversity management.

1.6.6 Affirmative Action (AA)

Affirmative Action generally reflects labour market policy aimed at addressing past
imbalances that are a direct result of discrimination. These may include minors, woman
disabled people and black people (Thomas & Turpin, 2002). According to Niemann (2006),
the concept of affirmative action originated from the earliest efforts against unfair
discrimination, and refers to specific steps taken to promote equal opportunity for the
designated groups, thereby transforming the present composition of employees so that they

will become more representative of the designated groups.

1.6.7 Broad Based Black Economic Empowerment Act (BBBEEA)

The main aim of the BBBEE Act (No 53 of 2003) that was signed on 9 January 2004 is to
address inequalities resulting from systematic exclusion of the majority of South Africans
from meaningful participation in the economy. The BBBEE Act is therefore intended to deal

with, and correct the imbalances caused by the aforementioned policies. “Broad based black



economic empowerment is defined in Section 1 of the act as: Economic empowerment of all
black people including women, workers, youth, people with disabilities and people living in

rural areas by utilising integrated socio-economic strategies.” (Nel et al., 2008, p. 129).

1.6.8 Cultural Diversity

Organisations can only manage their diverse workforces successfully if their corporate
cultures are receptive to and supportive of diversity. The success of diversity management
depends on the ability of organisational management to foster communication processes.
This means that appropriate workplace culture can be negotiated and expanded to
accommaodate the diversity of their people (Dombai & Verwey, 1999). Tshikwatamba (2004)
postulates that at a cultural level, supplementary to the reasons for the present worldwide
interest in diversity and multicultural management are the complexities of the South African
situation. South Africa is a racially pluralistic society where race and ethnicity are the most

visible examples of its variations.

1.7  Delimitations of the study

The study is confined to the employees of one financial institution in the Western Cape, thus
the research study lacks external validity. The study was only done in one business unit in the
financial institution. A perceived limitation of the study was the fact that the respondents may
not have answered the questions truthfully for fear of possible victimisation within the

working environment.

The researcher is a member of the financial institution and in a senior level where the
research was completed, thus the confidentiality of the research may have been questioned by
the participants. Although the confidentiality clause was explained on the very first page of
the workplace diversity survey, the respondents’ honesty while answering the survey could

have been impacted.

Although respondents were given sufficient time to complete the workplace diversity survey,
the required number of questionnaires returned was not, sufficient as outlined in the sample

size of population in Sekaren (2001). This is seen as a limitation as only three hundred and
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nine (309) questionnaires out of the three hundred and fifty seven (357) questionnaires

needed were returned.

The study utilises a non-probability sample method in the form of convenient sampling. As a
result of this, certain groups are under-represented, thus selection bias has been introduced.
This however will reduce the extent to which the results of the study may be generalised to

the entire population to which the selected research hypothesis may apply.

Only questionnaires were used in the study, the research study also consists of surveys or
interviews or a combination of the two. The questionnaires were hand delivered to the
participants, and this could have easily been lost or misplaced. If the questionnaires were
emailed and hand delivered the participants will have a soft copy just in case they misplaced

the first copy.

1.8  Plan of the research
The present mini-theses comprise five (5) chapters.

Chapter 1 provides an introduction to the research, highlighting the variables that will form
the basis of the study. An overview is also given as to the rationale to this study and
highlights the key objectives to be obtained from the study. The research hypotheses are
delineated and important constructs defined.

Chapter 2 follows with an overview of the literature, reflecting the variables being

investigated.

Chapter 3 delineates how the research problem was investigated. In this chapter the research
is explained. Specific reference is made to the data collection methods, the research design

and the statistical techniques utilised to test the hypotheses.

Chapter 4 provides an overview of the statistical results of the study. The data is presented

and summaries of key points of notes are given.

Chapter 5 provides a discussion of the results of the current study and makes comparisons to
the findings in relation to existing literature. This chapter concludes with recommendations to

future research and to the organisation.
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CHAPTER 2

Literature Review

2.1 Introduction

Due to the increase of globalisation it is evident that more interaction is required amongst
people of diverse cultures, beliefs, and backgrounds. Gone are the days where people lived
and worked in isolated market places as they are now part of a world economy with
competitors coming from every continent. According to Fouche, De Jager and Crafford
(2004), one of the most important implications of globalisation are that workers from
different racial, cultural and ethnic backgrounds as well as workers with different sexual
orientation and people with disability — enter the workplace with increased strength, both in

numbers and in feelings of self-worth.

Schreuder and Coetzee (2011) indicated that the 21% century workplace was evolutionary
rather than revolutionary. South Africa with its chronological past in inequities and human
inequalities used affirmative action and employment equity to correct the countries turbulent
past. Organisations came to the realisation that in order for them to have a competitive edge,
they should accept and embrace the organisations diverse workforce. In order for
organisations to attract the most effective and efficient workforce, management had to pay
close attention to diversity as well as promoting diversity in the workplace.

Diversity brings stimulation, challenges as well as energy but yet it does not always lead to
harmony. The mix of cultures, genders, lifestyles and values often become a source of
misunderstanding and conflict. Many enlightened managers, from senior companies’
directors to shop-floor supervisors, want to create business environments where differences
are valued and where people, who look, talk and think differently can work productively
together (Nieuwmeijer, 2001). This task is daunting; especially in South Africa with its
history of apartheid, discriminatory labour practices and freedom-struggles — first political
and now social-economical, with emotions and pressures of equal opportunities and

affirmative action influencing diversity in the workplace (Fouche et al., 2004).
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The majority of the population in South Africa has been denied access to education, jobs and
opportunities for many years through a process of rigorous discrimination. Thomas and
Turpin (2002) postulate that since 1994 the South African government has tried to fix the
inequities in the workplace. Legislation was aimed at protecting the rights of the workers,
thus government published a law which addresses the inequality, eliminating unfair
discrimination and giving workers an equal opportunity in the workplace (Thomas & Turpin,
2002).

According to Cilliers (2007), the macro level, globalisation and democratisation are the most
important forces changing both the face of the workforce in South Africa and the customer it
serves. The complexity of globalisation is enhanced by Africanisation. During Apartheid, the
South African corporate world was almost exclusively Western in its focus, disconnected
from the rest of Africa. Since 1994, the post-Apartheid government have been building strong
political and economic connections with neighbouring and further-away African states. The
political democratisation has changed the workforce from a mainly homogenous (white male)
to an increasingly multicultural and diverse workforce. The fast growing black middle class
has changed customer demographics and expectations, and consequently, the ways in which

organisations do business.

Fouche et al. (2004) state that in order to create a role model for diversity management in the
South African business environment, it is necessary to understand the concept of “global
competitiveness” and “world class business practices”. The underlying reason for this is that
the diversity function provides the innovative and competitive edge of the business
organisation’s journey in pursuit of world class. Leadership simply cannot treat a culturally
diverse workforce as a homogeneous group.

Cilliers (2007) thus explains that since the first democratic election in 1994, organisations
have implemented diversity management programmes, aiming to build bridges between

differences and address conflict in the workplace.

This chapter will outline individual perceptions towards diversity, a definition of diversity,
the background of diversity, the necessity to manage diversity, diversity and diversity
management, the approach to the challenges of diversity, the pressures facing the modern
organisation dealing with issues of diversity management and the influences if biographical

factors in diversity interventions.
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2.2 Individual Perceptions

Perception refers to the way we try to understand the world around us. We gather information
through our five sensory organs, and perception adds meaning to these sensory inputs. The
process of perceptions is essentially subjective in nature, and it is never an exact recording of
the event or the situation (Swanepoel, Erasmus & Schenk, 2008). According to Harris et al.,
(2007), perception is the process by which individuals select, organise and interpret the input
from their senses to give meaning and order to the world around us. Through perception,
individuals try to make sense of their environment and the objects, events and other people in
it.

