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ABSTRACT  

 

The topic of gender diversity management has acquired central importance in corporate 

management as well as in related research during the last two decades.   

The importance of Gender Diversity at workplace is one of those issues that are often spoken 

about, in conferences, and repeated in survey findings. Although governments and 

organizations, from all over the world, are investing efforts and resources to promote women’s 

progress, to develop diversity policies and to embed inclusive practices, the current rate of 

progress is far from matching the efforts especially the ones made in the Middle East and Africa 

Region.  

 

Hence, this study conducted in the United Arab Emirates, in the Arab Region, aims to 

investigate and understand how corporate organizations design and implement gender 

diversity and inclusion in their structures, policies and practices to improve their gender 

representation in their upper echelons?  

 

To investigate the research question, an in-depth literature review was studied, in a first stage, 

focusing on three main theoretical streams providing a comprehensive review of feminisms at 

work in organizations and management studies: The Feminist Theories, the Organizations 

studies (or more specifically Feminist Theorizing in Organizations Studies) and the Diversity 

Management approach in Organizational Behavior.  

A key focus for critical feminist scholars in organizations’ studies was essential to reveal the 

dominance of masculinist behaviors in leadership and in gendered organizations’ culture. Then, 

the relevant diversity management models were also critically reviewed. 

Subsequently, I have mobilized three models. First, the Relational Model of Diversity 

Management (Syed and Özbilgin, 2009) explains the perceived influential factors of effective 

organizational change, taking into account multilevel factors when developing a context-

specific approach to diversity management (macro, meso and micro levels), and pledges that 

diversity management practices are shaped by the history of the local context (Özbilgin and 

Tatli, 2008). Majority of diversity management studies were conducted in the western countries 

or in multinational corporations (Cox Model, 1991, Özbilgin et Tatli, 2008, etc..). Obviously, 

literature on diversity management has focused on Human Resources practices as well as the 

importance of diversity and inclusion on the organizational performance, only few scholars 

studied the culture of inclusion (Fredman, 2014), as well as framing the diversity management 
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as a process coordinating activities and interventions of the overall organization’s departments. 

In the second model mobilized, the Change Model of Diversity Management, Cox (2001) 

described the process of instituting and implementing diversity initiatives in any organization. 

The third model, the Inclusive Workplace Model (Mor Barak, 2005), identified four level of 

managing diversity within the organization from designing key components for a successful 

implementation within the corporate walls, to the relation of the organization with its external 

community, without describing the process of change. Literature about diversity management 

presented fragmented research areas, with various works focusing on a specific aspect of this 

phenomenon, characterized by single level studies, focusing on either macro structural 

circumstances, or meso-organizational realities, or micro-agentic dynamics of equality  and 

diversity at workplace (Tatli, 2008). 

Further, this study followed a qualitative research design, with an abductive reasoning, through 

four embedded case studies. I was referring to all preconceived theoretical ideas while look 

deeply at the field, examining the empirical evidence. A back and forth movement between data 

and theoretical knowledge allowed a new multi-level interpretation of diversity and inclusion.  

The case studies were carefully selected to provide the study a wide spectrum of diversity 

management understanding of D&I strategy (strategy and processes), and D&I implementation 

(practices) practices. The data collected over more than a year were coded and analyzed and 

interpreted in a processual approach. This approach generated going “back and forth” 

movement to the literature; Thus, newly fresh emerged concepts were looked after.  

The originality of this study is that I borrowed the “processual approach” from Organizations 

Dynamics of Change Management and nourished the Diversity Management literature to ensure 

a multi-level exploration and investigation. Results showed that diversity and inclusion 

management is dynamic and not static. It shall be taken as a transformational ongoing journey 

more than best practices to be implemented. Gender Diversity and Inclusion needs a 

comprehensive multilayered strategy, sustainable and meaningful climate of change moderated 

by an engaging communication: engaging stakeholders around specific objectives and building 

long-term support is required.  This study confirms that the success in improving diversity can 

only be achieved when multi-level strategy is implemented over a sustained period (Priest et 

al., 2015). 

The results mined out bringing new insights at the literature level, as it is first conducted on an 

under-researched area and context. It also shows that the models mobilized are incomplete, they 

need to be enriched with other factors. Essential contribution was brought to Cox Change 

Process Model. As mentioned earlier, literature lacked a coherent and strong theoretical 
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foundation, as well as strong example of organizations implementing diversity initiatives. 

Therefore, this study contributed to the theoretical knowledge by providing a multi-layered 

exploration based on processual approach of diversity management within organizations and in 

the United Arab Emirates, a non-Western Muslim country (under-researched historically 

conservative region). Discussions considering the extant theoretical knowledge pass along the 

underlying models but contribute significantly to knowledge by adding additional important 

perspective from empirical evidence. This study brought essential contribution to Cox Change 

Model (2001). 

The study also shows how organizations shall have a thoughtful  responsibility to redesign their 

processes if they wish to create an environment where all their employees can thrive.  

This study contributed not only to the academic  knowledge through a new research in an under-

researched region; but also to practitioners who acknowledge the importance of addressing 

gender diversity, but need to get more understandings about gender diversity in the workplace 

in the UAE. They are intrigued by how companies can move from simple creative solutions to 

a culture of inclusive practices.  

 Yet, the findings of this study shall be perceived considering some methodological and 

categorical limitations. This allows room for future research and investigations.  

 

 

Keywords: Diversity Management, Inclusion, Feminist Theories, Relational Framework, 

Inclusive Workplace, Diversity and Equality Paradigms, International transfer of Diversity 

Management practices, Change Process, Processual approach, United Arab Emirates. 
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INTRODUCTION 

 

This chapter introduces this study focus and developmental process undertaken to answer the 

research question: How corporate organizations design and implement gender diversity 

and inclusion in their structures, policies and practices to improve their gender 

representation in their upper echelons? 

Gender diversity and equality, being a well-known and much needed topic in the corporate 

world, it is yet far from being mastered. This chapter presents the global context and current 

big issue of this topic, it explores the insights on the women progress in their access to 

leadership positions,  provides an outline of the relevant literature which will be drawn upon in 

the study of gender diversity in the United Arab Emirates (UAE) Based organizations, the 

methodological orientation as well the methods adopted. Finally, a structure  of the thesis along 

with a summary of contents is dressed.  

 

GLOBAL CONTEXT 

 

In the last few years, a global tangible consensus and commitment have been declared in all 

countries to promote gender parity: enhancing women’s economic potential while achieving 

greater social gender equality in access to health, education, economic and political 

participation, etc..1. 

In September 2015, around eighty world leaders were assembled in the “Global Leaders 

Meeting” on gender equality and women empowerment, and personally committed to end 

discrimination against women by 2030; they announced tangible actions to ensure rapid change 

in their countries2.  In parallel, the Millennium and Sustainable Development Goals3 adopted 

by the UNDP in 2015, sets clear targets for the international community over the next fifteen 

years, calling explicitly in its Goal 5 for gender equality and women empowerment4. 

 

 
1 UNDP Gender Equality 2014-2017, “The Future we want: Rights and empowerment”. 

2 This event marks a historic first, with pledges delivered by Heads of States and Governments. No other single 

issue is to receive this level of political attention at the UN Summit held from 25-27 September to adopt Agenda 

2030 and its Sustainable Development Goals. http://www.unwomen.org/en/news/stories/2015/9/press-release-

global-leaders-meeting, visited on December 12th, 2018. 

3 https://www.undp.org/content/undp/en/home/sustainable-development-goals.html, site visited on 19th  

September 2018 

4 IMF, Working paper, “Trends in Gender Equality and Women’s Advancement”, 2016. 

https://www.undp.org/content/undp/en/home/sustainable-development-goals.html
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Although most governments around the globe were striving to make progress on gender parity 

in the last decade, aiming at fostering a more gender-equal workplace, and businesses playing 

a key role driving these policies into actions, the global gender gap has closed only from 55 per 

cent to 68 per cent5. In 1990, many reports expected an increase of the representation of active 

women to 70 per cent6. However, the figures did not increase as per their expected projectile. 

Women in the workplace were facing hidden barriers and although the percentage of women 

entering the labor force was increasing, employed women were concentrated in a narrow range 

of occupation areas such as administrative and clerical jobs compared to men (Wirth, 2001). 

 

In their recent report published in 2019, PWC reveals, based on the “Women in Work Index” 

that although a progress is made across 33 OECD countries, the pace of progress is slow. 

Undeniably, we see huge disparities between Nordic countries at the highest and Middle East 

Region ranking last globally on the overall Index, behind South Asia7. Being welfare states and 

support for universal social policies, Nordic countries occupying four out of five of the Gender 

gap closure index’s top places in 2018, are today role models for other countries in the 

developing countries. 

Since 2000, Luxembourg and Poland have made significant improvements on the Index, as a 

result of a large drop in the female unemployment rate. On the other hand, some other countries 

such as the United States and Austria have all fallen drastically on the rankings since 2000.  

Zooming on other parts of the world, Rwanda, for instance, is the first country in the world to 

have a parliament with majority of women. Japan has closed its gender gap by 6.2 per cent and 

is set to increase the representation of women in leadership positions to 30 per cent by 2020. In 

2015, Turkey exceeded its goal of narrowing the gender gap by 10 per cent by closing the gap 

in legislator, senior official and manager positions, in addition to professional and technical 

roles as well as in enrolment in tertiary, secondary and primary education. 

Among Arab countries, 11 out 17 countries covered by the index in the MENA region have 

improved in 2018 their overall score compared to earlier year and closing more than 60 per cent 

of its overall gender gap. The UAE has shrunk its gender gap in educational attainment and 

aims to become one of the top 25 countries in the world for gender equality by 2021. Saudi 

Arabia has surprisingly set out clear target of increasing women’s participation in the workforce 

 
5 World Economic Forum Report (WEF), 2018; WEF, 2017; WEF, 2006 
6 The United States Consumer Report, 1990 
7 WEF, 2018 
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from 22 to 30 per cent8 in 2030.  Though, talking about women’s participation, gender parity is 

still behind especially in those countries.   

 

While governments play an important role in shaping a policy atmosphere supporting gender 

equality and diversity in the workplace, it is up to employers to put gender equality policy into 

practice. As a matter of fact, organizations, all over the world, are investing a significant amount 

of effort and resources to develop diversity policies and to embed these practices. Yet, the 

outcomes are not always matched by efforts.  

Since 2014, over 80 per cent of organizations in Mexico have implemented work-life balance 

programs making family management easier for both men and women, still Mexico sees 

setbacks in its progress towards gender parity in 2017, with its overall gender gaps standing at 

its widest point since 2011 and even 2013. The Republic of Korea has narrowed its gender gap 

by 8.9 per cent by increasing support for employees seeking childcare and prioritizing family 

friendly companies for government contracts.  Google has extended its family leave policy from 

3 to 5 months; AXA Gulf has introduced an equal parental leave for both gender; Sodexo 

announced incentives to employees to achieve gender balance, Nokia and Ernst and Young 

created their professional women’s network establishing a career watch focused on progressing 

gender parity and providing high potential women access to key opportunities and many other 

big corporations who declare aggressive recruitment plans to move the needle on gender 

balance. Large organizations often feel that they have done their job when they have injected 

their workforce with “diverse” talent whether it is female or not.  Checking boxes on corporate 

hiring by increasing the representation from few target populations can be interpreted as 

acquiring greater diversity but not necessarily achieving true inclusion.  The proof of this lies 

in the alarming number of those hired recently leaving the organizations, arguing the limitations 

of diverse hiring strategies when there are not inclusive practices in place to support the 

engagement and success of all employees. Unfortunately, despite all the efforts made, more 

concerted efforts are needed from all stakeholders (the social system level, the organizational 

level as well as the individual level). Otherwise, at the current rate of progress, the overall global 

gender gap would need 83 years on average to be closed globally (61 years in Western Europe, 

comparing to 161 years in East Asia and the Pacific9). 

  

 
8 Closing the Gulf’s gender gap, Gulf news, visited on March 15th, 2018 
9 The Global Gender Gap, World Economic Forum, 2016 
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BIG ISSUE  

 

The rapid changes in recent years in terms of globalization, technical advances, the increasing 

importance of Human Resources (hereafter HR) and Talent Management in high competitive 

markets  have forced organizations everywhere, including in the United Arab Emirates (UAE), 

to adopt new conditions enabling them to maintain their competitiveness and success. Though, 

while women’s educational attainment gap stands only on average at 5 per cent10, the global 

gender economic participation gap remains wide where only 59 per cent has been closed11. This 

slow progress shows that high level of female participation in education is not leading to equal 

opportunities for women.  

Even after decades of progress toward making women equal partners with men at work and the 

relative increase of the women participation in the workforce, their advancement into some 

“male-dominated” industries or into the upper echelons of management has stalled12.  Women’s 

share in managerial positions has only increased by 5 per cent in 25 countries between 2000 et 

201213.  

The importance of Gender Diversity at workplace is one of those issues that are often spoken 

about in conferences, repeated in survey findings, and yet rarely are a priority unless there is a 

mandatory obligation for companies to comply with. Many studies conducted in the last decade 

found that women remain under-represented in top leadership positions in organizations (for 

instance only 3 per cent to 5 per cent of the top management jobs in the US and 1 per cent in 

the Gulf Cooperative Council)14, reflecting an invisible barrier so called the “glass ceiling” or 

“glass cliff” along the women talent pipeline15.  

Barriers existent also horizontally:  women are overrepresented in education and health, equally 

represented in social sciences, business, and law; and underrepresented in engineering, 

manufacturing, construction, and science16. Women and men are likely to continue pursuing 

careers in sectors and occupations that are considered “feminine” and “masculine” and are 

discouraged to do others17. Sectoral and occupational segregation constrains the opportunities 

and choices that women and men have in pursuing different types of work. It also limits 

 
10 The Global Gender Gap Report 2017, Insight Report, World Economic Forum. 
11 The Global Gender Gap Report 2016, Insight Report, World Economic Forum. 
12 Women Matters, Mckinsey, 2007 
13 Women Trends, International Labor Organization, 2016 
14 Enhancing Women Economic Empowerment, OECD, 2014  
15 15 Women Matters, Mc Kinsey, 2015 
16 World Bank in Gender website, visited on September 22nd, 2017 
17 Catalyst, 2005; KPMG, 2014) 



P a g e  13 | 279 

 

women’s access to occupations that have good working conditions, access to social protection 

and availability of work-family measures18. The glass ceiling, though cracked in many places, 

is far from being shattered. Women in business hold 24 percent of senior management positions 

globally, and more than 33 percent of businesses have no women in those leadership levels. 

The criteria for promoting men and women into senior management positions should be 

identical, however many factors are taken into consideration when promoting a woman.  In 

developing countries, the business leadership positions open to women are often limited to 

micro or small enterprises.  

In attempt to understand the big issue and why this progress is being slow, and to analyze how 

can the organizations move the needle, a multilayered combination of factors is considered. 

Hence, I will review, in this section, the updates and the progress that have been made on the 

individual (micro level) “women educational attainment and professional attributes”, the 

drivers pushing the countries to invest in national machineries (macro level) and the firms 

policies and actions advancing this gender parity (meso level).  

 

Progress of Women Educational Attainment and Economic Presence 

 

Much has been done to close the gender gap in education over the past 20 years (figure 1): both 

developed and developing countries, national governments and the international community 

had promised to increase investment in girl’s education and improving schools ‘conditions.  The 

gender inequality index has globally shrunk but in different pace: Some with significant 

decrease such as 52 per cent decrease in UAE and others slightly such as Portugal with 4 per 

cent decrease over the period 1997-2015 (Figure 1). Overall female enrollment at the primary 

level, secondary and tertiary level has grown tremendously. Women are even exceeding men 

in tertiary education in most regions. Women represent 54.4% in tertiary education in Middle 

East Region, 58.5% in Americas and 56.3% in Europe19.  

This improvement was reflected in the labor participation of women (figure 2) but not that 

impactful, the women unemployment rate has risen between 2000 and 2016 in average from 62 

per cent to 69 per cent mainly since women are pursuing higher education which might delay 

their employment. We see clearly that women labor participation has increased between 2000-

2017 in all the countries studied in the figure 2,  and this is reflected in the fall of unemployment 

 
18 (ILO, 2012; ILO, 2009). 
19 Unesco, 2018 shown on the ILO website https://ilo.org/infostories/en-GB/Stories/Employment/beyond-the-

glass-ceiling#introduction, visited on 21st of September 2019. 

https://ilo.org/infostories/en-GB/Stories/Employment/beyond-the-glass-ceiling#introduction
https://ilo.org/infostories/en-GB/Stories/Employment/beyond-the-glass-ceiling#introduction
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rate of women in 20 countries among 34 represented in (figure 3). Fourteen countries have seen 

their unemployment rate increasing between 2000 and 2017. We see also in figure 4 that the 

gap has overall narrowed in the majority of the OECD and selected countries between 2000 and 

2017, as well as in the GCC countries (figure 5). Almost all the GCC countries have undergone 

a considerable improvement in women’s participation in the labor force since 2000; Women’s 

participation in the labor force has increased, in Qatar and the UAE from 38 per cent to 51 per 

cent and 34 per cent to 46 per cent respectively (figure 5). In Saudi Arabia and the UAE, the 

increase in women’s workforce participation has been accompanied by a rise in the female 

unemployment rate which is the resultant of women attaining higher education but not getting 

relevant opportunities in the labor market.  

 

Figure 1 - Changes in Gender Inequality Index Ranks, 1997–2015 

 

Source: UN 2015 Data and IMF 1997 Data 

 

It is clear that  women are expanding their skills in science, technology, engineering and 

mathematics (STEM) fields. Although men continue to dominate these fields of study, female 

graduates are now on a par with male graduates in most countries20.  

Overall, the fact that women have surpassed men as the majority of tertiary graduates and are 

increasingly taking up STEM fields means that enterprises can benefit in the future from a 

bigger pool of talent.  

 

 
20 ILO, 2019, “The business case for change”, a hundred year report of Women in Business 1919-2019 
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Figure 2 - Female Labor Force Participation Rate 

 

Source: PWC, The Women in Work Index, 2019 

 

Figure 3 - Female Unemployment Rate 2000-2017 

 

Source: PWC The Women in Work Index, 2019 
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Figure 4- Gap male vs. female Labor force Participation Rate - OECD Countries 

 

Source: PWC -The Women in Work Index, 2019 

 

Figure 5- Women Participation in the Labor Force 2000-2014 – GCC Countries 

 

Source: BCG report, 2017 

 

Women Under-representation in Decision-Making Positions  

 

In the last decades, women entered the workforce in increasing numbers. The International 

Labor Organisation (ILO) in their report “Women in Business and Management: Gaining 

Momentum (2015)” shows that there are more women in decision-making roles than a decade 
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ago. Between 2000 and 2012, in 25 countries, women’s share of management increased by 

more than 5 per cent. Yet in most countries in the world, women remain underrepresented at 

every level in the corporate pipeline, with the gap becoming more obvious at each level of 

seniority21 (figure 6). At the global scale, men exceed women in management positions except 

in few countries such as Colombia, Jamaica and Saint Lucia (ILO, 2015g)22.  As shown in figure 

6, women make up 46 per cent at entry levels but then recede gradually to make less than 20 

per cent in C-suite Level.  This issue is replicated globally with no exceptions, but it is more 

pronounced in Asia countries (figure 7) where the women representation in executives 

committees do not exceed 1-2%, and in the GCC countries (figure 8), where women 

representations in Boards and in executives’ committees is less than 1 per cent. 

 

Figure 6- Women Underrepresented at Every Level in the Corporate Pipeline 

 

Source : World Economic Forum, Women and Work, 2016 

Figure 7- Women representation in Executive Committees 

 

Source: “Re-Examining the Female Path to Leadership Positions in Business”: A White Paper from the 

Center for Advanced Human, 2011 

 

 
21 Source: PwC: Global D&I Data, 5/12/17 based on 810 responses across 5 regions and over 25 industries 
22 The classification for managers is based on the grouping of “Legislators, senior officials and managers” in ISCO-

88 and “Managers” in ISCO-08. Latest years were used for Jamaica (2008), Colombia (2010) and Saint Lucia 

(2004).  
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Figure 8 - Participation of Women in Boards of Directors and Leadership Positions 

(GCC and Selected Countries, 2015) 

 

Source: BCG (2019) 

1SC Gender 3000: The Reward of Change. Credit Suisse September 2016                                                                      
2The Global Gender Gap Report, 2016. World Economic Forum 

 

The Leaky Pipeline Problem  

 

Nowadays, women face a labyrinth while advancing in their career and not a glass ceiling 

(outdated term).  While the “glass ceiling effect” argues that women face a barrier at one 

specific point in their careers—reaching the top seat (C-suite level), the labyrinth represents the 

barriers that women face much earlier in their careers (middle management to senior 

positions)23. It is not only about having women under-represented in senior levels, but it deals 

with women having negative attitudes toward their career advancement and have begun to opt 

out of the corporate environment.  

The Pipeline leakage Problem reflects the situation in which many organizations find 

themselves with regards to a continuing loss of female talent (PWC report, 2008). This problem 

persists even in the ‘first world’ countries, where “gender equality” approach prevails, and 

national policy enforces a gender mainstreaming to ensure an equal hired ratio at entry-level 

men and women in the business corporate sectors. This leakage is more highlighted when 

examining the level of female participation in leadership roles and the C-executive levels. 

Figure 9 shows there is a significant gap between the participation of women in the labor force 

and their contribution in senior management functions in OECD countries. While women across 

 
23 Women. Fast forward | The time for gender parity is now, Ernest & Young, 2017 



P a g e  19 | 279 

 

the OECD and in China make up almost 45 per cent of the labor force, they constitute only 

some 30 per cent of legislators, senior officials and managers.  

A PWC study in 2008 found that women were leaving the workforce at two to three times the 

rate of men in their mid-career, worryingly after they had done the hard work of establishing 

themselves and reaching their first management role. Walby (2005) noted that gender 

inequalities are more noticeable in developing regions namely the Gulf region where “the 

intersections of the issues of women’s rights, access to training resources, democratization 

processes and lack of political engagement” challenge women’s role in the society, stereotypes, 

perceptions of employers about women’s and men’s skills, attitudes and leadership styles 

(Catalyst, 2005; KPMG et al., 2014).  

 

Figure 9- The Leaky Pipeline: Women under-represented in senior management 

 
 

Source: OECD Employment Database; women as percentage of professionals and senior managers 

based on employment by occupation (from ILO, 2010) 

 

Undeniably, the shortage of female business leaders doesn’t reflect a lack of ambitions or 

motivation towards career progression. It is mainly caused by the interplay of several complex 

factors: the general norms and cultural practices within countries, corporate culture24, the 

 
24 World Economic Forum Report, 2010 
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culture of working long hours or “presenteeism”, the lack of role models, societal and 

community expectations. Other factors such as a lack of work/life balance opportunities 

(including parental leave, return to work opportunities after maternity leave, or affordable 

quality childcare options), lack of company commitment to diversity, less opportunity to 

networks and mentoring also hinder women from gaining more visibility in their organizations. 

Moreover, many organizational programs and practices do not translate the same way for men 

and women; some can even hold women back from attaining leadership positions. Unconscious 

biased practices within organizations that restrict women from reaching the leadership ranks25.   

Embedding Gender Equality in Public Policy and National Mechanisms 

 

In its 2012 report, OECD warned that the limited government accountability, the lack of 

awareness and lack of capacity within the public service to carry out assessments of impacts of 

various policy choices on men and women are among the barriers towards more effective 

gender equality policies26.   The ability of governments to develop evidence-driven, open and 

inclusive policies is a key element for achieving genuine gender equality. Officially, the 

responsibility of government agencies to appropriately address issues of gender inequality and 

gender mainstreaming into policies and programs was rooted in the 1995 Beijing Platform. 

Nearly 20 years ago, and precisely in 1995, the Fourth World Conference on Women held in 

Beijing raised the global problem of gender inequality and urged an international commitment 

by almost all United Nations (UN) member states to initiate a radical agenda for change.  

The Beijing Platform for Action (BPfA) committed by the UN member states protects the 

human rights of women and girls, promotes gender equality and support governments in setting 

an inclusive and equitable environment, identifies institutional mechanisms for the 

advancement of women from national machineries to legislation and public policies or 

programs27. 

National policy towards gender equality was focused, on that time, on the so-called equal 

opportunities approach: a gender quota at the top level automatically move the needle on the 

gender balance in top positions. This was supposed to help drop the gender gap quite directly 

 
25 Female Path to Leadership Positions in Business A White Paper from the Center for Advanced Human 

Resources, 2011 
26OECD, Final Report of the “Meeting of the OECD Council at Ministerial Level”, Paris, 23-24 May 2012 
27 European Institute for Gender Equality, “Effectiveness of Institutional Mechanisms for the Advancement of 

Gender Equality Review of the implementation of the Beijing Platform for Action in the EU Member States”, 

2014 
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with a rational motivation that once more women fill those positions, it should be easier for 

other women to advance through the lower ranks and ultimately reach the top themselves. That 

is how gender parity in top positions could eventually break the glass ceiling from above, having 

a “knock-on” effect for women working their way through lower echelon jobs: defining an 

Affirmative Action.  

Many countries took the action and enact laws of quotas in board members, public elections 

seats, committees, etc. In Norway, for instance, all publicly appointed committees and boards 

are required since 1988 to include women at least up to 40% of their members28 (Bagues and 

Esteve-Volart, 2010). In January 2008, this requirement stretched to shareholder-owned 

companies’ boards of directors. As a result of this quota, the share of women in board members 

have risen from 6.8 per cent in 2003 to more than 40 per cent in 2013 (ILO, 2015). In 2015, 

Germany set gender quotas requiring 30 per cent of board seats to be allocated to women (Smale 

and Cain Miller, 2015). In other European countries such as Spain, France and others, an 

Equality Law was passed imposing gender parity in all committees in public administrations 

and related firms.  

Direct correlation between National Policy and women participation in decision making 

positions was acknowledged in the EU commission report (figure 10) were a clear increase is 

shown between 2003 and 2014, an evolution towards the gender balance zone, mainly in the 

public sphere. However,  largest companies witnessed a timid increase where the representation 

of women in board members reached up to 20% in 2014. 

This lag in the private sector to follow the public discloses the importance of the societal and 

cultural environment in the women representation in the corporate organizations. 

 

  

 
28 Women on Board: The Norwegian Experience, June 2010 
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Figure 10- Direct Effect of National Policy on women participation in decision making 

position 2014 vs.2003 

 

Source: European Institute for Gender Equality, “Reviews on the implementation of the Beijing Platform 

for Action in the EU”, 2015 

 

 

For the sake of ensuring equal opportunities and equal treatment for both genders and 

accordingly combatting any form of discrimination on the grounds of gender, the European 

Union Commission had adopted a dual approach combining affirmative or positive action in 

support of the under-represented gender with gender mainstreaming.   

The Gender mainstreaming, key elements in achieving nationwide gender equality, states that 

“in addressing the issue of mechanisms for promoting the advancement of women, Governments 

and other actors should promote an active and visible policy of mainstreaming a gender 

perspective in all policies and programs so that, before making any decision, an analysis of the 

impact on women  decisions are taken, an analysis is made of the effects on women and men, 

respectively”29. Gender mainstreaming is not restricted to involving efforts in implementing 

specific measures to promote gender equality but it stretches to mobilize all general policies 

and measures specifically for the purpose to achieving equality by actively considering  at the 

planning stage their possible effects on the respective situation of men and women (gender 

perspective). Gender mainstreaming shall not be taken as a substitute to the direct equal 

opportunities but as a tool to systemically examining policies and pondering possible effects 

when defining and implementing those policies”30.  

 
29 United Nations, Beijing Declaration and Platform for Action, adopted at the Fourth World Conference on 

Women, 27 October 1995 (http://www.refworld. org/docid/3dde04324.html). 
30 European Commission, Incorporating equal opportunities for women and men into all Community policies and 

activities, COM(96) 67 final (http://eur-lex.europa.eu/LexUriServ/LexUriServ.do?uri=COM:1996:0 

067:FIN:EN:PDF). 
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On the other side, affirmative action policies are considered important in correcting 

occupational segregation and promoting women’s participation and leadership in decision-

making. Affirmative action is usually a measure to redress the effects of past or continuing 

discrimination in order to establish equality of opportunity and treatment between men and 

women in practice31. Such measures are deemed not to be discriminatory but rather form part 

of a broader effort aimed at ensuring equality of opportunity in practice, considering the 

diversity of situations of the persons concerned. The implementation of electoral gender quotas 

has proved to be an effective way to achieve gender equality in political institutions. While 

quotas were a rare occurrence before 1995, they have progressively gained popularity and are 

now applied in over 120 countries across the world.  

In many countries in Latin America, quotas are also mandated by law, under which political 

parties are required to nominate a certain percentage of female candidates. Whereas the quotas 

in Latin America were set at 30 per cent in the early 2000s, by the end of the first decade, Costa 

Rica and Ecuador had increased their quotas to 50 per cent. Similarly, in sub-Saharan Africa, 

women’s representation in parliament has increased significantly over the last two decades. In 

2012, Senegal amended its electoral laws to ensure that all party lists have equal numbers of 

women and men, requiring the lists to alternate women and men. As a result, the share of women 

in the country’s parliament increased from 11.7 per cent in 1995 to 42.7 per cent in 2015. 

In Uganda, one seat per electoral district is reserved for women. In addition, women are 

guaranteed representation in seats that are reserved for the military, youth, persons with 

disabilities and workers. Between 1995 and 2015, the share of women parliamentarians 

doubled, reaching 35 per cent by 2015 (IPU, 2015a). Other countries have also set similar 

quotas in their public administration, including Belgium, Belize, Bulgaria, Cambodia, Cuba, El 

Salvador, India, Japan, Nepal and Pakistan (ILO, 2012c).  