Freeman, Rule and Ambudy (2009) maintain that the human perceptual system evolved from
seeing the world in terms of what the world affords the perceiver, that is, for perceiving
useful action possibilities to operate on it. An important consequence of this is that each of us
perceives a different world. If we perceive stimuli by way of what they afford us, then, to be
sure, culture should influence perceptual processes. This is because the system and practices
of one’s culture largely determine the function and value of stimuli on the environment and
what these stimuli afford individuals (their affordance value). The above statement clearly
indicates how individuals will see and perceive objects or information differently depending
on their cultural divergent differences. Two individuals from different cultures can
experience the same message differently because their understanding of the message will not
be identical. The individuals will automatically fit the message into their experiences
(internal or external) to make sense of it for them. Mazur (2010) explains that within
culturally homogeneous groups, members will have a tendency to communicate with each
other more often and in a greater variety of ways, perhaps because they share worldviews and

a unified culture resulting from in-group attachments and shared perceptions.

Harris et al. (2007) hypothesises that research consistently demonstrates that different
individuals may look at the same thing yet perceive it differently. People interpret what they
see and call it reality. Furthermore, Harris et al. (2007) explains that if a significant number
of employees have negative perceptions regarding the effectiveness of diversity management,
organisations need to focus on these perceptions regardless of their actual merit. Therefore,
what people believe about the work environment is of vital importance regardless of whether
or not these beliefs are consistent with the fact. To address the issue effectively it is necessary
to improve the accuracy of employees’ perceptions, a requirement for decisions that benefit

the organisation and all its members.
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2.3  Defining the concept: Diversity

The word “diversity’ has become synonymous with the workforce and in an effort to remain
competitive; organisations need to capture the advantages of diversity. Diversity is the
variation of social and cultural identities amongst people existing together in a defined
environment such as work or school (Harris et al. 2007). Diversity is generally defined as
acknowledging, understanding, accepting, valuing and celebrating differences amongst
people with respect to age, class, ethnicity, gender, physical and mental ability, race, sexual
orientation, spiritual practice and public assistance status (Esty et al., 1995). According to
Cummings and Worley (2009), diversity refers to the mix of gender, age, disability, cultures,
ethnic backgrounds and lifestyles that characterise an organisation’s workforce and potential

labour pool.

2.3.1 Categories of diversity

Uys (2003) indicates that diversity as a term can be constructed in several different ways.
Applied to organisational settings, three categories of diversity can be identified in

organisational settings namely:

I.  Functional diversity which refers to differences based on organisational functions and
tasks.
ii.  Business diversity which refers to products and services offered
ii.  Workforce diversity which implies different types of employees with different type of
attributes. At a minimum these attributes would be (a) occupational diversity which
include ranges of occupations related to the organisational mission, (b) professional
diversity which refers to the training issues and the credentials required for job
performance and (c) social diversity which could include variations and
characteristics that identify the social identity of a person, such as gender, race,
ethnicity, religion, sexual orientation, physical ability, family, economic. Educational

and geographic backgrounds and status.
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2.3.2 Dimensions of diversity

According to Tshikwatamba (2004), four levels of diversity management are identified
namely; (i) personal, (ii) interpersonal, (iii) cultural and (iv) institutional.

Figurel: The Emmanditsh dimensional model for diversity

Source: Tshikwatamba (2004)
These levels are identified below:

I.  Personal level: At this level, human resource management becomes concerned with
the wellness and well-being of the individual employees through checking of their
diverse feelings, values, thoughts and beliefs. Human resource management
penetrates the home environment and enquiries about the challenges affecting the
individual employees, mindful of the effects thereof in the work environment. Such
enquiry is carried out due to the sensitivity of human resource management with
regards to human relations. The Employee Assistance Program (EAP) is an example
of such a mechanism that serves as a vehicle to assist the workforce with problems

and challenges from the home environment. Issues of concerns that can disrupt the
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work of a troubled workforce are alcoholism, drug addiction, marital difficulties and
emotional distress (Tshikwatamba, 2004).

Interpersonal level: At this level, human resource management are able to manage the
relations of individual employees in terms of gender, marital status and age as well as
the variations in income, amongst other concerns. Its responsiveness to multiplicity at
the interpersonal level is regulated by human friendly policies.

Cultural level: At this level, supplementary to the reasons for the present worldwide
interest in diversity and multicultural management, are the complexities of the South
African situation. South Africa is a radically pluralistic society where race and
ethnicity are the most visible examples of its variations. Many cultural differences
exist between ethnic groups namely; Black, Asian, Coloured and White. The ethnic
diversity is further complicated by the fact that eleven languages are officially
adopted for communication purposes. Post 1994, the recognition of these languages,
denotes a paradigm shift from personnel administration to human resource
management. The affiliation of individual employees to various religions are the
bread and butter issues of human resource management. At this level, the insensitivity
of personnel administration extends to the extent of prescribing the acceptable and
unacceptable religion and practices in a specific work environment without due
consideration of the affiliations and belief systems of its diverse workforce.
Institutional level: At this level the balance between the experience, qualifications and
specific occupation is maintained in human resource management. It can be identified
in figure 1, following Tshikwatamba (2004) articulates that there are primary and
secondary proportions of diversity. Primary proportions are inherent and
unchangeable while secondary proportions are changeable or made adaptable with
time. At a personal level, feelings manifest themselves secondarily as they change
from time to time. At an interpersonal level, gender manifests itself as an
unchangeable primary proportion while age is secondary due to its changeability
through the normal ageing processes. The marital status and income are also
secondary proportions deemed to change from time to time. The vision of the White
paper of human resource (1987) is that human resource management should
accommodate diversity (both with primary and secondary proportions to advance the

employability of a competent workforce.
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2.3.3 The primary and secondary dimension of Diversity

As briefly mentioned in the institutional level above, diversity is also divided into primary
and secondary dimensions. According to Grobler, Warnich, Carrell, Elbert and Hatfield
(2006) the primary dimensions are those human differences that are inborn and that exert a
major impact on us. Age, ethnicity, gender, race, physical abilities/qualities and sexual
orientation are primary dimensions at the core of individual identities. All of us view the
world through the filter if these dimensions. Secondary dimensions, however, are more
mutable and can be changed, discarded or modified throughout our lives and adding depth
and individuality such as education, geographical location, income, marital status, military
experience, religion. Work experience and parental status are examples of secondary
dimensions. Many of us live in homogenous communities in South Africa or at least in
communities far less diverse than our society as a whole. Therefore, our entry into the

workplace may be our first encounter with a diverse population.

2.4.  Background to diversity and diversity management in South Africa

Penceliah (2008) hypothesises that in South Africa the cultural diversity of employees in both
public and private sector organisations is not a new phenomenon. However, owing to the
country’s historical past, organisations were managed as though they were homogenous
entities, thus having little or no regard to the heterogeneity of staff. Not only does the diverse
population of South Africa contribute to workplace diversity, but organisations are also
becoming more global in orientation and outlook. Homogeneity in the workforce is giving

way to heterogeneity.

To meet the challenges of the twenty-first century, South African businesses must have
access to the best and brightest employees. The workforce must be willing and able to
provide the skills and commitment necessary to compete in the world economy. They must
be trained in new technology, sometimes two or three times during their careers, just to stay
relevant. Leaders must emerge from the workplace to motivate and direct the workforce. As
in the past, these leaders must be able to understand the organisation and employees’ needs
and see that both are met (Grobler et al., 2006).