Other affirmative action measures include the implementation of workplace policies for 

recruitment, fast-track career measures, including mentorship, leadership training, and pairing 

within existing networks, with governments providing information and awareness-raising 

campaigns to encourage employers to recruit and promote women, in particular in the sectors 

and categories needed. The government plays a leading role in implementing such programmes 

for public sector employment and in encouraging organisations to foster a gender-inclusive 

organizational culture and workplace.  Affirmative action measures will be more effective when 

they are developed and applied through consultation and cooperation between the government, 

 
31 ILO, 2007 
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the employers and employees of the organizations concerned; when they suit the needs and the 

possibilities of the employees and employers; and when they are effectively and periodically 

monitored and followed up (ILO, 2012c).  

Increasingly, in many countries corporate governance codes have made gender diversity 

policies a requirement requesting the disclosure of gender diversity policies, measures, and 

targets in their annual reports.  

In the last few years, the United Arab Emirates was posted as a regional leader in gender 

equality providing women with equal access to education, health care, decent work, and 

representation in political and economic decision-making process32 (World Economic Forum 

Global Gender Gap Report, 2017). Undeniably, the UAE’s progress in achieving a gender 

balance, boosting the role of women in nation-building and empowering their  presence in the 

leadership and decision-making positions is recording an impressive escalation of figures, year-

upon-year33. Emiratization program has led to an increase in the number of both national 

genders in the workforce (Zeffane and Kemp, 2012). Hence, the number of national females 

working in all fields quadrupled in a ten-year period, to represent 20.3 per cent of the national 

workforce by 2010 (Kemp et al., 2013).  

In 2015, The UAE Gender Balance Council was established as a federal agency committed to 

formalize all the government’s efforts targeting gender balance across all sectors nationwide, 

and in decision-making positions. A guideline of “gender mainstreaming” was issued to 

encourage all organizations to align to bridge the gender gap. By 2020, more than nine laws 

were issued: from the quota of women in boards, to the equal pay, maternity leave, benefits, 

and political representation of 50% in parliament.  

 

Organizations and Firms Advancing Women’s Empowerment  

 

Enterprises globally have come a long way towards closing the gender gap, with efforts ranging 

from enhanced recruitment and promotion practices and company policies, to commitments 

from senior leadership to accelerate a change in values and behaviors.  

Such action can involve training recruiters and managers on diversity management and on the 

impact of unconscious bias. Some also introduced family-friendly workplace initiatives to 

 
32 “UAE leader in gender equality in region”, Gulf News online article published on Published: 18:00 August 27, 

2016 and visited on April 15th, 2017 
33 Gender equality a reality in the UAE, Gulf News online newspaper, published on October 21th, 2016, visited on 

April 15th, 2017. 
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attract and retain staff and reduce the turnover34. Whether it is a matter of social justice, 

corporate social responsibility, or even regulatory compliance, many organizations look at 

diversity and inclusion as a source of competitive advantage and essential tool to their growth 

strategy35. Evidence on the direct financial benefits of such policies is not explicit, nevertheless 

the business literature proved the correlation between gender diversity at top management and 

financial performance36. 

 

Despite that, Mercer survey37 conducted in December 2010 on around 2,000 HR Managers and 

diversity leaders worldwide, concluded that the majority (71% of the respondents) have only  

punctual organizations’ efforts to achieve a diverse workforce and lack for a clear and  defined 

strategy for the women progress towards leadership roles. The struggle to translate the Diversity 

and Inclusion (D&I) strategy into action38. PWC conducted in 2017 a global survey across 5 

regions and over 25 industries; the survey showed that while D&I is a stated strategic value for 

87 per cent of organisations, 42 per cent of respondents still feel diversity is a barrier to 

employee progression, and while more than half the organizations surveyed (59 per cent) 

leverage their D&I programme to attract talent (38 per cent) or comply with legal requirements 

(21 per cent), few are connecting them directly to the achievement of business results, such as 

innovation or improved financial performance .  

 

Only few large multinationals made it at the top. Only those firms who strongly believe that 

gender diversity and women empowerment are leveraged from a strategic management 

perspective to promote and retain women in the senior management level39, implemented a 

holistic support system to encourage gender diversity at the top and retain their talented women 

in their pipeline. Increasing the number of gender diversity initiatives within organizations is 

not enough.  

 

In the GCC, majority of the organizations acknowledge the importance of gender diversity and 

consider it high priority40. However, only few organizations have explicit and dedicated 

 
34 Gender Balance Report, 2018 
35 McKinsey & Co, “Delivering through Diversity”, January 2018 
36 Mckinsey, 2017 
37 Mercer in conjunction with Talent Management and Diversity Executive magazines, Women’s Leadership 

Development Survey. 
38 Source: PwC: Global D&I Data, 5/12/17 based on 810 responses across 5 regions and over 25 industries 
39 Mercer, When Women thrive Business thrive, 2014 
40 As per the Boston Consulting Group 2017 study spanning on 6 countries in the GCC 
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programs. Most CEOs have focused their efforts on designing attractive place for women to 

work by implementing diversity initiatives of flexibility, policies, culture but not yet creating a 

place where women desire to build their career over the long run. Few organizations involved 

senior leadership engagement, leadership building, and female empowerment and retention. 

Cultural Bias and labor regulations are still obstacles in the many GCC countries. Many are still 

judge as not suitable for some technical or operational jobs or even certain positions or that 

women need to take care of the households’ activities. 

After All, gender equality in workplace is linked with gender equality in society—the former 

is not possible without the latter. Canada, for instance, being a global leader in women’s 

empowerment, thrived to narrow the gender gap in leadership positions thanks to all 

stakeholders, including government, corporations, not-for-profit organizations, educational 

institutions, media, and individuals, who undertook a large portfolio of initiatives of gender 

equality. Combined efforts from government and business guided initiatives are needed to 

remove traditional barriers and achieve the full potential of gender diversity41.  

 

In this study, I seek to understand how the corporate organizations in general, and in UAE in 

particular, create a mindset of diversity and inclusion within their structure, align their strategy 

and policies with the political and national directive and manage to close the gender gap in a 

challenging historical and sociocultural background? In other terms, what are the gender 

diversity and inclusion policies and practices that makes the difference between those who can 

retain women in the leadership and those who don’t, the policies and practices that allow the 

UAE Organizations to resolve this leakage and mainstream gender at upper echelons in their 

structure?  

 

RESEARCH SCOPE  

 

Gender Diversity, being an important topic on the universal challenge, is also getting more and 

more importance in the Arab Region (Middle East and Africa Region (MENA) and the Gulf 

Cooperation Countries (GCC)). Recent rapid evolving socio-cultural change in the Region 

made the gender diversity a hot topic, especially at the Top of corporate organizations.  

 
41 McKinsey & Co, “Women Matter 2016: Reinventing the workplace to unlock the potential of gender diversity”, 

2016 
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The Arab Gulf states42 constitute an important area to study the diversity and inclusion 

practices. They are actually “fertile ground” for this type of scholarship (Zahra, 2011:18) thanks 

to their emerging economies, their workforce culturally and nationally wise diverse, and their 

recent transformation and progress in their gender inequality and patriarchal culture  (Ngunjiri 

and Madsen, 2015). 

It is crucial to comprehend the regional context while studying the four case studies. A detailed 

investigation on the women in the region and their role in Islam as well as their evolution in 

patriarchal society is exposed in chapter three.  

   

THEORETICAL FRAMEWORK  

 

Given the theoretical framework which the study is considering in terms of paradigms of models 

of diversity, three main components shape the diversity and inclusion in any organization: the 

societal and cultural readiness, the organizational strategy, and the gender willingness. The 

dynamics of workplace diversity and inclusion spans multiple levels across society (macro), 

organization (meso) and individual levels (micro level) (Özbilgin and Tatli, 2008). 

Whereas much of the literature on diversity management has focused on Human Resources 

practices as well as the importance of diversity and inclusion on the organizational performance, 

only few studied the culture of inclusion (Fredman, 2014), as well as framing the diversity 

management as a process coordinating activities and interventions of the overall organization’s 

departments (Cox, 2001). In his change model, Cox described the process of instituting and 

implementing diversity initiatives in one organization in a model consisting of five components: 

leadership, research and measurement, education, alignment of management systems, and 

follow up. 

The third model of the multi-leveled inclusive workplace also is considered in this research as 

it complements the previous ones (Mor Barak, 2005). This model identified four level of 

managing diversity within organization.  

 

RESEARCH QUESTION 

 

 
42 Arab states encompass the Middle Eastern countries, the North African and the Arab Gulf countries 
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This study aims to investigate How corporate organizations design and implement gender 

diversity and inclusion in their structures, policies and practices to improve their gender 

representation in their upper echelons? 

 

Four sub questions were designed to help me realize my objectives:  

a- What are the perceived influential factors of effective organizational change for 

instituting diversity initiatives in UAE based organizations?  

b-  How do corporate organizations implement gender diversity and inclusion in their 

policies and practices and what makes the difference? 

c- Given the governmental, political commitment of closing gender gap, and a changing 

socio-cultural context, how do UAE organizations interact with? And what impact does 

in have on their diversity management strategy? 

 

CONTRIBUTION TO KNOWLEDGE  

 

Facing this fast-evolving context, academics and practitioners have been examining, in the last 

years. Diversity management scholarship made an essential contribution to knowledge but 

presented a fragmented research areas, with various works focusing on a specific aspect of the 

phenomenon of diversity management, characterized by single level studies, focusing on either 

macro structural circumstances , or meso-organizational realities, or micro-agentic dynamics of 

equality  and diversity at workplace (Tatli, 2008). Literature still lacks a coherent and strong 

theoretical foundation. According to Blake-Beard et al (2008), “examples of organizations 

implementing diversity initiatives are more superficial than substantial”. Therefore, this study 

contributed to the theoretical knowledge by providing a multi-layered processual approach of 

diversity management within organizations and in the United Arab Emirates, a non-Western 

Muslim country (under-researched region).  

The results analysis shows more specific details about the contribution to theory.  

This study would be useful not only for the academic world through a new research in an under-

researched region but also to practitioners who acknowledge the importance of addressing 

gender diversity, but need to get more understandings about gender diversity in the workplace 

in the UAE, and how companies can move from simple creative solutions to a culture of 

inclusive practices. It shows how organizations have a thoughtful  responsibility to redesign 
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their processes if they wish to create an environment where all their employees can thrive. 

Organizations shall switch their thinking from “Best Practices” to “Customized Practices”, go 

beyond simple “inclusive workplace” and venture into more versatile experience  that fits the 

needs of all their employees, into a place where the practices are customized to the employee’s 

expectations more than a place where the best practices are executed. 

  

 

THESIS STRUCTURE  

 

In order to address the above-mentioned issues, this thesis is divided into 2 main parts spread 

onto seven chapters. First, the introduction, the overview of the research as well the rationale 

for conducting the study and its relevance in the research context are presented. It highlights 

the research aims and objectives, contributions to knowledge as well as briefly presents the 

main theoretical perspectives. In Part I, I present the theoretical and contextual investigation 

starting from chapter one which discusses the various approaches to feminist theories. Each of 

the liberal equal opportunities, radical, cultural, socialist and postmodern feminist is discussed 

in the light of its contribution to the Organization Studies. As the feminist critique of 

organizations was growing, there has been a shift in focus from issues of women's access and 

participation in organizations to that of gender and the gendered nature of organizations and 

organizational processes. The second half of the chapter considers in more detail the 

contributions of postmodern feminism in analyzing the social context and in interpreting the 

organization’s diversity management . Chapter two elaborates the diversity management 

models and their evolution in the literature review.  Those theoretical streams present many 

overlaps and converge in some areas to shape the theoretical framework of this study. The 

contextual chapter, chapter three, is of a great importance as it allows us to understand the 

context of the study as well as its particularity. It provides the regional historical context of 

gender relations in the United Arab Emirates, the sociocultural and macroeconomic context as 

well as the institutional and regulatory frameworks related to gender relations. This chapter 

allows us to understand the context in which the case studies were conducted. In this contextual 

chapter, I included the section of the exploratory interviews that I conducted at the first stage 

of this research.  
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The Second Part deals with the empirical investigation, findings, and discussions. Chapter four, 

the methodology, outlines the methodology adopted with the research designs and methods. I 

adopted the qualitative research design with embedded case study in which also the processual 

approach was considered in conducting and analyzing the four case studies.  Chapter five 

presents the intra-organization results with a cross case investigation responding on the first 

two research objectives. In chapter six, the inter-organization results analysis responded on the 

third research objective and contribute by exploring another perspective of expanding diversity 

and inclusion beyond the corporate walls. Chapter seven analytically review the contribution to 

theory and to practical knowledge, exposes then the theoretical and methodological limitations 

as well the implications of this study on future researches. 
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PART I – THEORETICAL AND CONTEXTUAL INVESTIGATION 

 

  



P a g e  32 | 279 

 

1. CHAPTER ONE : FEMINIST THEORIES APPROACHES IN ORGANISATIONS STUDIES 

 

1.1. CHAPTER OVERVIEW 

Before addressing the literature on gendered organizations, the feminist theories and 

perspectives or how gender is managed in organizations, it is worth screening how scholars 

studied the “Gender” and “Gender Power Relations” (section 1.2).  After defining the “gender” 

construction concept, I then expose the three waves of feminist theories (section1.3) with their 

shortcomings (section 1.4). I present those feminist approaches in the organization’s studies 

pitch (section 1.5) with their different perspectives and discuss the gendered organization theory 

as adopted by some and refuted by others (section1.5.2), and scrutinize how the three 

approaches of gender in management recognize the issue behind the low representation of 

women in the top ladder and what solutions / propositions offer.  

Even though it is not our core subject, the feminist theories, a major branch within 

sociology, shines a light on social problems and issues that are overlooked or misidentified by 

the dominant male perspective within social theory (Darlong and Darlong, 2018). The theory 

basic objectives were meant to increase equality, expanding human choice by developing their 

own interests and talents, eliminating gender segregation and sexual violence.  

 

1.2. GENDER AND GENDER INEQUALITY CONCEPTS 

While “Sex” is biologically based and involves classification of persons as males or females 

based upon biological criteria (Mavin and Grandy, 2012: 219), feminist scholars have 

developed more complex views about gender, sex and sexuality. Gender refers not only to the 

socially constructed attributes of being male or female or seen as basic material for social 

arrangements (Brandt and Edinger, 2015), but a set of relationships between women and men, 

a complex interplay of genes, hormones, physiology, environment, and behavior, etc.. 

(Gherardi, 2009).  

 

Scholars judge that “Gender is a persistent system that produces and highlights differences 

between women and men, deeply embedding hierarchical power dynamics within societal 

institutions” (Ridgeway, 2011; Risman, 2004). The main argument feminists have stressed 

about gender inequality is that it is not an individual matter, but is deeply ingrained in the 

https://www.thoughtco.com/theoretical-perspectives-3026716
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structure of societies from marriage and families to religion, politics, work and the economy, 

etc..  