According to Basson, Christianson, Garbers, le Roux, Mischke and Strydom (2005), the

change in the South African constitution in 1994 and again in 1996 entailed laying down the
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broad parameters against discrimination in society — representing a significant departure from
the previous dispensation. Thus, it is clear that the South African labour market is typified as
being one in which inequalities are firmly entrenched, and even while apartheid has, to all
intents and purposes, been eradicated from South Africa’s legislative framework, the legacy
of past discrimination in the South African economy is still evident. Job reservation, a key
feature of past labour legislation, has ensured the overrepresentation of white males in key
decision making posts and in all the more skilled occupational categories of both the public
and private sectors. “The upward mobility of black employees has been further thwarted by
unequal education and training opportunities. It is largely for this reason government deemed
it necessary to adopt some form of corrective action, which took the form of affirmative
action” (Venter, Levy, Conradie & Holtzhausen, 2009, p. 138).

“The Labour Relation Act 66 of 1995 (LRA) was the first piece of legislation to deal with
discrimination in the workplace” (Basson et al. 2005). Esterhuizen and Martins (2008) also
indicate that to facilitate this process of transformation various anti-discriminatory laws were
passed, specifically in relation to redressing previous inequities in education and the
workplace. These laws include the Basic Conditions of Employment Act 75 of 1997, the
Skills Development Act 97 f 1998, Affirmative Action, the Employment Equity Act (EEA)
55 of 1998, and the Broad-Based Black Economic Empowerment Act of 2003.

2.4.1 Labour Relations Act (LRA)

According to Swanepoel et al. (2008), the LRA 66 of 1995 provided the framework for the
collective dimensions (as pertaining to trade unions) of people and their work. The LRA thus
came as another piece of legislation to include all employees and to regulate many important
aspects pertaining to employees and employers. Section 187 of the LRA, for example,
provides that dismissal based on discrimination is automatically unfair, and Schedule 7 used
to include discrimination as an unfair labour practice (although this provision of Schedule 7
has now been repealed by the Employment Equity Act 55 of 1998 (the EEA). “Although the
primary focus of the LRA is to regulate the collective relationship between trade unions and
employers, it does contain important provisions aimed at job security — the most important of
these aim at protection against unfair dismissal and against unfair labour practices” (Basson
et al., 2005, p. 201). The major provisions of the LRA discussed are freedom of association,
freedom from victimisation, trade unions, employees’ association, federations of trade unions

or employers’ association, collective rights, collective agreements, bargaining structures,
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consultation, co-decision-making, workplace forums, Strikes, lockouts, dispute settlement,
unfair dismissals and unfair labour practices (Bendix, 2010). The objective of the LRA is to

ensure that employees are not unfairly discriminated against.

2.4.2 Basic Conditions of Employment Act (BCEA)

Swanepoel et al. (2008, p. 92) explains that “under common law the parties are essentially
free to agree to whatever terms and conditions they deem fit in terms of how they want to
structure their employment relationship (within limits if the law, reasonableness and good
morals)”. However over the years the contractual freedom of the parties have been restricted
by the legislation, due mainly to power imbalances in any employment relationship. For
many years only a minority of people in South Africa received legal protection against these
power imbalances. The object of the BCEA is to lay down minimum conditions of
employment to prevent all employees in the absence of collective agreements and/or relevant

sectoral determinations regulating such condition.

The BCEA was introduced as Act 75 of 1997 and was amended in 2002. The purpose of the
BCEA is to advance economic development and social justice by giving effect to and
regulating the right to fair labour practices (this is a fundamental right in term of section
23(1) of the constitution of 1996). More specifically the BCEA tried to achieve these
objectives by establishing and enforcing basic conditions of employment and by regulating
the variation of basic conditions of employment. The BCEA established minimum terms and
conditions of employment for example, by determining that employees may not work more
than a certain number of hours a day or a week, but the BCEA also provide for methods
whereby these minimum terms and conditions of employment can changed or varied (Basson
et al., 2005, p. 59).

2.4.3 The Skills Development Act (SDA)

The future development of the South African economy will, to a huge extent, depend on the
availability of skilled and appropriately qualified persons to perform the wide variety of tasks
associated with a modern and competitive economy. Therefore, a greater emphasis has been
placed on establishing a legislative, financial and administrative framework aimed at

providing these skills and qualification in the past few years. This framework derived
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primarily from the Skills Development Act, 97 of 1998 and the Skills Development Levies
Act, 9 of 1999 (SDLA) (Basson et al., 2005).

The Skills Development Act (SDA) repeals the Manpower Training Act 56 of 1981 and the
Guidance of Placement Act 62 of 1981. In the face of massive skills shortages, the SDA
seeks to create an institutional framework to devise national, sectoral, and workplace

strategies to develop skills of the workforce, inter alia:

I.  “To improve the quality of life of workers, their work prospects and labour mobility
ii.  To promote self-employment, and

iii.  To improve social services.” (Venter et al., 2009, p. 240).

The SDLA provides a statutory basis for the funding of skills development in South Africa.
In terms of provision, an employer is obligated to pay a training levy equal to 1per cent of its
wage bill. This is collected by the South African Revenue Services. Eighty per cent of the
levies collected from employees falling within the jurisdiction of a particular Sectoral
Educations and Training Authority (SETA) must then be paid to the SETA. The remaining 20
per cent must be paid to the primary institution concerned with the development of policies
and strategies dealing with skills development called the National Skills Fund. How these

monies are spent is regulated by the SDA (Basson et al., 2005).

2.4.4 Affirmative Action (AA)

According to Esterhuizen and Martins (2008), the only way to promote equity and diversity
without incurring allegations of reverse discrimination is to implement a fair, transparent and
defensible affirmative action programme. The Society of Industrial and Organisational
Psychology (SIOP) Committee (1995) also concluded that justification of affirmative action
measures contributes to employees’ perceptions of whether the programmes are fair. In other
words, if employees are convinced that affirmative action is necessary to redress inequalities
then they would be more likely to accept the programmes. Barker and Holtzhausen (1996),
postulate that affirmative action refers to policies and practices aimed at redressing social,
economic or educational imbalances or inequalities arising out of unfair discrimination
against certain groups. Affirmative action is a recognised way of promoting the principle of
equality of opportunities in society where this principle has suffered as a result of

discrimination or where less developed persons have to compete with more developed

21



persons. Programmes of affirmative action must be implemented with great care if reverse
discrimination is to be prevented. An example of a country that has successfully implemented
affirmative action is Malaysia. The socioeconomic positions of the various racial groups at
were still very divergent, with Chinese minority controlling the bulk of the economy and the
Malays being mostly fishermen and farmers and the resentment at this situation helped to fuel
widespread riots. Malaysia’s New Economic Policy that was introduced after the riots led to
affirmative action being implemented rapidly and extending to all areas of economic life.
Most jobs in the public sector were reserved for Malays as were the majority of government
contracts. In many respects, the policy can be described as a success — not only were the no
more race riots but Malaysia also prospered economically (Barker, 2007).

Affirmative action refers to specific steps, beyond ending discriminatory practices which are
taken to promote equal opportunity and to ensure that discrimination will not occur. The goal
of affirmative action was to eliminate non-legal barriers to equal employment opportunity,
including intentional discriminatory practices and unintentional (structural or systematic)
discrimination (Swanepoel et al., 2008). Affirmative action was generally designed with
three goals in mind (i) to eliminate existing discrimination against minorities and woman, (ii)
to remedy the lingering effect of past discrimination against these groups and (iii) to prevent
further discrimination against these groups (Stark, 1992).