The concept of gender role and gender power is then constructed in organizations, and based 

on masculinity involving aggression, objectivity, and femininity involving emotions and 

intuition (Fernandes and Cardoso, 2003). Correspondingly, it is reflected not only in the gender 

segregation of workplaces but also in the overrepresentation of men in positions of 

organizational decision making (Acker, 1990; Walby, 2009) where structural/cultural models 

propose that differences in leadership attributed to gender (Weyer, 2007) are caused by “social 

structures, systems, and arrangements that channel and define gender differences due to 

discrepancies in status and power” (Bartol et al, 2003: 9).  This structural arrangement is 

believed to be a strong barrier to generating equal opportunity (Kanter, 1977; Nelson and 

Bridges, 1999). If women shared more equally in organizational power, than hegemonic status 

beliefs will be disrupted.  

 

Historically, in the late 19th century, women and ethnic minorities faced legal restrictions 

against attaining advanced qualifications in the major professions (Rees, 2006). Based on 

regulations such as the 1919 Sexual Disqualification (Removal) Act and the Sex Discrimination 

and Equal Payment Acts (1970) (Equality and Human Rights Commission, 2015), 

discrimination on the grounds of sex and ethnic identity was officially banned (Snell, 1979).  

All emerging feminist theories aimed to comprehend the inequality in gender and power 

relations (Irefin et al., 2012). Many of feminist theories also focused on analyzing gender 

inequality, on promoting women’s rights, interests and issues and on employing several themes 

such as discrimination, stereotyping, oppression, and patriarchy (Rosser, 2005).    

Thus, regulations related to equality forced many organizations to create equal opportunities 

policies, especially in the US and some European countries. It was in this way that the 

organizations started calling themselves “equal opportunities employers.” Having equal 

opportunities amongst employers led to the promotion of different approaches, such as 

Diversity Management (DM) (Kandola and Fullerton, 1994) and Gender Mainstreaming (Rees, 

2006) by equal opportunities professionals (Lawrence, 2000). The concepts “DM” and 

“mainstreaming” have been used in order to link equal opportunity views in terms of 

establishing strategic organizational objectives. This bond influenced by the social context of 

the feminist movements created more awareness and helped others recognize diversity in its 

wide-ranging definition (Lawrence, 2000).  
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1.3. FEMINIST THEORIES - ORGANISATIONS STUDIES :  A DIALOGUE ON THREE WAVES  

 

In this section, I expose analytically how the feminist theories were developed in the context of 

organizational studies and how each of the feminist perspective has made important 

contribution to the amelioration of women’s status in the corporate world, but also presented 

limitations. The Liberal, Cultural, Radical, Psychoanalytical, Standpoint, Post-Structural and 

Post-Modern feminist have each different claim about the structure of organization. However, 

they all agree on the male dominance and existing inequality in the workplace. Their differences 

derived from the ways through which this inequality and the social context may be changed or 

from which social theory they arise. The conception of gender is a key distinction among 

feminist theories. As these conceptions change, scholars address different issues with different 

research questions, employing distinct vocabularies or frames to articulate them. Thus, each set 

represents an epistemological shift, both in how gender is understood and in how knowledge is 

then envisioned towards desirable social change.   

A thorough review of all recent feminist theories (as it will be summarized in table 1) allows us 

to sketch in few of these theories. Judith Lorber (2005) in her fourth edition of her book “The 

Variety of Feminisms and their Contribution to Gender Equality” categorized the feminism into 

three main waves or eras: The Gender Reform Feminism from 1960s to 1970s where the 

Liberal, the Marxist and Social and the Development Feminism rooted the women oppressions 

and attempted to advocate solutions; the Gender Resistant Feminism from 1970s to 1980s 

with the Radical, the Lesbian, the Psychoanalytic and the Standpoint Feminism; and the third 

wave of Gender Revolution Feminism from 1980s to 1990s with the Multi-ethnic, the Men’s 

Feminism, the Social Construction and the Post Modern Feminism and Queering Theory.  

 

1.3.1. Gender Reform Feminism Wave from 1960s to 1970s  

 

While liberal feminism is women centered but does not seek special privileges and simply 

demands that everyone receives equal consideration without discriminating based on sex, 

radical feminism claims that women’s oppression is the most widespread and deepest 

oppression (Tong, 1989). Theoretically, liberal feminism claims that gender differences are not 

based on biology, and that their common humanity surpasses their procreative differentiation. 

Therefore, they should be treated equally under the law: same rights, same educational and 

work opportunities. The main contribution of the Liberal Feminism was the anti-discrimination 
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legislation and the affirmative action calling men to train for such jobs as nursing, teaching, and 

secretary, and women for fields like engineering, construction, and police work (Lorber, 2005 

p.31).  

Marxist and socialist feminisms harshly criticize the family as a source of women's oppression 

and exploitation. “When women decide to take care of her family and work at home, she is 

economically depend from her spouse, and when they work outside home, she is still expected 

to fulfill her domestic duties, and so she ends up working twice as hard as a man, and usually 

for a less wage pay”(Ibid). This source of gender inequality has been somewhat redressed in 

some countries that allow mothers paid leave before and after the childbirth with affordable 

childcare solutions. Some countries such as Norway allocated a certain portion of paid childcare 

leave to fathers so that they share the children burden.  

Socialist feminism had a different solution to the gendered workforce than liberal feminism's 

program of affirmative action (Scott, 1988). It was the “comparable worth” with regards to the 

discrepancy in wages, comparing jobs in traditional women's occupations, such as secretary, 

with traditional men's jobs as automobile mechanic. They give a point system values for the 

qualifications / skills needed, the responsibility and  dangerousness level, etc.. Salaries are then 

equalized for jobs with a similar number of points (which represent the "worth" of the job). 

Still, this program resolves only the gender pay inequality but not the gendered job segregation.   

Development feminism made an important theoretical contribution in equating women's status 

with control of economic resources and advocating for “universal human rights” mainly in the 

developing countries. Development Feminism theory was developed from extensive research 

analysis on Central and Latin America and African countries. It gives the power control to 

women if they are the source of production in the family from production, to distribution of any 

surplus produced.  In addition to gendered economic analyses, development feminism addresses 

the political issue of women's rights versus national and cultural traditions. However, the 

development feminism faced a serious dilemma for being able only to work for women 

education and better health community, but politically not allowed to deal with the constant 

cultural practices like female genital mutilation, marital rights, sexual autonomy and some other 

violent gender discrimination acts.  
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1.3.2. Gender Resistant Feminism Wave from 1970s to 1980s  

 

Radical feminism had its start from women’s daily routine, housework, serving men's emotional 

and sexual needs, etc... From these discussions came out a theory of gender inequality that went 

beyond “discrimination”, to “oppression”. Radical feminism uses the term patriarchy to 

describe this “systematic oppression”. They argue that patriarchy deeply embedded in women 

beliefs of being inferior to men and most men's consciousness, which makes it awfully hard to 

eradicate (Witz and Savage, 1992). When women entered male dominated organizations, they 

found themselves marginalized. For this reason, radical feminists argue that women’s 

socialization makes them better equipped than men, so they perform the skills necessary for the 

creation of democratic, non-hierarchical organization (Ibid).   

In the late 1960s, lesbians emerged as one of many social groups seeking liberation from 

oppression. This mainstream feminist movement received a harsh unwelcoming. Lesbian 

feminism takes the radical feminist pessimistic view of men to its logical conclusion and offered 

a trenchant critique of patriarchy and the institutionalization of heterosexuality (Becki, 1995).  

For Cultural Feminism, the second strain of lesbian feminism, gender equity is the process of 

being fair to women and men. To ensure fairness, cultural feminists theorized that equity leads 

to equality - appraising the difference (Ashcraft, 2014).  

Another important gender resistant feminism of the 1970s and 1980s, the Psychoanalytic 

Feminism, came out of re-readings of Freud and the French feminist engagement with Foucault. 

Freud's theory of personality development centers around the Oedipus complex - the 

detachment from the mother. Psychoanalytic feminism claims that the source of inequality is 

men's unconscious need for women's emotionality and rejection of them as potential castrators. 

In parallel, women give in to men because of their unconscious desires for emotional 

connectedness. In the French feminist psychoanalytic theory, gender is not biological but 

centered on the psycho-sexual development of the individual (Ramsey, 2000). 

All the three gender resistant feminists (radical, lesbian and psychoanalytic) movements 

converge in Standpoint feminism which turns from resistance to confrontation with the 

dominant sources of knowledge and values by disparaging the mainstream science and social 

science and lying on producing knowledge a methodology for feminist research, and an analysis 

of the power that lies in producing knowledge. Women are different but so men do; difference 

arises from social context (web of cultural, political, temporal, spatial and economic relations 

embedded) and not from biological sex attributes. The focus on gender in organizations is 

overly individual and/or interpersonal, but even those, who highlight the gendering of 
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organizations, are downplaying the extent to which these forces foster multiple and competing 

organizational realities, some of which are more accurate than others. 

 

1.3.3. Gender Revolution Feminism Wave from 1980s to 1990s  

 

The 1980s have witnessed the emergence of feminist theories that attack the dominant social 

order through questioning the clarity of the categories that comprise its hierarchies. These multi-

ethnic, men, social feminism, post-modern feminism and queer theory feminisms have the 

revolutionary potential of destabilizing the structure and values of the dominant social order. 

The multi-ethnic feminism took the standpoint perspective a step further. It is not enough to 

dissect a social institution from a woman's point of view; it must include the experiences of 

women and men of different ethnic groups and religions and must also take into consideration 

social class and economic conditions. They defended that all aspects of inequality are equally 

important whether it is about ethnicity, religion, social class or gender. The important point 

made by multi-ethnic feminism is that the subordinate group is not marked just by gender or by 

ethnicity or religion but is in a social location in multiple systems of domination.  

As for the men's feminism, it is combination of social construction, multi-ethnic, 

psychoanalytic, and development feminism and gay studies, it provides only a needed 

corrective in bringing men into gender research as a specific subject of study, without offering 

a new theoretical perspective.  

While multi-ethnic feminism focuses on the effects of location in a system of advantage and 

disadvantage, and men's feminism on the hierarchical relationships of men to other men and to 

women, social construction feminism looks at the structure of the gendered social order. It 

argues that the dichotomies of male and female biological sex and physiology are also produced 

and maintained by social processes. Social construction feminism focuses on the common 

social processes that create gender differences, it also analyzes the historical and cultural 

context in which sexuality is learned and enacted, or "scripted." Sexual behaviors are approved, 

tolerated, and tabooed, they differ for women and men and vary for social groups over time and 

place. Sexuality, in this perspective, is a product of learning, social pressures, and cultural 

values. Most people voluntarily go along with their society's instructions for their gender status, 

as social norms and expectations get built into their individual sexual identity. Socially 

patterned individual actions and institutional structures construct and reinforce each other. For 
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this reason, social construction feminism recognizes that there is always change, but it is usually 

slow, and not always favorable towards gender equality as has shown some governments. 

Later, postmodern feminist and queer theory challenge inevitable and fixed characteristics of 

gender  by avoiding the main roots or solutions of gender inequality and focus on plurality and 

difference they advocate examining the ways societies justify the beliefs about gender at any 

time (at present and past time) with ideological "discourses" embedded in cultural 

representations or "texts." A text's "discourse" is what it says, or does not say, or hints at 

(sometimes called a "subtext"). The historical and social context and the material conditions 

under which a text is produced become part of the text's discourse. “If a movie or newspaper is 

produced in a time of conservative values or under a repressive political regime, its "discourse" 

is going to be different from what is produced during times of openness or social 

change”(Gherardi, 2009).  

 

If social construction feminism puts too much emphasis on institutions and structures, and not 

enough on individual actions, postmodern feminism and queer theory have just the opposite 

problem. Social construction feminism argues that the gendered social order is constantly re-

stabilized by the individual action, but queer theory has shown how individuals can consciously 

and purposefully create disorder and gender instability, opening the way to social change. 

Social construction feminism can show where the structural contradictions are, which would 

offer places for individuals, organizations, and social movements to push for long-lasting 

restructuring and a more equal social order for all kinds of people. Then, queer theorists can 

destabilize it all over again as all the emphasis is on agency, impression management, and 

presentation of the self.  

 

Undeniably, Gender Revolution feminisms all question binary oppositions. They use more 

gender categories than "man" and "woman," since each gender category is marked inseparably 

by ethnicity, religion, and social class. Likewise, sexuality is not binary. There are at least six 

sexualities - heterosexual woman, heterosexual man, lesbian, gay man, bisexual man, bisexual 

woman. Each gendered sexual status involves different feelings and experiences. Biological sex 

is also not binary as hermaphrodite and transsexual status can be added to male and female.  
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1.4. FEMINIST THEORIES SHORTCOMING 

 

As mentioned earlier, each one of the feminist approaches, exposed above, have relatively 

brought contribution.  Clearly, all those feminist approaches were consecutively been criticized 

for their shortfalls. Feminist arguments are constantly subject to popular suspicion or rejection 

as they challenge the gender power relations which resides within and is articulated by a 

fundamental gendered socio-economic ordering (Butler, 2004).  

 

As summarized in the Table 1 below, we acknowledge for each theory the intellectual roots 

behind, their contribution to the “gender” definition and concept as well as their adaptation of 

the representation of gender in organization. The latter will be analyzed further in the following 

section. As for the liberal approach, the Equal Opportunity can be achieved based on shared 

humanity  and by removing unfair obstacles to success : "Add Women and stir". It has been 

criticized for working within existing analytical frameworks, which have been formulated by 

male researchers based on masculinist knowledge, and consequently does not pose a challenge 

to 'malestream' knowledge and the nature of research (Abbott and Wallace, 1990) cited by 

Thomas (1997). In practice, the liberal approach only entails "implanting" women into existing 

research structures (Calás & Smircich, 1992). The liberal tends to ask women to lean in with 

no intention to change the system as it sees the organization as gender neutral. Additionally, 

liberal approaches have been criticized for the tendency to treat all women the same, as one 

homogenous, unified category, with the same traits and 'norms' of behavior (Alvesson and 

Billing, 1992) and thus playing down the structural determinants of class, race, and sexuality. 

Radical approach, focusing on improving women's situation, does not address the deep roots of 

gender inequality (Walby, 1990). It was mainly criticized on the biological reductionism or 

essentialism aspect (Barrett, 1980; Segal 1987). Founding their reasoning on improving 

women’s situations, as being an oppressed class, the radicalist seek for alternatives feminists 

organizing practices. Psychoanalytic Feminism valued the women or female skills as an 

rganizational advantage. Marxist approach was also criticized for the idea of adequately 

explaining how capitalism and patriarchy together, as an interrelated system, work to 

subordinate women (Walby, 1990).  Citing Mitchell's work (1975), Walby (1990) shows how 

Mitchell argues that capitalism is located within the economic level in society whilst patriarchy 

works at the unconscious level. Abbott and Wallace (1990) argue that some dual system’s 

approach tend to underplay women's resistance to their subordinate positions. The Socialists 
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affirmed that the Gender is processual and conclude that the organization is a gendered process 

(Acker, 1990). As for the contribution of postmodernist writers, especially the work of 

Foucault, it is in a theoretical framework whereby women may understand, challenge and 

change the gendered nature of organizational knowledge, the gendered structures and processes 

of organizations, and the production of gender within organizations and organizational theory. 