2.4.5 Employment Equity Act (EEA)

Jongens (2006) postulates that the Employment Equity Act was brought in to help businesses
“create a more equitable workplace by promoting equal opportunity and fair treatment
through the elimination of unfair discrimination and by implementing affirmative action
measures to redress the disadvantages experienced by designated groups. Government made
it quite clear that all organisations had to comply with the legislation and if they do not they
will have to pay fines. Employment equity means eliminating discrimination in the workplace
and creating a working environment in which designated members of groups can participate
in employment opportunities and pursue careers as effectively as others. The focus of
employment equity programs is on black people, woman and disabled people (Nel et al.
2008). Wayne (2001) postulates that Employment Equity as an on-going process are used by

employers to identify and eliminate barriers in an organisation’s employment procedure and
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policies, and put into place positive policies and practices to ensure appropriate
representation of designated group members throughout their workforce.

The Employment Equity Act was implemented in 1998 and section 2 specifically zooms into

the working environment (Esterhuizen & Martins, 2008):

I.  This means that all employees should receive equal opportunity to prove themself as
well as be treated fairly.

ii. The act was also implemented to rectify the inequalities of under-privileged
individuals in the workplace which allows these individuals to apply for all

organisational positions.

Mention is made in section 2 (b) of the Employment Equity Act, that the goal of affirmative
action is to make sure that all individuals are equally represented in all levels of the
organisation. Equal representation is established by allowing people from under-privileged
groups to be selected for available positions and progressed within the organisation. It is
imperative that these individuals not only progress into higher or suitable positions, but also
receive equivalent monetary value (income) which is equivalent to these positions taken up
(Basson et al., 2005). Robbins et al. (2009, p. 464) hypothesise that in “the South African
context employers are challenged in implementing employment equity (EE) and black
economic empowerment (BEE) in order to redress the effects of discrimination in the
workplace in South African society at large”. Legislation such as the Employment Equity Act
seeks to achieve a diverse workforce which is representative of the population. In addition,
the reality of globalisation and the need for conducting business across multi-national
boundaries, demands from modern South African managers an increased cultural awareness
and interactive skills, supportive of dealing effectively with people from diverse

backgrounds.

2.4.6 Broad-Based Black Economic Empowerment Act (BBBEEA)

The EEA is used to attract accomplished employees of disadvantaged groups namely; black
individuals, woman and disabled people within a specific time frame. The Broad-Based
Black Economic Empowerment Act (53 of 2003) (BBBEEA) instituted by the Department of
Trade and Industry in 2005 introduced the specific compliance target aiming specifically at

black men and woman (Barker, 2007).

23



On the 9" of January 2004, the BBBEEA (53 of 2003) was promulgated due to a large
number of South Africans which were purposefully excluded from passionately interacting
within the economy. BBBEEA is described and defined in Section 1 of the act as: the
economic empowerment of all black people. Black people in this definition include woman,
workers, youth, disabled individuals, and people living in rural areas. In order to empower
these individuals a socio-economic strategy was to be used (Nel et al., 2008).

According to Swanepoel et al. (2008) and Nel et al. (2008), BBBEEA explains the economic
empowerment of South African Black people in detail, but not limiting it to:

I. A higher number of blacks should manage, control or be self-employed;

ii.  Facilitating ownership and management of enterprises and productive assets by
workers, cooperatives, communities and other collective enterprises;

iii.  Human resources and skills development;

iv.  Equal representation of black employees at different levels within organisational
structures and levels of the workforce;

v.  Favourable procurement; and

vi. Investment in organisations that are owned or managed by previously

disadvantage groups.

Employment equity legislation provides platform and framework to get more of our
designated (traditional disadvantaged) people to take part in the management of existing
organisations. We thus need to empower people towards a state of ultimately having an
equitable representation of all groups across all occupational categories and levels of our
workforce. The BBBEEA legislation platform include the aspects of affirmative action and it
also challenges us to empower more and more black people (Africans, coloured and Asian —
as those who have historically not been empowered) to be able to set up and develop their
own business enterprises (and other organisations, such as worker cooperatives, for instance).
The aim is therefore to not only diversify the people who can manage, but also those who

actually own the productive resources in our society (Swanepoel et al., 2008).

24



2.5  Necessity for managing diversity

Grobler et al. (2006, p. 75) defines “managing diversity as a planned systematic and
comprehensive managerial process for developing an organisational environment in which all
employees, with their similarities and differences, can contribute to the strategic and
competitive advantages of the organisation and where no-one is excluded on the basis of
factors unrelated to productivity”. Managing diversity effectively refers to the process of
creating and maintaining a workplace free of discrimination where stakeholders (i.e.
employees, customers, suppliers, investors, and people from local or global community),
regardless of their differences (i.e. based on gender, culture, religion, expertise, personality
etc.) feel included and supported. This process is very complex and delicate, and thus
requires managers’ full attention towards the implementation of appropriate practices and
supportive activities that will, over time improve organisational performance. Organisations
must adopt strategic managerial actions and human resource practices that increase diversity
awareness, and prevent or resolve diversity-related conflicts (Roberge, Lewicki, Hietapelto &
Abdyldaeva, 2011).

Cummings and Worley (2009) present a general framework for managing diversity in an
organisation (figure 2). Firstly, the model proposes that the organisation’s diversity approach
is determined by internal and external pressures for and against diversity. Although social
norms and globalisation believes that an organisations performance or output is enhanced by
embracing a diverse workforce, diversity is also often deterred by individuals who fear that
too many perspective, beliefs, values, and attitudes dilute shared actions. Secondly,
management’s priorities and perspectives with reference to diversity can range from
resistance to active leaning and from marginal to strategic. An example of this is that
organisations can resist diversity by only implementing the legally mandated policy such as
affirmative action and equal employment opportunity. On the other hand, a learning and
strategic perspective can lead management to view diversity as a source of competitive
advantage. For example, a retail organisation with a diverse customer base can improve
service quality by having more diverse workers; it can embrace diversity by tailoring specific
services to the market and by building systems and processes that are flexible. Thirdly, within
management’s priorities, the organisation’s strategic responses can range from reactive to
proactive. Diversity efforts at Denny’s had little momentum until a series of embarrassing

race-based events forced a response. Fourthly, an organisation’s implementation style can
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range from episodic to a system as a whole. The most effective diversity approach will be
when the strategic response and implementations style fit with management’s intent and

internal and external pressures.

Figure 2: A General Framework for Managing Diversity

External Pressures For and Against Diversity

Management's
‘ Perspectives and
| Priorities

Strategic

Implementation
Responses /

Internal Pressures For and Against Diversity

Source: Cumming & Worley (2009)

2.6 Diversity and Diversity Management

According to Swanepoel et al. (2008), diversity essentially refers to the fact that no two
people are exactly the same. It thus accentuates the idea that there are a variety of differences
between people that stem from things like genetics and also the environment in which they
were born, raised, educated etc. Reference can be made to gender, race, ethnic groups,
language, cultures, sexual orientation, religious beliefs and worldviews as well as personality,
knowledge, perceptions, emotions and feelings, and personal values. Harris et al. (2007)
define diversity as a range of differences, including gender, race, ethnicity, and age i.e.
characteristics that may be apparent when looking at someone. Diversity also includes
differences that are not visible, such as education, professional background, functional area of

expertise, sexual preferences and religion. Whether diversity relates to gender, age, race,
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religion, sexual orientation, function, departments and the like, it remains diversity and is
unavoidable and therefore it is imperative to ensure that it is effectively managed (Nel et al.,
2008).

Harris et al. (2007) postulate that diversity management is the planning and implementation
of organisational systems and practices that maximises the advantages of diversity and
minimises the disadvantages. The goal of managing diversity is to maximise the ability of all
employees to contribute to organisational goals and achieve their full potential; unhindered
by group identities. Furthermore managing diversity should incorporate the development of a
working environment in which all employees, with their similarities and differences, can

contribute to the strategic and competitive advantages of an organisation (Bulbulia, 2003).

According to Keil (2005), diversity management is not just a soft skill dealing with the moral
refinement of fairness. It is not an affirmative action programme with crazy quotes; but rather
new markets, new customers, new users of your products and services. Greybe and Uys
(2001) indicate that the management of diversity enables the manager to move beyond
affirmative action. The reasons for the shift in perspective are; the frustrations being
experienced in managing affirmative action, the growing tendency among employees to
utilise differences and the world-wide battle for survival among companies. According to
Uys (2003), diversity management differs from previous approaches to discrimination in the

following four important aspects:

i.  Itadvocates a systematic transformation of the organisation as opposed to the singular
emphasis on recruitment and selection characteristics of the older approach.

ii. Itis different in its rhetoric in that it is not presented as a negative, external mandate
but as a positive and voluntary effort on the part of the organisation. Diversity
management uses celebratory and harmonious imagery like orchestra, a salad bow! or
a patchwork quilt, each enriched by the differences between its competent parts.

ii. It backs up its initiatives with arguments relating to economic/service delivery rather
than legal arguments and is not seen as a goal in and of itself.

iv. It uses approaches in which any and all differences are considered as part of the

diversity project.

According to Uys (2003) diversity management could also be described as looking at the
mind-set of an organisation, the organisational climate and the different perspectives that
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people bring to an organisation as a result of race, workplace styles, disabilities and other
differences. In short Keil (2005) proposed that diversity management seen through economic

glasses means tapping potential namely:

I.  Interms of the markets, the client’s needs and requirements will be taken into account
regarding the clients’ product requirements and not the organisational requirement.

ii. People are an organisations biggest asset and it is imperative for organisation to
attract the best talent. Staff in an organisation feel truly happy when they display

energy, feel valued, motivated, creative and passionate about what they deliver.

2.6.1 Causes and Reasons for Diversity Management

Causes of diversity management are globalisation, the emergence of the network cultures,
cost cut and simplification, affirmative action, uncertainty and fear. The following are generic

reasons why organisations embark upon a management diversity process:

I.  Tapping into a range of skills which the organisation never had before;
ii.  Attracting and retaining the best talent;
iii.  Promoting greater productivity as a result of employee job satisfaction;
iv.  Developing enhanced creativity and problem-solving, as well as the accompanying
timeous responses to diverse customers; and
v. Utilising all people to the maximum, and creating improved relations and

communication between organised labour and management (Mfene, 2010).

2.6.2 Challenges of Diversity Management

Uys (2003) postulates that in the current working environment, employers are faced with
different challenges which continuously challenge the current status quo of the organisation.
Organisations make use of diversified teams to improve problem solving. The employer is
continuously challenged to change his or her general or current techniques to comply and
understand the management of diverse individuals. Examples of the challenges management
face are; management are ill-prepared as the heterogeneous workforce can be challenging to
manage as diversity brings with the differences in the way people act, their expectations and

approaches. If this is not managed properly, it can result into conflict.
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Managers themselves are very different, they are black, white, and coloured, and have limited
opportunity to interact with people from different cultures. It could be challenging for a
manager to balance an individual employees’ needs on the one hand and service delivery
(needs of society) and organisational needs, on the other hand. Diversity may lead to
increased tension and conflict in the workplace such as interpersonal, intercultural or
organisational conflict and managers should be able to manage this in such a way that the
outcomes are positive to the individual and the organisation. This means that management
interventions would have to take place at the right time, the right place and by the right
method in order to enhance creativity and productivity in the organisation.

Managers face a communication challenge and should be able to develop a common
understanding of terminology as well as a clear understanding of roles and responsibilities of
individuals. The challenge for a manager is to create a work environment in which different

lifestyles, family needs and work styles are accommodated.

There are many challenges to managing a diverse work population. Managing diversity is
more than simply acknowledging differences in people. It involves recognizing the value of
differences, combating discrimination, and promoting inclusiveness. Managers may also be
challenged with losses in personnel and work productivity due to prejudice, discrimination,

complaints and legal actions against the organisation (Devoe, 1999).

2.6.3 Benefits of Diversity Management

Diversity is beneficial to both associates and employers. Although associates are
interdependent in the workforce, respecting individual differences can increase productivity.
Diversity in the workplace can reduce lawsuits and increase marketing opportunities,
recruitment, creativity, and business image (Esty et al., 1995). In the current era where
creativity and flexibility are key components of competitiveness, diversity is an important

factor in the success of an organisation.

Van der Walt and du Plessis (2010) indicated that when employers implemented diversity
management thoroughly it benefited both the employer and employee. Organisations can
benefit from a diverse workforce through:
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i. Employing individuals from a previously disadvantage background.
ii. The workforce is ageing and the employer can benefit from this.
iii. The organisations consumers will also become more diverse.
iv. Employees will want to work in the organisation.
v. Consumers will want to purchase from these organisations.
vi. Employer will be able to select from a bigger group of very capable individuals.
vii. The organisation will attract new stakeholders and business partners that would like to be

involved in the organisation

According to Mfene (2010), even though organisations could benefit from managing
diversity, it can also cost the organisation a pretty penny if they ignore it. If organisations do
not accept diversity management, the organisation will be faced with higher employee
turnover which will lead to an increase in recruitment and selection cost. This means that
employees will not stay with the organisation long term, which in turn will cause the
organisation to continuously recruit new individuals. The organisation will also incur
unnecessary training costs due to the high turnover of individuals. It is thus important that
organisation should embrace diversity in order to be more creative and innovative in their
product and service delivery to clients. The organisation will also need to get more involved

in their immediate community, through assisting with upliftment.

Organisational diversity can benefit the organisation in the following ways (Mfene, 2010):
i. It enables a wide range of views to be present in an organisation, including
views that might challenge the status quo from all sides.
ii. It focuses and strengthens an organisation’s core values
iii.  Diversity is instrumental in organisational change.
iv. It stimulates social, economic, intellectual and emotional growth.

v. It helps an organisation understand its place in the global community.

Okoro and Washington (2012) proposed benefits of diversity management as a collective
diversity amongst business organisations that is a great strength which helps with the increase
of the organisations competitive advantage. In order to maintain the right combination of
competencies and skill, organisations strive to recruit, effectively manage, and maintain a
diverse workforce. Domestic and global organisations are designed to create products (goods,

services, or ideas) that cater for diverse consumers and to ensure that there are benefits for
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their various multicultural stakeholders. Therefore the development and management of
human activities in industries associated with the transformation of resources into finished
goods and services is of critical importance for the sustainable growth and profitability of

business enterprises.

2.7 Approaches to the challenges of diversity

Grobler et al. (2006) indicate that to meet the challenges of the twenty fist century, South
African businesses must have access to the best and brightest employees. The workforce must
be willing and able to provide the skills and commitment necessary to compete in the
economy. They must be trained in new technologies, sometimes two or three times during
their careers, just to stay relevant. Leaders must emerge from the workplace to motivate and
direct the workforce. As in the past, these leaders must be able to understand the organisation
and employee’s needs, and see that both are met. Diversity competence, both at
organisational and individual levels, is now seen as critical to remain competitive in an
increasingly global marketplace and in diverse employee labour markets (De Anca &
Vazques, 2007).