A major critique of Postmodern Feminism lies on its identification of women with the feminine 

and the biological body: many regards Postmodern Feminists as valorizing women and the 

feminine over male and the masculine (Metcalfe and Woodhams, 2012).  

Finally, the Third Word / Post-colonial which was not discussed above, emerged from the 

gendered critiques of feminism in the western countries, mainly from the black feminist,  and 

theorized the gendered organizations as aspects of globalization processes. These analyses 

criticize the western feminism for ignoring differences between women based on class and 

ethnicity (Ahl and Marlow, 2012) 

In sum, all these analyses have been very productive in demonstrating and explaining female 

subordination. “Whether using liberal, social, psychoanalytical or radical feminist 

perspectives, there is a tendency of essentializing gender; a risk of oversimplification and or in 

“blaming the victim” in that women, or their actions (or lack of action), are used as 

explanations for their subordination”(Calás et al. 2009). 

 

Table 1 - A Summary of Feminist Approaches 

 

Source: Calás and Smirch (1996) 
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1.5. ORGANIZATIONS STUDIES ENCOUNTERS FEMINIST THEORIZING 

 

Among those above-mentioned social feminist theories, five attempted highlighting, analyzing 

and tackling some gendered aspects of organization studies (Calás and Smircich, 2014). Despite 

their diversity, they share certain assumptions, notably the recognition of gendered dominance 

in social arrangements, and a desire for changes from this form of domination (Fraser and 

Naples 2004). Each of the liberal, radical, psychoanalytic, socialist, and post-

structuralist/postmodern had a certain focus on the relationship between gender conception and 

desirable social change. In this section, I examine the various ways in which the theoretical 

approaches to understanding women in work have been applied specifically to the issue of 

organizational theory. Whilst there has been a considerable amount of theorizing on the 

gendered nature of the labor market and occupations, as well as the impact of gendered 

assumptions on narrowly defined organizational processes, the issue of understanding 

organizations as gendered entities is being controversial.  

Researchers of the second feminism wave went to investigating the conditions women 

confronted in the workplace, launching what is now the field of gender in organizations. 

Majority are women from Bartol (1978) to Bartol & Butterfield (1976) to Hennig & Jardim 

(1977), Morrison, White, & Van Velsor (1987) and Schein (1973). Researchers’ attentions are 

also being drawn to ‘men’ as a social category, with examination of masculinities, management, 

and organization (Collinson & Hearn, 1994, 1996; Hearn, 2004). Many of the studies have 

enhanced our understanding of the complexity of these processes theoretically and empirically 

(Martin, 2001; Murgia & Poggio, 2009) and connected them to processes of conducting field 

research (e.g. Blomberg, 2009). 

From the early 1970s to now, this research, much of it conducted by those affiliated with the 

Women in Management division of the US Academy of Management (more recently renamed 

as Gender and Diversity in Organizations) continues to be motivated by knowledge of women’s 

disadvantage / discrimination in organizations, exploring issues related to their status including 

their under-representation at higher levels (Calás, Smircich, & Holvino, 2014), shifting the 

concerns of women’s and their access to organizations, to concerns about the gendering of 

organization processes and practices (Calás & Smircich, 2006). 

With its roots in liberal political theory, liberal feminist theorizing voices the key themes of 

‘women’s rights’, ‘equality’, and ‘equity’ has been criticized for being necessary but not 

sufficient as a platform for further transformation of society (Calás & Smircich, 2014). The 
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liberal inspired literature failed to fully attend to the organizational mechanisms connecting 

beliefs held by individuals to unequal workplace conditions (Stainback, Tomaskovic-Devey, & 

Skaggs, 2010). Instead, liberal suggested remedies imply that solutions to inequality can be 

found inside the heads of people rather than in reforming structures.  

Few years later, radical feminism has been criticized for its naïve expectations for changing 

dominant social conditions to a social context where women are not subordinated to men, and 

essentialist in its articulation of women’s different and positive values as inherent to sex, 

sexuality and power relations (Weedon, 1997).  Not surprisingly, Kanter’s (1977) sociological 

work was of great importance and influence as it was unusual in the US women in management 

literature. Women in management research mostly documented, before Kanter, the persistence 

of sex segregation in organizations, attempting to explain its endurance and the problems it 

causes through measurable individualistic constructs, assuming that the organizational system 

is a just basic system. Practically, no research was made to investigate whether hierarchical 

organizational and management practices (i.e. normal ‘meritocratic’ practices) may be 

producers/reproducers, rather than neutral contexts, of such inequality. Afterwards, many case 

studies have detailed feminist organizational practices, developing organizational forms 

combining traditional bureaucracy with feminist values (Thomas & Zimmerman, 2007).  

On the other side, the two feminist theoretical approaches, psychoanalytic and socialist, moved 

the focus from women’s equality as matters of rights and recognition, either through their 

sameness or their differences from men, to query about the gendered aspects of social 

structuring and processes. Gender is no longer about women only. Somewhat, the focus is then 

centered on the relationships among the members of a society, the way gender is produced and 

reproduced through social interactions and the ways their differential positioning in these 

relationships produces hierarchical structures (West and Zimmerman, 1987). In short, socialist 

feminists consider work organizations and the family as important sites for analyzing the 

ongoing reproduction of these inequalities and exposing relationships between patriarchy and 

capitalism as people ‘doing gender’ in everyday life. Socialist feminist theorizing articulates 

micro-practices and macro-structures realizing the relational practices of gendering in which all 

people are implicated. Most women are then socialized to be passive, to see themselves as 

victims rather than agents. Thus, most women fall short in the corporate culture because the 

rules, norms, and philosophy of modern business reflect the male developmental experience 

(Blum & Smith, 1988: 531). Thus, women must change themselves if they wish to succeed. So 

unlike the women in management literature inspired by liberal feminism which emphasized 

self-monitoring and impression management tactics, this literature sees psychosexual 
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development as both a personal and a societal issue, with cultural and historical roots (e.g. 

Lowe, Mills, & Mullen, 2002). Women’s interpersonal abilities, their ‘interactive leadership 

styles’ (Rosener, 1990), along with their desire for organizing in web-like structures (Helgesen, 

1990), were identified as well suited to conditions in the present-day information economy, 

making women a non-traditional but increasingly valuable and skillful resource for global 

competition (Jelinek & Adler, 1988; Peters, 1990). 

Joan Acker (1990, 1992) brought these ideas directly into organization studies by articulating 

the interrelation of gendered processes and practices with a gender substructure of organization. 

Her work continues to serve as a theoretical foundation for much contemporary ‘gendered 

organization’ scholarship, stimulating a great amount of empirical research (Sayce, 2012). 

Further, studies taking a ‘gendered organization perspective’ illuminate how changing 

organizations is much more than bringing in more female to the structure.  

Kornberger et al. (2010) illustrated how instituting a flexible work initiative had unexpectedly 

strengthened gender barriers within the organization rather than enhancing the promotion and 

retention of accomplished women at senior organizational levels. While the initiative was 

oriented towards challenging the status quo it contributed to a signal of low commitment to 

work and no serious career development (Kornberger et al., 2010). Subsequently, eliminating 

structures of domination and their reproduction in organizations cannot be accomplished by 

management discourses and good intentions. Instead, such interventions require understanding 

of the historical roots of the situation which is reproduced in the larger society and co-produced 

in the everyday formal and informal processes and practices of organizations. 

As conceptualized by Acker, and confirmed by some other authors, persistent structuring of 

organizations along gender lines is reproduced first through ordinary, daily procedures and 

decisions that segregate, manage, control, and construct hierarchies in which gender, class, and 

race are involved. For instance, the ‘vicious circles of job segregation’ are played out in 

recruiting and promoting practices (Holgersson, 2013).  

Second, gender structuring persists also through wage-setting practices and job evaluation 

schemes with embedded gender assumptions, resulting in the undervaluing of the interpersonal 

dimensions of work, such as nurturing, listening, and empathizing; ‘women’s work’ is 

associated with lower paid work (Batnitzky, McDowell, & Dyer, 2009).. 

Meanwhile, an interesting aspect of this gendering process occurs when men enter ‘women’s 

jobs’ (Simpson, 2011) and women enter ‘men’s jobs’ (Miller, 2004). Gendering and sexualizing 

of organizations occur through symbols, images, and ideologies that legitimate inequalities and 

differences, including intersections of race and gender in the labor market (Browne & Misra, 
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2003). Symbolic processes are also associated with work activities leading to gendered jobs. 

Cross-gendered situations are managed through a two-stage ritual: ceremonial work pays 

homage to the symbolic gender order, and remedial work repairs the inequalities inherent in 

gender differences which restores the symbolic gender order when it has broken down 

(Gherardi, 2009).  

Gender structuring is also produced through social interactions that enact dominance and 

submission (Bryant and Jaworski, 2011). As per their study, HR managers’ conception of 

‘skills’ and ‘shortages’ are not neutral. Identity-making processes, the choice of appropriate 

work, use of language, style of clothing, and the presentation of self as a gendered member of 

an organization contribute to structuring along gendered lines (Pettinger, 2005; Bryant and 

Jaworski, 2011).  

For organizational communication studies, the arrival of postmodern feminism was a welcome 

development as their literature clearly reflects a micro, meso and macro levels of emphasis, and 

multileveled efforts in the analysis of the organization’s situations or communications. Post-

structuralist feminist organization studies have been developing a significant body of 

scholarship exploring relationships among ‘discourse, gendered identities, power relations and 

organizing’ (Ashcraft & Mumby, 2004: 108). The work of Foucault was employed by feminist 

writers to address questions of how power relations are exercised within organizations and the 

impact of power and knowledge on self-identity, within a historical context (Weedon, 1987; 

Sawicki, 1991; McNay, 1992; Ramazanoglu, 1993).  

Foucault's work focuses on how human beings, as individual subjects, are constituted through 

discourses, expressed as the product of the interrelationship of power and knowledge. The 

concept of discourse is fundamental to the Foucauldian analysis and may be defined as 

"practices that systematically form the objects of which they speak” (Thomas, 1997). Foucault's 

work concentrates on how discourses produce 'disciplinary regimes' in organizations which 

create a normalizing effect, defining what, and who, is normal, standard, and acceptable 

(Townley, 1994). Moreover, post-structuralist feminist applications have scrutinized with some 

disturbing effect, traditional concepts, theories, and practices in organization studies, such as 

work–family discourse (Martin, 1990; Runté & Mills, 2004), leadership (Calás & Smircich, 

1991), race (Nkomo, 1992), rationality (Mumby & Putnam, 1992), theory building (Jacques, 

1992), self-actualization (Cullen, 1997), and teamwork (Metcalfe & Linstead, 2003). 

Collectively this form of inquiry attempted demonstrating how the texts/language producing 

‘organizational knowledge’ are not naïve or innocent, but rather engaged in a politics of 
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representation that can gender organizations. More generally, while not all strictly 

‘deconstructive’, these works share an interest in complicating the claims of such ‘knowledge’, 

pointing at contradictions and silences in their representations.  

Other works, still inspired by the Foucauldian analyses, focus on the production of masculinities 

in organizations as practices of the ‘self’. Some others developed their theorizing on transgender 

subjects  (Butler 1992, Pullen & Knights, 2007: 505; Powell et al., 2009; Thanem’s, 2011) 

emphasizing on the importance of bringing transgender studies into the mainstream of 

institutional work in organization studies rather than further marginalizing transgender people. 

 

As per the feminist theories, women’s advancement in management career can be influenced 

by personal, organizational factors which are located within the organization, and /or societal 

and systemic factors (Fagenson, 1993). Women face greater barriers and rely on strategies for 

advancement unlike their male counterparts (Lyness and Thompson, 2000). Cultural and social 

attitudes towards what constitutes “male” or “female” jobs result in occupational segregation.  

 

1.5.1. Feminist Theories influence on the gender diversity management 

 

Coming back to gender and diversity management and their connection, feminists’ scholars 

assume that the diversity approach could be embedded in the human relation approach. They  

stress on the harmony of people’s interests in organization on one hand and gender theories on 

the other hand; which contributed to organizational behavior theories by highlighting the 

importance of the conflicting interests between the individual and the organization (Hanappi-

Egger, 2013).   

 

In this section, we analyze the three different perspectives on managing gender in organizations. 

We identify in the literature three main approaches: The gender centered, the gender- 

organization approach and the gender-organization-system approach.    

While some researchers considered the “gender or person-centered” approach while examining 

of gender diversity in management (Horner, 1972; Riger and Galligan, 1980), other academics 

criticized this approach for ignoring situational variables in organizations and their influence 

on men and women movements and attitudes (Kanter 1977, Fagenson, 1986). The gender-

organization or what is known as organization structure perspective has been quickly addressed 

in a third perspective. The latter “gender-organization-system” approach examined the situation 
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of women and men in organizations but also in societal system in which they live (Fagenson, 

1993 p.6) 

Gender-centered theorists have allocated these differences between the sexes to a variety of 

causes from differential sex-role socialization (Hennig and Jardim, 1977) to differential gender 

identity formation (Chodorow, 1978) and to the different ways boys and girls construct reality 

(Gilligan, 1982). Proponents of this perspective have identified women’s fear of success as an 

important factor impeding women’s progress into top management positions (Horner, 1972); 

as well as internal factors to women, such as traits, attitudes and behavior that are claimed to 

be inappropriate for senior level positions (Fagenson, 1990, 1993; Horner, 1972; Riger & 

Galligan, 1980; Parker & Fagenson, 1994). 

Researches also showed that men and women tend to manage differently according to their 

stereotype behavior and personal traits: men managers are competitive, decision-maker 

(Flanders, 1994),  authoritative and task orientation (Park, 1996).  On the other hand, women 

managers leaned toward transformational patterns using interpersonal skills (Rosener, 1990), 

actively initiate discussions with those involved in order to reach a consensus decision, and 

avoiding confrontation by the use of persuasion and compromise (Flanders, 1994), caring and 

participative, showing concern for and understanding and empath towards people (Johnson, 

1995), seeking to develop them and adopting a participative approach (Rigg and Sparrow, 

1994). As per the foregoing, women have been raised socially to be possess “personal traits” in 

conflict with the demands of the managerial role (Fagenson, 1986; Horner, 1972).  As a result, 

women who desire to become leaders in public agencies are faced with a complex task of self-

definition: whether to display the expected “characteristics” and risk being masculine. In that 

condition, women may feel a certain amount of dissention between their real identity as women 

and what is expected of them as managers.  But, when women show and reflect a different 

image of leadership than the conventional one, they risk being viewed as not assertive enough 

to the managerial role (Stivers, 1993). On the opposite side, numerous researchers showed that 

there are no differences in men and women managerial style (Ferrario, 1994; Vilkinas and 

Cartan, 1997; Vilkinas, 1998), leading to an open debate in the management literature whether 

men and women really use different managerial styles and whether a determined management 

style can be the appropriate to the business.  