According to Uys (2003), in the current working environment the employers are faced with
different challenges, thus continuously challenging the current status quo of the organisation.
Organisations make use of diversified teams to improve problem solving. The employer is
continuously challenged to change his or her general or current techniques to comply and
understand the management of diverse individuals. The debate on diversity challenges are
hampered by lack of clear understanding of the related concepts (i) valuing diversity, (ii)
affirmative action, and (iii) diversity management. The concept of diversity challenges will

be discussed below:

2.7.1 Valuing Diversity

One of the most important broad based challenges currently facing organisations is adapting
to people who are different. The term used for describing this challenge is workforce
diversity. “Workforce diversity means that organisations are becoming a more heterogeneous
mix of people in terms of gender, age, race, ethnicity, and sexual orientation. A diverse

workforce, for instance, include woman, Africans, Indians, Coloured, the physically disabled,
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senior citizens, gay and lesbians. Managing this diversity has become a global concern.”
(Robbins et al., 2009). Kochen, Bezrukova, Ely, Jackson, Joshi, Jehn, Leonard, Levene and
Thomas (2003), indicate that in order to promote the development of more positive
organisational cultures that would support the effective development of a more diverse
workforce, many companies and consulting firms began offering training programs aimed at
“valuing diversity”. These efforts focused on changing employees’ attitudes and eliminating
behaviours that reflected more subtle forms of discrimination and exclusion, which often
inhibited effective interaction amongst people. The widespread adaption of such training
programs expanded the concept of “diversity” as people began to realize that visible, legally
recognised, demographic differences such as race and gender were not the only types of
differences that affected work relationships among employees. Kochan et al. (2003) proposed
that gradually, training initiatives proliferated, encouraging employees to value the wide
range of physical, cultural, and interpersonal differences, which would presumably enhance

decision making, problem solving and creativity at work.

Often organisations have as part of their affirmative action programmes, valuing diversity or
diversity awareness programmes which evolve around moral and ethical imperatives to
recognise and appreciate culturally diverse people. From the diversity management point of
view every member of the organisation should be valued as an individual. Furthermore, a
holistic approach is necessary and such programmes are not sufficient as standalone
interventions. Although programmes for valuing diversity do have the effect of enhancing
relationships and promoting respect and appreciation for others and an acceptance of
differences in colleagues, they emphasise only the individual and interpersonal issues whilst
excluding organisational issues (Uys, 2003). Best practice organisations value people and
cultivate an environment where cultural awareness, sensitivity, fairness and integrity prosper.
All employees believe that they can progress if they are qualified, are motivated and work
hard (Human, 2005).

According to Grobler et al. (2006, p. 78), “the first step in getting an organisation to value
diversity is to acknowledge the fundamental difference between valuing diversity on the one
hand, and affirmative action on the other. Affirmative action is a response to the under-use of
protected groups in various job categories, in which a business attempts to attract and
advance people from such groups because of their failure to do so in the past as a result of
discrimination. Valuing diversity moves past both of these concepts and results in a

management designed to reap the benefits that a diverse workforce offers”.

32



2.7.2 Affirmative Action

Affirmative action is a government —mandated program that requires corporates to provide
opportunities to woman and members of the minority groups who have traditionally been
excluded from good jobs. Affirmative Action aims to accomplish the goal of fair employment
by urging employers to make a conscious effort to hire members from protected classes
(Gomez-Mejia, Balkin & Cardy, 2008). Swanepoel et al. (2008), indicates that as much as we
regard empowerment to include affirmative action in an employment sense — it goes beyond
that. It includes conforming to employment equity legislation, but it places the emphasis on
embracing the diversity of our people and capitalising on that in order to enhance
performance. Empowerment thus specifically includes the development of our people and
includes the development of their abilities to engage in entrepreneurial endeavours and enable
them to become self-employed.

Despite the intense attention that affirmative action (which is sometimes referred to by
euphemisms such as corrective action, black advancement or positive action, as a related
concept) has received in South Africa in the past apartheid years, there is little consensus as
to the precise meaning of the concept. Amongst those who invoke it as an antidote to the
injustices of the past, a number of interpretations exist. There is, however, consensus that
affirmative action is intended to assist groups systematically discriminated against in the past,
which were denied access to skills development, opportunities and to resources (Uys, 2003).
Inside organisations, affirmative action can take many forms. From a managerial perspective
it is important to determine the type of affirmative action contemplated as this should be
reflected in the organisation’s affirmative action policy. The test of fairness of any form of
preferential treatment (in cases of promotion, for instance) will have to be found in the
organisation’s policies and objectives (Swanepoel et al., 2008). Affirmative action can be
differentiated from diversity management on the basis that it tends to be an exclusive
process/programme based on creating employment opportunities and securing promotions for
previously disadvantage people, while managing diversity is an inclusive process which seeks
to utilise all employees fully by removing the barriers that prevent people from working
together effectively. Unlike affirmative action, managing diversity is not a short term strategy
to correct imbalances in the workplace. Managing diversity is a long term process that

demands identification from top management as well as commitment to the introduction of
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mechanisms to realise the potential of each individual involved in the organisation (Uys,
2003).

2.7.3 Managing Diversity

Affirmative Action increases diversity but does not constitute the management of diversity.
Managing diversity means having a more flexible approach to work in the organisation, and
accordingly a great measure of value to people while taking cognisance not only of
institutional needs, but also of the needs of individual employees and employee groupings as
stakeholders who have an interest in the organisation (Uys, 2003). In broader terms, diversity
management is about managing the increasing diversity of issues that confront mankind in

contemporary organisational and social affairs (Flood & Romm, 1996).

How diversity is managed in an organisation will ultimately influence employees’ attitudes
and perceptions towards an organisation. Diversity - if positively managed - can increase
creativity and innovation in organisations, as well as improve decision-making by providing
different perspectives on problems. One can observe an increased competitiveness in positive
shareholder gains for firms with highly effective diversity management programmes (Pandey,
Shanahan & Hansen, 2005). When diversity is not managed properly, there is potential for
higher labour turnover, problematic communication and increased interpersonal conflict
(Robbin, 1998). Robbins et al. (2009) indicates that although the approaches to managing
diversity may vary from region to region or even from one company to another, the following
key elements have emerged that should be integrated into any diversity management

initiative:

i.  Obtain visible management support — experience has shown that an important success
factor for diversity initiatives is the commitment from top management. Organisations
that had successfully adopted diversity programmes had strong support from top
management that placed high priority on diversity relative to other competing
organisational objectives.

ii.  Diversity needs identification — the particular need can be identified by using
scientific needs analysis instruments such as diversity audits or focus groups

facilitated by qualified facilitators.
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Vi.

Vil.

viii.

Integrate in business strategy — diversity management must be implemented as a
positive and proactive business strategy to enhance organisational performance and
productivity. It should form part of the organisation’s employment equity plan in
order to create an environment conducive to diversity and employment equity
implementation.

Establish support structures — it is essential to establish various structures to help
operationalize the management of diversity, for example, a diversity steering group
(made up of diverse individuals representing groups identified by the diversity audit)
and diversity project team (utilising standard project management principles).

Diverse facilitators — it is suggested that two or more facilitators are used, provided
that they are representative of race and gender.

Diverse participants — as with facilitators’ participants must also be representative in
terms of gender, race, age, disability and organisational level. In order to enhance
diversity learning it is further recommended that members of the same workgroup be
used as far as possible.

Compile action plans — at a diversity session, participants should be encouraged to
develop action plans in order to ensure transfer of learning to the workforce. The
action plan must be specific in terms of planned activities, how the plans can be
maintained reinforced, monitored and evaluated.

Monitoring and evaluation — the diversity strategy should be monitored on a
continuous basis in order to identify successes, shortcomings and areas of
improvement and modification. Any changes in the training should occur after
consultation with all stakeholders and be communicated to all employees. The most
important form of evaluation is the quantifiable impact the strategy has in terms of

business performance and results.