Furthermore, while successful men attribute their great performance to their abilities and 

efforts, in other terms to "internal" factors, women, unlikely, attribute their work performance 

to "external factors," such as luck and task ease (Ayers-Nachamkin et al, 1982; Deaux and 

Farris, 1974; Fagenson, 1986). These attributions are consistent with women's own 
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performance expectations and ability self-assessments: while some have a relatively low level 

of self-confidence (Lenney, 1977; Maccoby and Jacklin, 1974), others designated to women 

the imposter syndrome (Reiss, 2002), feeling of guiltiness about success, of unworthiness and 

a feeling of vocational and educational inefficiency (Young, 2003). 

The “Women’s acute lack of confidence” or the “confidence Gap” as referred to by Kay and 

Shipman (2014) might be the key missing factor of women success or their crossing of the glass 

ceiling. Although they acknowledged also the cultural and institutional barriers may also 

contribute, they stressed on the fact that women in general don’t consider themselves as ready 

for promotions and underestimate their abilities (O’Neil and Hopkins, 2015). Nevertheless, 

confidence can be acquired, which means that the gap can also be sealed. The shortcoming of 

this approach is that it creates simplified, binary categories that mask the complexity of the 

meaning of gender in organizations (Bell &Nkomo, 1992). Another major problem with the 

gender-centered perspective is the association between sex role characteristics and the 

appropriate behaviors of managers. This perspective, on its own, does not explain why few 

women made it to top management positions (Cleveland et al., 2000).  

 

In parallel, many other researchers investigating why gender inequality in organizations is so 

persistent and why women can make it to the top, suggested that gender distinctions seem to be 

embedded in social context.  Discourses are functional in sustaining and reproducing the 

governing logic of and social practice in fields (Chouliaraki, & Fairclough, 1999).  

The gender–organization–system perspective incorporates the propositions and arguments of 

both the gender centered and organization structure perspectives (Fagenson, 1990) cited by 

(Yukongsi and Benson, 2011).  It provides a holistic approach to study the issues related to 

women’s managerial advancement (Jabeen, 2001), underlining the need for reviewing personal, 

organizational and societal or systemic factors (Jacobson, 1995; Jabeen, 2001). This perspective 

recognizes the simultaneous interaction between the person, the organization and the society 

and claimed the limited progress of women in organizations is not only due to their gender 

(gender-centered perspective) or to the organization structure (organization structure 

perspective), but that both jointly influence and shape women’s behavior at work (Fagenson & 

Horowitz, 1985); it even goes to a broader perspective and considers also the social and 

institutional systems in which organizations function (Omar and Davidson, 2001).  

 

This framework also builds on the concept of organization structure to include not only power, 

job situations, and the number of individuals who shape and define women’s behavior in 
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organizations, but also considers organizational variables such as corporate culture, history, 

ideology, and policies and societal practices, expectations and stereotypes regarding roles of 

both women and men in society (Martin et al., 1983). 

In sum, the gender–organization–system perspective is based on the premise that the interaction 

between gender, situations, and social systems is a continuous and re-iterative process ( Martin 

et al., 1983; Yukongdi and Benson, 2011). The individual is affected by situations and social 

systems and vice-versa (Terborg, 1981). The characteristics of individuals, situations, and 

systems jointly determine individual attitudes and behavior which affect each other over time. 

Hence, according to the gender–organization–system perspective, women have been placed in 

disadvantaged positions in organizations; women are socialized to display traits, behavior, 

attitudes that are argued to be incompatible with top management positions; and women have 

different expectations placed on them by society, which, de facto, impact on their progress in 

organizations(Fagenson, 1990).  

The gender-organization-system explanation for women's limited progression in organizations 

is an interactionist post-modern approach, multileveled drag to catch gender difference and 

inequality. As such, it makes the following assumptions: (1) Behavior in organizations is a 

continuous interaction of feedback between person characteristics (the gender), situations (the 

organizational context) and the social institutional system in which these interactions occur 

(Terborg, 1981); Characteristics of people, situations and systems should be studied as joint 

determinants of individual attitudes, cognitions and behaviors which influence each other over 

time (Terborg, 1981).  

 

1.5.2. Gendered or Gender-Neutral Organization?  

 

The question of gender in organization, the role it plays in organizations and how gender is 

incorporated into organizations has been disputed in almost all feminist theorizing. Some 

scholars affirm that gender differences are neither constitutive of organizations, nor do they 

play a systematic role in organizational processes; and hence ignore and negate “gender” in the 

organizational phenomena, (Hearn and Parkin, 1993) cited by (Bendl, 2008). In opposite, some 

others endorse that gender is absolutely central: “Organizations are structurally gendered; they 

simply do not function on the basis of formal, gender-neutral processes, but operate under the 

auspices of both inner and outer organizational structures and institutions, rules and resources, 

norms and assumptions, which are inextricably linked to gender” (Wilz, 2001) . Acker (1990), 
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through her two seminal papers, theorized that organizations are not simply gender-neutral sites 

where gender inequality is reconstituted, but that organizations themselves are gendered, with 

all their aspects including rules, procedures, and hierarchies (Stainback et al., 2016). As shown 

in Table 2, Acker (1990, 2006) demonstrated that gender is socially constructed and patterned 

in organizations as discriminations and glass ceiling. She identified four main patterns of 

representation of gendered or “discriminative” processes.  The “Gendered organizational 

cultural”, as stated the scholars of the cultural feminism stream, takes more radical departure 

from liberal feminism (Ashcraft, 2017, p1-32).  

 

 Early work within the liberal framework focused on women's 'internal' barriers and 

organizational barriers which prevent them from advancing. Liberal feminism appraised the 

equal opportunity - sameness and standardization - based on shared humanity and logic of merit. 

Women are socialized to be less ambitious and develop personality traits contrary to those 

thought to be required in management (Hennig and Jardim, 1977), popularized by the 

expression "fear of success" or “lack of confidence” (Horner, 1972;  Maccoby and Jacklin, 

1974, Jacklin and Maccoby, 1975). The most influential work within the liberal framework is 

that of Kanter's "Men and Women of the Corporation" (1977). Focusing on structural barriers 

to women's advancement, Kanter argues that it is not sex which determines a person's career 

success but the structural distribution of power within the organization and the social 

composition of work groups. Kanter proclaims two factors affecting women's marginalization 

within the organization. First, the management is gendered around masculine thinking, where 

women are seen to be invaders and acting out of their sex-typed roles. Secondly, she notes how 

male sponsorship and networking ensures that men gain access to and retain power. Kanter 

(1977) believes that women have little opportunity to reach senior positions because they have 

little power.  
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Table 2-Three Major Assumptions for Gendered Organizational Theory 

 

Source: Fishman-Weaver, 2017 

 

Management scholars abandon gradually liberal feminism as a perspective of women in 

management (Fagenson, 1993) to align with “Cultural Feminism” where difference is greeted 

as equality needs gender conscious and not gender blind. Organizations here play a distinctive 

role in the gendering process. A systematic theory of gendered organizations was then 

developed mainly as paid and unpaid sex segregation of labor is created and maintained through 

the gendered organization; unequal status and income are born partly through the gendered 

organization, and parts of individuals' gendered identities are created through organizational 

processes and pressures. These processes of  “exclusion” or “segregation” are critical to 

understanding the creation of “gendered organizations,” the perpetuation of “inequality 

regimes” (Acker 1990; 2006), and the broader maintenance of gender as a social structure 

(Martin 2006; Risman, 2004) as summarized in table 2 below. 

Grounded on Acker’s research of gendered processes and practices - which will be discussed 

later in this chapter, where the gender-linked inequality at work was identified without 

explaining how change can be possible, many following researchers assumed that identifying 

conditions assisting in undoing the gendered organization remains an important piece in 

understanding how inequality regimes can be dissolved (Britton, 2000). Ely and Meyerson 

(2000) also contested  the “gender neutrality of organizations” by exposing, in their case studies, 

subtle ways in which organizational policies, practices and interactions created gendered 

distinctions between and among men and women such as combining images of work and the 
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ideal worker with images of masculinity. Through his extensive empirical work on the evolution 

of gendered jobs and hierarchies over time in airlines cultures, Mills (2002), one of the leading 

communication friendly theorists of “gendered organizational culture” tailored a script for 

gendering interaction and identity information in organizations. 

From Britton (2000) perspective, the analytical focus of women and gender studies on the 

‘gendered organization’ is embedded in the analysis of gender relations as such, and in a wider 

analysis of gender-specific social inequality.  With this wide vision, the research perspective 

has now the advantage of being able to show the interlocking of social and organizational 

conditions.   

Nevertheless, among deficiencies, one disadvantage emerged: it runs the risk of losing sight of 

the specific object of the analysis, the organization. Yet, how gendered organizations can be 

recognized, or identified? A key question that is kept not yet fully answered. Empirical variety 

and contradictions related to the relevance of gender in organizations couldn’t agreeably 

explained, nor can organizational processes be precisely enough seized: which means, finally, 

that there is still no sufficiently sophisticated theoretical analysis of the relationship between 

organization and gender.  

 

1.5.3. Organizations as Gendered Processes  

 

New approaches to the study of waged work, particularly studies of Acker (1988), (Ely and 

Meyerson, 2000),  (Aaltio and Mills, 2002), perceived organizations as gendered, not as gender 

neutral and conceptualized organizations as part of the system of gender relations. “The 

structure of the labor market, relations in the workplace, the control of the work process, and 

the underlying wage relation are always affected by symbols of gender, processes of gender 

identity, and material inequalities between women and men” (Calás & Smircich , 2006: 309) 

“Gender is not an addition to ongoing processes, conceived as gender neutral. Rather, it is an 

integral part of those processes, which cannot be properly understood without an analysis of 

gender” (West and Zimmerman 1987). Table 3 shows how Gendering occurs in at least five 

interacting processes and how gender is a constitutive element in organizational logic, or the 

underlying assumptions and practices that construct most contemporary work organizations 

(Clegg and Dunkerley, 1980). I identify and cite those gendered processes in table 3 as they 

will represent important inputs for my observation in the case studies. They will enrich my key 

unit of analysis within the organizations. Those gendered processes vary from documented and 
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formal ones as written practices or processes of division of labor, recruitment process, 

promotion to unformal ones as the interaction between employees (women-men, men-men or 

women-women), to hidden set of discriminative processes such as the construction of the 

“Manager” image, the dress code, the job profile. Gendered Processes can be revealed also in 

gender subtexts such as the unconscious bias (exclusion or neglecting women), the performance 

measurement according to masculine values, the gendered aspects of written tasks, or even the 

organizations’ discourse pretending ensuring equality between both genders. Those processes 

will be analyzed further  in section (2.6- Gender Diversity Interventions Decoded into 

Processes and Practices) 

With no doubt, the organization gendered nature has been sustained through social practices 

that organize and explain the dichotomy (women-men) of daily life inside, as well as outside, 

the organization.  These social practices reflect gendered themes, in the form of masculine-

feminine dichotomies, which have become deeply embedded in organizations, “so deeply 

embedded as to appear to be gender-neutral, simply the norm” (Ely and Meyerson, 2000).  In 

chapter two, we present how the different approaches of gender propose a management 

approach to systemic, organizational change whereby organization members continuously 

identify and disrupt oppressively gendered social practices and revise them accordingly.  
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Table 3- Organizing Processes that Produce Inequality 

Source: (Acker, 2006)  and (Bendl, 2008) (Adapted) 

 

  

Types of gender inequalities 

patterns 

How do we define those 

processes? 

How are presented, observed, and / or  

maintained? 

 

Construction of divisions  Gender divisions of labor, of allowed 

behaviors, of locations in physical 

space, of power, etc...  

- documented or obvious to casual observations 

(Kanter, 1977).  

- Managers' decisions often initiate gender divisions 

(Cockburn, 1985), and organizational practices 

maintain them 

 

Construction of symbols and 

images 

Many sources or forms in language, 

ideology, popular and high culture, 

dress, the press, television…etc.). 

-  Men workers' images of masculinity linked their 

gender with their technical skills (Cockburn, 

1985).  

 

The third set of processes Interactions between women and 

men, women themselves and men 

themselves, including all those 

patterns that enact dominance and 

submission (Acker, 1987).   

 

-  Can be shown in conversation analysis  

(interruptions, turn taking, and setting the topic of 

discussion). (West and Zimmerman 1983). 

- Men are the actors, women the emotional support 

(Hochschild, 1997). 

Gendered components of 

individual identity 

Identity of the Manager 

Image of the Performant 

Employee 

-  Choice of appropriate work, language use, 

clothing, and presentation of self as a gendered 

member of an organization (Reskin and Roos, 

1990) 

 

Ongoing process and 

conceptualization of social 

structures  

All other material forms in written 

work rules, labor contracts, 

managerial directives, and other 

documentary tools for running large 

organizations, including systems of 

job evaluation widely used in the 

comparable-worth strategy of 

feminists 

- Job evaluation or appraisals (Smith, 1988) 

- Recruitment and hiring as a process of finding the 

worker most suited for a position (Enarson, 1984). 

Images of appropriate gendered and racialized 

bodies influence perceptions and hiring. Ex. 

Female bodies are appropriate for some jobs, male 

bodies for other jobs. 

- Wage setting is often a bureaucratic organizational 

process, integrated into the processes of creating 

inequality 

 

Gender Subtext 

 

Dominant texts and underlying 

subtexts (set of hidden, latent, and 

subtly power-based gendered, 

gendering, reproducing gender 

distinctions, or categorization). 

(Bendl, 2005, p. 34) 

- Unconscious bias, exclusion, and neglect  

(exclusion or neglect unconsciously of women) 

(Walker and Guest, 1979)  

- Subtext of attributed masculinity and males as the 

norm (Women are not excluded but are measured 

according to masculine values) 

-Gender-oriented texts 

- Pretended equality between males and females 
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1.5.4. Gender Differences and the Structural Placement in Organizations  

 

From a radicalist perspective, Kanter (1977) tackled, in her study “Men and Women of the 

Corporation”, the gendered realities faced by managerial women, realities of the workplace that 

made top jobs more difficult for women than for men. She analyzed the conditions leading to 

gender inequality in organizations. She describes the manifest influence of structural conditions 

(opportunities, structural power and proportional distribution) on the unequal chances for men 

and women in organizations.  Gender differences in organizational behavior is the consequence 

of their structural placement rather than  their characteristics as women and men (Kanter, 1977). 