2.8 Pressures facing the modern organisation dealing with issues of diversity

management

According to Venter et al. (2009, p. 22), “South Africa has only recently become a fully

pledged member of this global community after its re-acceptance into the international

community following the many years of isolation under the apartheid regime”. Since 1994,

following on the first democratic elections, the Government has endeavoured to liberalise

many aspects of the South African economy to facilitate this process of globalisation. Thus,
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in order for the modern organisation to stay competitive and relevant in today’s environment,

managers should deal with the following diversity pressures:

2.8.1 Pressures for participation in decision making

Worker participation can be loosely defined as a style of management, which allows
employees, either individually or collectively, to meaningfully participate in and contribute to
the decision-making and running of an organisation (Venter et al., 2009). Bendix (2010)
indicates that worker participation entails the involvement of the employee in the
organisation and planning of the work process, in the establishment of procedural and future
processes, in the decision making functions at various levels and in the management and
policy-making bodies of the undertaking. An example of worker participation could take
various forms and could range from mere information-sharing and consultation to joint
decision making and sharing ownership. Worker participation is actually intended to promote
the extension of industrial democracy in the enterprise, in the form of joint governance by
employees. Thus only those forms of participation where employees share in the decisions, or
are able to influence the action of management, will be regarded as relevant in the present

context.

According to Venter et al. (2009, p. 143), worker participation is generally seen to satisfy (i)
ethical/moral, (ii) socio-political, and (iii) economic objectives.

I.  “Ethical or Moral objectives indicates that if employees are entitled to influence those
issues, which affect them socially and politically through democratic processes, it
follows that they should have at least an equal say in those issues that affect them
economically. Workplaces are not only a source of employment and income, but have
an equal effect on the health and well-being, security, happiness, and self-esteem of
employees. Allowing workers to participate particularly in the decision making
structure of the organisation acknowledges that they play a valuable role in the
running of the organisation and give expression to economic rights that are so
important to individual development, self-actualisation and dignity.

ii.  Socio-political objective indicates that worker participation is commonly seen as the
extension of the principals of democracy into the workplace. Indeed, organisations are

often seen as microcosms of society and should thus be reflective of and mirror
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development and progressions therein. Following the 1994 elections, increasing
pressure was brought to bear on South African workplaces to introduce democratic
processes and structures, and to increasingly involve workers at all levels of decision
making in the organisation. Workers should thus be involved in deciding on matters
of mutual interest, as well as in matters that have an impact on the conditions of
employment and economic well-being.

Economic objective indicates that worker participation has an impact on both
effectiveness and the efficiency of organisations. A number of economic benefits are
derived from involving workers in decisions-making, all of which contributes to
increased quantity and quality of output and improved profit margins. These include
more effective decision making, a greater commitment to quality, increased job
satisfaction, a lower management to worker ratio, better labour relations, improved

communication, increased productivity, as well as decreased costs”.

2.8.2 Pressures for alternative work schedules

According to Robbin et al. (2009), beyond redesigning the nature of the work itself and

involving employees in decisions, another approach to make the work environment more

motivating is to alternate work arrangements. Three alternative work arrangements are (i)

flexitime, (ii) job sharing and (iii) telecommuting.

Flexitime allows employees some discretion over when they arrive at work and when
they leave. Employees have to work a specific number of hours per week, but they are
free to vary the hours of work within certain limits. The benefits claimed for flexitime
work includes reduced absenteeism, increased productivity, reduced overtime
expenses, reduced hostility towards management, as well as reduced working
congestion around work sites. It also eliminates tardiness and increases autonomy and
responsibility for employees that may increase employee job satisfaction.

Job sharing indicates that it allows two or more individuals to split a traditional 40-
hour-a-week job. Job sharing allows the organisation to draw on the talent of more
than one individual in a given job. It also opens up the opportunity to acquire skilled
workers — for instance those of the previously disadvantaged groups such as woman
with young children — who might not be available on a full time basis. From the

employee’s perspective, job sharing increase flexibility. As such, it can increase
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motivation and satisfaction for those to whom a 40-hour-a-week job is just not
practical.

iii.  Telecommuting might be close to the ideal job for many people. Telecommuting
refers to employees who do their work at home at least 2 days a week on a computer
that is linked to their office. This means no commuting, flexi hours, freedom, to dress
as you please, and a few or no interruptions of colleagues. With woman making up
the growing numbers in the workforce, South African multinationals are starting to
take note of the reality. The potential plusses for telecommunication for management
includes a larger labour pool from which to select, higher productivity, less turnover,
improve morale, and reduced office space cost. As for employees, telecommuting

increases flexibility.

In 1997, the government passed a new version of the Basic Conditions of Employment Act.
Under the new Act, maximum working hours were decreased from 48 to 45 hours per week,
overtime pay increased from one and a third to one and a half hours the normal wage,
compulsory annual leave was extended from two to three weeks per annum and unpaid
maternity leave from three to four months (Bendix, 2010). Working time flexibility concerns
the adjustment of total working time within a given period and the possibility of rearranging
working times within a given period. Time flexibility can take various forms such as
overtime, flexitimes (flexible starting and finishing time), the averaging of hours over a
certain time period, for example over 12 months, shift work and a shortened work-week.
Many enterprises in South Africa and abroad have introduced flexitime arrangements. In this
manner the need of both the employer and the employee can be met to a greater degree than
in the past, and employers can more fully utilise their employees’ productive capacity
(Barker, 2007).

2.8.3 Pressures for equity in earnings

According to Mohr and Fourie (2004), one of the many reasons why wages differ is as a
result of discrimination. Employers often discriminate between workers on the basis of
gender, race, age, religion, creed, nationality, ethnicity or social background. While
discrimination is undoubtedly one of the determinants of wage differences, in South Africa as
well as elsewhere, one should be cautious about ascribing most or all differences in

remuneration to discrimination. Differences in income between different groups (e.g. the
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genders, races, groups, religious groups, and age groups) do not provide evidence of
discrimination. Only that part of wage differentials that cannot be explained by others factors
can be ascribed to discrimination. During the apartheid era certain jobs were reserved for
whites, while “non-whites” were often paid less than whites in similar jobs. Since the 1990s
new forms of discrimination have appeared in South Africa, such as affirmative action,
employment equity and black economic empowerment. These measures or strategies are
attempts to redress the inequities of the past and to compensate those groups who were

previously subject to racial, gender or other forms of discrimination.

According to (Barker, 2007), the phrase “equal pay for work of equal value” has replaced the
order terminology “equal pay for equal work”. Equal pay for work of equal value, (or work of
comparable value, or work of comparable worth) is a much wider term and is a principle
whereby remuneration rates are established on the basis of job content. The author also
indicates that “value” is a concept that evades adequate definition and could, for instance,
relate to the “value” of the work performed or the “value” of the employee to the employer.
In terms of the wider concept, a female secretary or clerk should, for instance, receive the
same remuneration as a male truck driver or construction worker if the knowledge, skill,
value to the employer, and so on, of the two workers are equal. An attempt must therefore be
made to look at the inherent characteristics of the job, and value is often determined by job

evaluations.

If the labour market were a homogeneous factor of production, and were sold in perfectly
competitive markets, everyone would earn exactly the same when the labour market was at
equilibrium. However the labour market is not homogeneous and labour markets tend to be
imperfect. As a result there is a large difference between what different workers earn, even if
all the various labour markets are in equilibrium. One of the most important reasons for
inequality in the distribution of personal income and wealth is differences in the remuneration
of labour. To explain the difference in wages, all the possible determinants of such
differences have to be taken into account, since more than one usually applies to a particular
occupation or group of workers (Mohr & Fourie, 2004).
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2.9  Influences of biographical factors on diversity interventions

Esty et al. (1995) indicates that diversity is generally defined as acknowledging,
understanding, accepting, valuing and celebrating differences among people with respect to
their biographical differences. Bartley, Ladd and Morris (2007) postulates that companies
have provisions for the parity of gender, race, age, job grade/category and qualification.
These are built into policies and procedures reflective of current laws and regulations. The
above mentioned biographical factors that characterize the organisation’s workforce and

potential labour pool will be discussed below:

2.9.1 Gender

According to Morna (2004), gender is the concept that seeks to realize the importance of
women in this male dominated world by bringing them into mainstream participation in all

spheres of the public. It also analyses women not as subordinates but equal partners in
contributing towards women’s representation in decision-making processes and upholding
the democratic principals in this changing world. It is further stated that gender refers to the
social roles allocated respectively to women and men in particular societies at particular
times. Such roles, and the differences between them, are conditioned by a variety of political,
economic, ideological and cultural factors and are characterized in most societies by unequal

power relations.

Given the significant changes that have taken place in the past 40 years in terms of increasing
female participation rates in the workplace and rethinking what constitutes male and female
roles, you should operate on the assumptions that there is no significant difference in job
productivity between men and woman. Despite the extensive research that proves that woman
can perform most jobs as well as men, the reality is that woman in South Africa specifically,
are poorly represented in the senior positions in organisations. This is due to a number of
reasons including lower levels of schooling and persistent gender discrimination. This issue is
actively being addressed by the South African government through its labour legislation, for
example the Employment Equity Act, 55 of 1998, which aims to correct past imbalances,
create opportunities for woman and establish role models for future generations. Many South
African women now rise to very powerful and influential positions (Robbins et al., 2009).

Cummings et al. (2009) indicate that career development interventions will help maintain,
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develop, and retain a competent and diverse workforce. Recent research on career
development programs suggested that organisations consider the assumptions embedded in
their career development programs to ensure programs are not biased towards masculine

experiences and worldviews, especially those related to careers (Cummings et al., 2009).

2.9.2 Race

Most people across the globe do identify themselves according to a racial group. This is
particularly true in South Africa, possibly as a result of highly divisive political policies in the
past. Race is defined as a biological heritage that people use to identify themselves. Race has
been studied extensively in organisational behaviour, particularly as it relates to employment
outcomes such as personal selection, performance evaluations, pay, and work place

discrimination. Some points around race research are discussed below:

i.  In employment settings, there is a tendency for individuals to favour colleagues of
their own race in performance evaluations, promoting decisions, and pay raises.
ii.  Employers who use mental ability tests for selection, promoting, training, and similar
personnel decisions are concerned that these tests results may be racially biased.
iii.  The possibility of inherent genetic group differences in cognitive ability is a
contentious issue, and different views in this regard will undoubtedly continue to be
debated (Robbins et al., 2009).

According to Cummings et al. (2009, p. 476), “race continues to be an important issue in
diversity interventions, especially as organisations work to increase diversity amongst top
leadership and board members.” Training can increase the likelihood that effective diversity
management programs rely on data (not impressions or perceptions) and are responsive,
move beyond eliminating obvious racism to eradicating more subtle forms as well as
eliminating vague selection and promotion criteria which can let discrimination persist.
Thereby linking diversity management to individual performance appraisals and develop and
enforce appropriate rules. The organisation can implement mentoring programs to ensure that
minorities in the advancement stage get the appropriate coaching and that successful minority

managers and executives get the chance to share their wisdom and experience with others.
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2.9.3 Age

Robbins et al. (2009) hypothesise that the relationship between age and job performance is
likely to be an issue of increasing importance during the next decade for at least three reasons
namely (i) the widespread belief that job performance declines with increasing age; (ii) the
workforce is ageing thus the employees are either forced to work longer because of financial
reason or they choose to work longer because they live longer and healthier lives and (iii) a
worldwide shortage of highly-skilled staff forces companies to re-employ older people. This
is a visible trend in South Africa where a critical skill shortage exists.

Cummings et al. (2009, p. 476) hypothesised that “in order to address age diversity,
organisational development interventions, such as work design, wellness programs, career
planning and development, and reward systems must be adapted to these different age groups
and demographic cohorts. For older employees, work design can reduce the physical
components or increase the knowledge and experienced components of a job. Career
planning and development programs will have to recognise the different career stages of each
cohort and offer resources tailored to that stage. A reward system intervention may offer
increased health benefits, time off, and other perks for the older workforce while using

promotion, ownership, and pay to attract and motivate the scarcer, younger workforce.”

2.9.4 Job Grade/ Job Category

When managers value diversity and manage it in a productive way, productivity in the
organisation will increase because of less conflict among staff. Increase in productivity will
lead to increased profitability, which will lead to the upliftment of society at large (Bates,
Botha, Botha, Goodman, Ladzani, de Vries, November & Southey, 2005). According to
Harris et al. (2007) employees with permanent appointments are more negative about the
current position of diversity management. Members of management are more positive about
the current position of diversity management. This result is to be expected as management
tends to perceive their policies and procedures to be diversity friendly. Participants in
managerial positions appear to have a significantly higher level of normative commitment
towards diversity management than the participants employed at staff level or as independent
contractors Ferreira & Coetzee (2010).
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2.9.5 Qualification

Employees with matric are less positive about the openness of diversity management. A
positive explanation is that employees who have tertiary education have a more complete
understanding of diversity management and the change process, compared to employees who
only have matric (Harris et al., 2007). According to Dombai and Verwey (1999), employees
without tertiary qualification are not exposed to diversity management as much as those with
a tertiary education. Graduates are more exposed to the organisational leadership; hence their
formal and informal socialisation could be expected to differ vastly from that of the non-

graduate. The graduates-in-training are usually those earmarked for leadership.

2.9.6 Sexual Orientation

According to Grobler et al. (2006), it is estimated that at least 10% of the population in South
Africa is homosexual. If that estimate is correct, 10% of the men and woman in the workforce
are gay. South African law explicitly prohibits any discrimination based on sexual
orientation. Despite noble intentions, the South African society still finds it difficult to always
accept the implications of these individual differences and a fair degree of discrimination
may exist. An increasing number of employers are however implementing policies and

practices to protect the rights of every person in the workplace (Robbins et al., 2009).

Cummings et al. (2009, p. 477) postulate that “the primary organisational implication of
sexual orientation diversity is discrimination. Gay men and lesbians often are reticent to
discuss how organisational policies can be less discriminatory because they fear their
openness will lead to unfair treatment.” People have strong emotional reactions to sexual
orientation. When these feelings interact with the gender, culture and value trends the
likelihood of both overt and unconscious discrimination is high, especially around the often-
misperceived relationship between sexual orientation and HIV/AIDS. Interventions aimed at
these dimensions of workforce diversity are relatively new in organisational development and
are being developed as organisations encounter sexual orientation issues in the workplace.
The most frequent response is education and training as this intervention will increase the

members’ awareness of the facts and decrease the likelihood of overt discrimination.
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2.9.7 Disability

According to Bendix (2010), people with disabilities are defined as people who have long-
term or recurring physical or mental impairments which substantially limits their prospects of
entry into or advancement in employment. Common disabilities include limited hearing or
sight, limited mobility and mental and emotional deficiencies. Many individuals experience
anxiety around workers with disabilities, especially if the disability is severe. However the
manager can set the tone for proper treatment of workers with disability. This is important as
people with disability now fall within the so-called ‘designated group’ identified by the
Employment Equity Act 55 of 1998 (Grobler et al., 2006).

Swanepoel et al. (2008, p. 550) indicate that “the Act places a duty on designated employers
to provide reasonable accommodation for people with disabilities, such as modifying or
adjusting a job or the working environment that will enable them to have access to,
participate in or advance in employment, in order to ensure that they enjoy equal
opportunities and are equitably represented in the workfo