Kanter focused her analysis on organization and not on gender, observed that “while 

organizations were being defined as sex-neutral machines, masculine standards were 

dominating their authority structures" (Kanter, 1977: 46).  Kanter’s (1975) model exhibits a 

rare moment when liberal and radical feminism becomes allies in an accusation of the 

organization structure. Kanter’s theorizing study is grounded on the radical feminism bumping 

out the liberal feminism and maintaining three important records: gender is a primary 

determinant of difference in patriarchal societies (an important point of the standpoint 

feminism). With regards to this perspective, the focus on gender in organizations is individual 

and interpersonal, but even those who highlight the gendering of organizations are missing 

larger forces and downplaying the extent to which these forces foster multiple and challenging 

organizational realities – public and private, production and reproduction, capitalism and 

patriarchy, all conceived as unified systems and not dual systems (Tong, 1989).  

In her theory, Kanter refers to the concept of power and dominance more than sexuality and 

gender. Many researchers agreed with Kanter that "number-balancing should be the ultimate 

goal" (Forisha and Goldman, 1981; Rustad, 1982) . Hence, the tokenism was used as solution 

driven policy rather than explaining women's occupational problems (Kanter, 1977).  

 

The concept of "tokenism" has been widely used to explain many of the struggle women face 

as they enter traditionally male occupations. “Tokenism explains women's occupational 

experiences and their behavioral responses to those experiences in terms of their numerical 

proportion, suggesting that barriers to women's full occupational equality can be lowered by 

the hiring of more women in organizations that are highly-skewed male” (Kanter, 1977).  

Blame was taken off from women and men for the unfavorable conditions under which many 

women operate.  In Kanter's view, both men and women are "trapped" in a set of organizational 

structures that perpetuate stereotypes and the status quo of sexual inequality. She suggests that 
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it is the organizational structures, rather than people, that must change. To overcome the 

problems she attributes to tokenism, more women should be hired in organizations where the 

workforce is now highly skewed male. The major limitation of this approach lies in its failure 

to acknowledge the degree to which organizational structures and the interactions that take 

place within them are imbedded in a much broader social system of structural and cultural 

inequality between the sexes. Men's negative behavior toward women in the workplace, then, 

seems to be much less motivated by women's presence in a numerical minority than by men's 

evaluation of women as a social minority-an opinion based on notions of inferiority rather than 

scarcity (Acker, 1990). 

This approach was refuted by many radical feminists who argued that in a sexist context, such 

changes may produce few benefits for women because even when organizational structures are 

set up to eliminate discrimination, males may be able to develop informal strategies for applying 

discrimination and limiting women's chances for success (Zimmer, 1988). Ferguson argues that 

bureaucracies are "organization(s) of oppressive male power" which are constructed through 

"an abstract discourse of rationality, rules, and procedures". Martin (1985) maintains that 

additional organizational factors such as group size, group task and hierarchical structure also 

interact with numerical proportions to produce different outcomes. The problem is not just that 

tokenism is an inadequate explanation for women's occupational difficulties; the bigger 

problem is that a focus on tokenism diverts attention away from sexism-not only away from the 

sexist behavior of individual males in the workplace, but away from the sexist society in which 

the work- place itself is embedded.  

Another approach, using Kanter's insights but building on the theoretical work of Hartmann 

(1976), attributed to organizations dual structure, bureaucracy and patriarchy (Ressner, 1987), 

clarifying the discussion of women's experiences of discrimination, exclusion, segregation, and 

low wages. “Like Kanter, Ressner's approach implicitly accepts the assumption of mainstream 

organizational theory that organizations are gender-neutral social phenomena” (Acker, 1992). 

Incontestably, there are ‘advantageous’ and ‘disadvantageous’ job situations. Advantageous 

positions, principally linked with job power and opportunities, are held by individuals whose 

gender is in the majority (males). Disadvantageous positions, on the other hand, offer job 

occupants little power and fewer opportunities, and are held by individuals whose social 

category is minority (mainly females) (Kanter, 1977). “Individuals in advantageous positions 

develop attitudes and behavior that help them to accelerate, while those in disadvantageous 

positions develop attitudes and behavior that reflect and justify their job situations, which offer 

limited advancement” (Fagenson, 1990).  It is because women are traditionally placed in low 



P a g e  56 | 279 

 

level positions in organizational hierarchies that feminine traits outline their behavior. Informal 

power in organizations excludes women. If women were placed in high level jobs, they would 

show the behaviors that men display in those positions (Kanter, 1977; Riger and Galligan, 

1980).   

This theory has been criticized for disregarding situational variables (Fagenson, 1993). Most 

notably, the organization structure approach assumes that the person and the structure are 

independent factors. As argued by many researchers, situations are as much a function of the 

person as the person's behavior is a variable of the situation. There is also an implicit statement 

that women are unable to influence or decisively impact the organizations in which they work 

(Gerson, 1985). Schneider (1983) noted that because people tend to locate themselves in 

environments well-matched with their own behavioral tendencies. It therefore follows that if 

people stand-in environments that are consistent with their own inclinations, those 

environments will be like, not separable from, the people in them (Schneider, 1983). Given the 

theoretical shortcomings of earlier work on women in management, it is important to adopt a 

wider and more holistic approach (Acker, 1990). 

The organization-structure perspective overlooks the relevance of other important 

organizational factors including norms and culture, policies, training systems, promotion, and 

reward systems (Fagenson, 1990; Gregory, 2001). The solution to women's dilemma in 

organizations would simply be to replace men with women in senior level positions. Then 

gender stereotyping and sexism would dissipate which means acceptance of the status quo and 

deficiency of the organization-structure perspective (Nkomo, 1992).  

 

1.6. SUMMARY  

In this chapter, an in-depth theoretical review was conducted to understand the feminist theories 

and see how each one of them encounters with the organizational theory.  Up to the 1980’s, 

organizational studies and feminist theories were disconnected: the first was subjugated by 

academics investigating management issues with male managers mainly concerned and the 

second rules mainly by women and the power of patriarchal relations and issues.  

Feminist social theories overlooked the power relations between men and women and defined 

the “gender inequality” each one from their roots and perspectives and suggested gender 

inequality elimination suitable promises. Gender inequality as addressed by feminist theories is 

not an individual matter but deeply rooted in the structure of societies.  
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 Historically, in the late 19th century, as the review shows, three main eras of feminisms 

were identified. The Liberal, the Marxist and Social and the Development Feminism were 

categorized as Gender Reform Feminism Movements from 1960s to 1970s. As for the 

Gender Resistant Feminism movements spanning from 1970s to 1980s, they cover  the 

Radical, the Lesbian, the Psychoanalytic and the Standpoint Feminism. And finally, a third 

wave of Gender Revolution Feminism movement from 1980s to 1990s with the Multi-ethnic, 

the Men’s Feminism, the Social Construction and the Post Modern Feminism and Queering 

Theory.  

The main argument feminists have stressed about gender inequality is that it is not an individual 

matter, but is deeply ingrained in the structure of societies from marriage and families to 

religion, politics, work and the economy, etc.. Theoretically, feminist movements claimed 

gender inequality is rooted on social construction and not on biological status (the liberal 

feminism), on women oppression and exploitation in the family system (Marxist and Socialist), 

on the “systematic oppression” in their daily routines (Radical and Development Feminism 

movements), on the men's unconscious need for women's emotionality and rejection of them as 

potential castrators (Psychoanalytic Feminism), on the power gap in producing knowledge 

(Standpoint) which all confirm that difference arises from social context and not from biological 

sex attributes. 

The feminist theories attempted to make positive impact and contributions. Liberals 

recommended that both genders need to be treated equally under the law: same rights, same 

educational and work opportunities.  The Marxist and socialist feminism provided a perspective 

of adjusting discrepancies in wages and additional provisions to reduce gender inequality gap. 

Development feminism made an important theoretical contribution in equating women's status 

with control of economic resources essentially in the developing countries, namely the African 

ones. Others such as the Multi-ethnic movement denounced all aspects of inequality whether it 

is about ethnicity, religion, social class or gender, the Social Construction feminism focused on 

the common social processes that create gender differences, it also analyzes the historical and 

cultural context in which sexuality is learned and enacted, or "scripted."  

Later, the postmodern feminist and queer theory movement appeared to challenge inevitable 

and fixed characteristics of gender by avoiding the main roots of gender inequality and focus 

on plurality and difference with ideological "discourses" embedded in cultural representations 

or "discourse -subtexts." Actually, the Gender Revolution feminisms use more gender 

categories than "man" and "woman," since each gender category is marked inseparably by 

ethnicity, religion, and social class, gender orientations, etc.. 
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Each of the liberal, radical, psychoanalytic, socialist, and post-structuralist/postmodern 

attempted tackling a gendered aspect of organization studies. Researchers of the second 

feminism wave went largely to investigating the conditions women confronted in the 

workplace, launching what is now the field of gender in organizations. Few of them dressed 

attentions also to ‘men’ as a social category, with examination of masculinities, management, 

and organization. 

From the early 1970s to now, this research is more motivated by knowledge of women’s 

disadvantage / discrimination in organizations, exploring issues related to their status including 

their under-representation at higher levels shifting the issues of women’s and their access to 

organizations, to investigate  about the gendering processes and practices within organizations. 

To some extent, the research focus is centered on the relationships among the members of a 

society as organizations and family are considered as important analysis spots for the constant 

reproduction of these inequalities. 

 

Clearly, women’s advancement in management career can be influenced by personal, 

organizational factors which are located within the organization, and /or societal and systemic 

factors. And So, scholars assume that the diversity approach could be embedded in the human 

relation approach, stress the principal harmony of interests of people and organization and 

gender theories contribute on several levels to organizational behavior theories by highlighting 

the importance of the conflicting interests between the individual and the organization.  

 

Hence, managing diversity emerged in the early 2000’s within the business management field 

as a concept expected to establish a modern working environment, through maximizing the 

advantages and minimizing the drawbacks of these differences, where everyone feels valuable 

for their jobs and suitable for their positions (Kandolla and Fullerton, 1998).  

Acknowledging  the gendered nature of the Organization (Acker, 1980) and the importance of 

managing conflicts interest between individuals in the organizations and managing structural 

positions of each gender (Kanter, 1977), I will analyze , in the next chapter, the different gender 

diversity management approaches in organizations studies and how they attempted to resolve 

the inequality issues.  
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2. CHAPTER TWO - GENDER AND DIVERSITY MANAGEMENT APPROACH IN 
ORGANISATIONS 

 

2.1. CHAPTER OVERVIEW 

Diversity has increasingly become a "hot-button" issue in corporate, political, and legal circles. 

It is truly one of the most difficult and pressing challenges of modern organizations. This 

chapter seeks to understand how diversity management has been conceptualized, why do 

companies implement diversity management strategies at first (section 2.2), then to feature the 

critical debates, research streams and theoretical developments in diversity management by 

providing an integrated understanding of how diversity management has made progress and 

evolved in organizations as well as in the academic literature.  

In this chapter, we explore the diverse meanings of gender equality or diversity whether it is 

equal opportunity or value the difference, the diverse visions of gender diversity and paradigms 

whether it is external compliance or internal strategy (sections 2.3 and 2.4). The different 

visions of diversity and inclusion set the theoretical background for the multiplicity of feminist 

debates in organizations studies as well as the contextual applications of these vision explain 

the multi-layered aspect of the diversity management implementation within organization. 

Many scholars theorized, each one from his angle, a specific aspect of gender diversity (sections 

2.5, 2.6, 2.7 and 2.8). Relational framework (Syed and Özbilgin, 2009), and Contextual Model 

(Özbilgin and Tatli, 2009) are to be considered when a multinational is considering the 

internationalization of their gender diversity model to a new country. A processual approach is 

to be considered if we need to establish  a change  within the organization culture (Cox, 2001). 

Questioning the different perspectives of instrumentation, integration and compliance when 

making Gender diversity and inclusion a strategic choice (Jonsen and Jehn, 2009). Cascading 

down the strategy into different activities, processes and practices (section 2.7) is a must in 

order to set an inclusive workplace model (Mor Borak, 2005). A synthesis of the literature is 

presented in section 2.9 with a synopsis on the gaps in the literature (section 2.9.1) and a 

formulation of the conceptual framework (section 2.9.2). This chapter justifies at its end the 

adoption of research question with underlining theories or models for this study.  

 

2.2. CONCEPTUALIZATION OF DIVERSITY MANAGEMENT IN LITERATURE   
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As mentioned in chapter one, a number of studies have explored how women experienced 

barriers at all levels not only at the top, and these barriers significantly slow down a woman’s 

career advancement and detract from her performance in the profession (Murrell and James, 

2001). Discrimination against women manifests in various forms, including cultural and social 

attitudes towards “male” or “female” jobs results in job segregation, wage gaps, sexual 

harassment, lack of promotion opportunities, the rejection of career development opportunities 

(Akpinar-Sposito, 2013). 

But , why did companies implement diversity management strategies?  Three types of 

arguments in favor of diversity management were explored to justify the need of diversity 

management within organizations and their decision to be gender inclusive: 

1. “Diversity is a reality that is here to stay.” With the globalization and the global 

changing contexts, organizations have to adapt to the new realities of an increasingly 

diverse workforce.  Business face diversity trends in the corporate world. 

2.  “Diversity management is the right thing to do.” At the heart of this argument is the 

notion of equal opportunities regardless of individual characteristics such as gender, 

race, and sexual orientation. This is the moral and ethical reasoning for diversity 

management. This argument is employed by Nordic countries includes providing 

current employees with comparable pay for jobs of comparable worth (Velasquez, 2005) 

and, compensatory justice, as affirmative action programs (Kellough et al., 2006). 

Countries promote then gender diversity as an obligation to overcome historical 

discrimination against specific groups of people (women and minorities). 

3. “Diversity makes good business sense.” Diversity management can provide businesses 

with a competitive advantage and tangible benefits. We adopt here the following 

reasoning that by managing diversity, companies have much to gain (Cox, 2001; 

Kochan et al., 2003), including (a) cost reductions due to lower absenteeism and 

turnover, (b) advantages in talent competition in the workforce (Thomas, et al., 2002),8 

(c) reduced risk of discrimination lawsuits due to a more just and non-discriminating 

environment, (d) more effective marketing to diverse customer pools (Kossek et al., 

2006),(e) increased creativity and innovation through diverse work teams (Weiss, 

1992), (f) getting access to more government contracts for which minority - or gender 

balanced businesses are given preference, and (g) improved corporate image, which 

generates public goodwill.  
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Thus, Diversity management speedily gained popularity in the corporate world. The definition, 

given by Ivancevich and Gilbert (2000:75), the “systematic and planned commitment by 

organizations to recruit, retain, reward, and promote a heterogeneous mix of employees”, 

reflects a clear and straight forward business case for diversity. Nevertheless, that is not that 

much easy when it comes to be implemented in organizations. Diversity management is a cross-

disciplinary field that draws research and theory from various applied behavioral sciences 

including anthropology, education, psychology, social work and sociology, economics, human 

resource management, organization behavior, organization development, political science, 

(Plummer, 2003, p.52). Managing diversity in organizations refers to “implement 

organizational systems and practices to manage people so that the potential advantages of 

diversity are maximized while its potential disadvantages are minimized” (Cox, 1993, p.11). 

Diversity Management (DM) has been defined in many other studies (Gilbert et al., 1999; 

Taylor, 2003; Charles, 2003; Sabharwal, 2014) : the diversity management is regarded as a tool 

to increase organizational effectiveness especially with the globalization and  dynamic changes 

sweeping across the globe (Henry and Evans, 2007). Undeniably, the devasting globalization, 

the demographical changes in workforces, and the increasing representation of minorities of all 

kinds have fueled the consideration and has moved the diversity debate beyond issues of legal 

and moral obligations to become a conceivable reality, both within and outside of the 

organizations (Merril-Sands et al., 2000). 

 

Four stages of workforce diversity within the business and management field were visibly 

identified (Aydin and Ozeren, 2018). These stages are Equal Employment Opportunity (EEO), 

Affirmative Action (AA), Valuing Differences, Diversity Management and Global Diversity 

Management. In the following sections, I will go along with the evolution of these stages, and 

critically analyze the relevant models discussed in the academic literature to explore more 

broadly the gender and diversity in management.  

 

2.3. FROM EQUAL OPPORTUNITIES TO GLOBAL DIVERSITY MANAGEMENT   

Diversity theories and models gained popularity with the emergence of Civil Rights movements 

in 1990’s (Olzak and Ryo, 2007). For instance, some studies demonstrate that the striving to 

achieve equal rights based on legislations resulted in gaining these rights in terms of getting 

gender and ethnic equalities between the 1970s to 1987 (Konrad and Linnehan, 1995). Then, 

the Workforce 2000 Report opened the second stage: that of valuing differences (Johnston and 
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Packer, 1987). Equal Employment Opportunity (EEO) legal frameworks emphasize equal 

treatment irrespective of individuals’ gender, origins, religion, etc. The main logic behind this 

notion is that of ensuring that individuals' sex or ethnic origin may not become a criterion for 

getting promoted, rewarded, or appointed with respect to a job (Liff, 1997).  This approach was 

mainly criticized in terms of being apparently conducted by an Affirmative Action - adding 

women and stir, and for being effective mainly for women, the disabled, and ethnic minorities 

(Collins and Wray-Bliss, 2000).  A contradiction and confusion were recorded between the 

liberal understanding of the EEO which focuses on social justice for the purpose of creating fair 

procedures and the radical interpretation which focuses on equally distributing rewards for the 

purpose of attaining an “equality of outcome” (Kirton and Greene; 2015). 

Diversity policies are proposed particularly to achieve organizational goals which means they 

are business driven rather than being social justice oriented (Kaler, 2001; Bajawa and Woodall, 

2006). Based on this explanation of diversity policies, the main differences between EEO and 

DM can be summarized as shown in Table 4. The EEO uses moral or social justice cases 

desiring to achieve some social justice through practices, manages diversity based on external 

legal compliance and moral responsibility, focusing on merit based and sameness.  

Diversity policies, however, have a more exclusive focus than EEO policies on the grounds of 

business cases, identifying the needs and targets inclusion of people with unique characteristics 

(Kaler, 2001; Jonsen, et al., (2011: 40)). They are internally driven by assuring a complete 

organizational culture of valuing differences and accepting uniqueness.  

It can be said that diversity management (DM) is the second generation of EEO (Shen et al., 

2009: 238) including both the EEO and affirmative action (AA) approach. DM can be then 

delineated as a component of corporate social responsibility strategy to ensure the 

inclusion of all its employees and prevent discrimination at workplace (Wieczorek-Szymańska, 

2017).  
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Table 4- Differences between the EEO and DM 

 

Source: Jonsen et al. (2011) 

 

2.4. PARADIGMS OF EQUALITY AND DIVERSITY IN ORGANIZATIONS  

Based on the studies conducted by Thomas and Ely (1996), three well-observed paradigms were 

explained in terms of diversity management ; the starting level (the discrimination and fairness 

paradigm), the initial level (the access and legitimacy paradigm), and the strategic level (the 

learning and effectiveness paradigm) indicating different purposes of DM. A fourth one 

emerged in further investigations and studies conducted by (Thomas and Ely, 2002: 38). It is 

about connecting diversity to work perspectives 

 

At the Outset,  the “discrimination and fairness” paradigm considers compliance and reactive 

responses to diversity issues. Moral and legal imperatives are the main drives for this paradigm, 

with the central issue of that paradigm being anti-discrimination. It fosters the concepts of equal 

opportunity, fair treatment to employees, and recruitment without considering any diverse 

feature. Diversity is positively considered as the richest component of an organization to 

increase its effectiveness (Thomas and Ely, 1996; Gilbert et al., 1999). The main limitation of 

this paradigm, however, is that by adopting the notion of sameness rather than differences, 
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means that all employees are similar with regards to organizational work and culture (Thomas 

and Ely, 1996).  

Second, the “access and legitimacy” paradigm is a "positive action" form of diversity 

interventions aiming to access niche markets such as an organization who intentionally increase 

the demographic diversity of its workforce to respond on the different consumer preferences 

and segments: ethnic, female, generational and groups. The business case for diversity is the 

basic argument used in defense of this paradigm. It is limited, however, because it focuses on 

initiatives for improving access to marginalized groups and individuals. This paradigm also has 

some strengths and weaknesses. Having a market-based motivation where the workforce 

represents the diverse customer base and markets is one of its strengths (Thomas and Ely, 1996: 

5). “Diversity isn’t just fair; it makes business sense” (Ibid), it generates a competitive 

advantage due to its accepting diversity amongst customers, clients, and the labor force.  As for 

its weakness is that, it does not allow to shape how the differences can impact the work and 

how the inclusion can be achieved (Gilbert et al., 1999).  

Third paradigm is the “learning and effectiveness” paradigm which considers diversity in 

terms of the organization’s journey towards learning and continues improving itself. It is usually 

driven by the recognition that leveraging internal and external diversity is an essential 

competence for a healthy organization which pursues excellence as part of its overall culture.  

 

While doing their research, Thomas and  Ely (2002) encountered an emerging paradigm in few 

organizations who relied initially on one of the above pradigms to guide their diversity efforts, 

but felt the need to do more with diversity to enable them to “incorporate employees’ 

perspectives into the main work of the organization and to enhance work by rethinking primary 

tasks and redefining markets, products, strategies, missions, business practices, and even 

cultures” (Thomas and Ely, 2002) . A new model for managing diversity which go beyond 

both:  Like the fairness paradigm, it promotes equal opportunity for all individuals, and like the 

access paradigm, it recognizes and values cultural differences among people. Moreover, the 

new model for managing diversity lets the organization internalizes differences among 

employees so that it learns and grows because of them. “Indeed, with the model fully in place, 

members of the organization can say, we are all on the same team, with our differences— not 

despite them”(Ibid). 

Those paradigms were criticized for their tendency to diminish the emphasis on intergroup 

inequality as well as the social issues related to stereotyping and bias (Mor barak, 2005). 
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Besides, Ely and Meyerson (2000) studied managing gender diversity schemes based on 

different gender problem definition and gender equity vision and identified four frames of 

which they recommended the fourth as it encourages on assessing and revising work culture as 

per the outside organizational context (Table 5).  

As shown in Table 5, Gender diversity schemes are implemented in organizations either in a 

“Fix the women” frame, from a liberalist perspective, where the organizations work on 

women’s skills and develop them through training and different tools. In this frame, system is 

left intact, women need to lean in by acquiring more skills and competences to climb the 

corporate ladder. Or, organizations implemented  a “Value the Feminine” scheme, by making  

awareness training on D&I, legitimating differences, and developing the definition of 

differences. This scheme is criticized as it might reinforces stereotypes and differences among 

employees.  Create Equal Opportunities is essential to organizations as well, to reduce structural 

barriers and biases, through HR policies (recruitment, retention, promotion, work life balance, 

etc..). However, this frame has low impact on the organizational culture of diversity and 

inclusion as the problems faced will remain women’s issues.  

At last, a fourth frame of assessing and revise work practices to make them more localized, 

more sustainable. It encourages a continuous process of learning and it engages a process of 

change.  
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Table 5 - Gender Diversity Frames proposed by Ely and Meyerson 

 

Source: Ely and Meyerson, 2000 (adapted) 

As we saw, gender equality is such a challenged concept and so many visions and debates taking 

place in different national contexts and with different equality paradigms. So, how do we study 

this diversity? Where do we look within the organization? And how to sharpen the analysis to 

grasp all the nuances of a complex concept such as that of “gender equality?” What 

interpretative tools could be developed to enable distinctions between different meanings that 

are commonly pooled under the general and open concept of “gender equality?”. In the 

following sections, we develop the different Global Diversity Management approaches as 

studied and theorized by scholars from different perspective. 
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2.5. GLOBAL DIVERSITY MANAGEMENT APPROACHES 

  

The globalization of business has significantly increased the importance of cross-cultural 

interaction for business managers. The dynamics of value conflicts, miscommunication, 

intercultural management create challenges that managers ought to overcome to carry out 

business effectively. The call for workplace diversity is often positioned either as an issue of 

fundamental fairness, equity and morality (Alder & Gilbert, 2006; Brown et al., 2005; Gilbert, 

Stead & Ivancevich, 1999), or as a business necessity (Cox, 1993; Herring, 2009; Kochan et 

al., 2003). The business case is that workplace diversity makes good business  

sense and improve company’s financial and non-financial performance (Cox, 1993; Herring, 

2009). 

Undeniably, diversity and inclusion became an important field of management in many global 

organizations (Jonsen and Özbilgin, 2014 p. 378). Yet, academic research failed to realistically 

deal with how organizations interpret workforce diversity and inclusion and more importantly, 

how they should go about implementing diversity and inclusion management (Jonsen and 

Özbilgin, 2014: 383).  Inclusion has emerged as a core concept in relation to diversity as it 

involves how well organizations and their members connect and engage and utilize people 

across all types of differences, they are almost treated like two sides of the same coin (Hyas-

Thomas, Bendick, 2013). Although scholars identified how Diversity and Inclusion are 

“inextricably bound” even though the relationship between them is not yet fully specified (a lot 

of work is done on diversity, much less on inclusion). It is important for organizations wishing 

to adopt diversity and inclusion model to take into account the strategic rationale behind it, the 

process in which their initiatives shall be dressed and connected and the contextual influences 

that may impact its implementation (Frese, 2003).  

Therefore, the awareness on diversity provided through many studies and reports tackled then 

different approaches to the micro-, meso-, and macro-levels of society. The main argument for 

the micro-level was the individual theory which claims that organizations must consider the 

individual behavior of employees at work, as well as their interactions with their colleagues. 

The argument at the meso-level claimed that organizations must adopt group theory. This 

encompasses recognizing group behavior, dynamics, and development. The theory states that 

each group has a common sense of team-based work and experience-based learning, and 

valuing differences supports team-based outcomes (Johnson and Johnson, 2014). At the macro-

level, multiculturalist arguments claim that differences among individuals are favorable 
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because these differences increase the level of creativity, innovation, productivity and problem-

solving in organizations (Cornelius et al., 2001; Kirton and Greene, 2010). This stage was 

characterized by a “valuing differences” wave.  

Situating the diversity management field as a network of fields is what Syed and Özbilgin 

(2009) has conceptualized from Bourdieu’s conceptual framework: A relational theoretical 

framework with three interrelated levels: macro, meso and micro levels.  At the macro-

national level, the relational framework considers the significance of national structures and 

institutions, e.g. laws, social organization, religious and cultural contexts) . At the meso 

organizational level, they consider the organizational processes, interventions, rituals and 

routinised behaviors at work that establish the rules of meso-level gender relations (cf. figure 

11). Thomas and Ely (2001) offered a typology of diversity perspectives enlightening the 

understanding of diversity management at the organizational (meso level) (cf. section 2.3). 

These are the “ discrimination and fairness paradigms, the access and legitimacy paradigm and 

the learning and effectiveness paradigms. The micro-level refers to the individual issues, 

aspirations, identities, experience and the potential influence of the macro and the meso level 

on the individual response to diversity (Syed and Özbilgin, 2009). 

Figure 11 is an interpretation realized by Forstenlechner et al.( 2012) who investigated the 

“quotas” solution as a diversity management practices in the UAE, by applying the relational 

framework analysis. This multi-level investigation on the quota solution or “Emiratization” 

show the impact of diversity and inclusion and its success / failure as implemented in a financial 

company. 

The interaction between the three levels is dynamic, continuously changing in an ongoing 

process and not static. For instance, the laws and regulations enabling women in the workplace 

in the MENA Region are being promulgated in the last decade and they had impacted the 

individual identities and perceptions especially to the gender and the women equality.  

Tatli (2010) showed that the tight relationship between micro and macro is constructed through 

discourses and practices and decreed by individual agents or practitioners. Özbilgin and Tatli 

(2008) emphasized the lack of support from senior management may be the most significant 

stuttering obstacle in introducing diversity management plans.  
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Figure 11 - Relational Framework of Diversity Management 

 

Source: Forstenlechner et al., 2012 (Extrapolation of Özbilgin (2007) relational model on the UAE 

Context)  

 

However, the absence of egalitarian traditions at work means that meso-level relationships may 

reflect a hierarchical organization of discriminatory discourses, structured practices, embedded 

within the broader social relations. At the micro-individual level, we consider issues related to 

individual power, motivation, and agency to affect change, all of which are gendered and 

racialized phenomena. Within that framework, the exploration of prevailing discourses on 

managing diversity and structural tendencies of diversity management practices in each sectoral 

or national context.  The context offers a new challenge to research and practice of diversity 

management as profound as for gender diversity management (Nishii and Özbilgin, 2007): an 

economic incentive behind effective management of gender diversity, in addition to promoting 

equality as a basic human right (WEF, 2008). For instance, gender focused studies are criticized 

for ignoring the different agendas and demands of women and men across different 

backgrounds of culture, ethnicity, class, age, and sexual orientation, among other salient 

diversity strands. Hence, the tight connection between gender and diversity, the latter being the 

frame in which the issues or problems of gender are conceived, assimilated, studied, and 

adopted to be ultimately resolved.  

Subsequently, theories in Global Diversity Management (hereafter GDM) were developed to  

emphasize on the importance of management functions including the “planning, the 

coordination and implementation of set of strategies, policies, initiatives, training and 
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development activities that seek to accommodate diverse sets of social and individual 

backgrounds, interests, beliefs, values and ways of work in organizations with international, 

multinational, global and transnational workforces and operations” as shown in figure 12 

(Özbilgin and Tatli, 2008: 8). Although this model was conceived for multinational companies 

wishing to transfer their diversity strategies to international context, this model can be 

extrapolated to all contexts. The main utility of this contextual model is that it allows 

practitioners to map out the key influences across international, national sectoral, 

organizational, and individual levels. However, this model reveals two major issues. The first 

regards the changing social, legal and political perspectives of how to define DM across 

countries. This indicates that DM model may be inappropriate due to the contextual differences 

of cultures and that GDM raises issues regarding how multicultural teams in global companies 

can be managed and how effective communication and interactions can be provided amongst 

global employees and units (Syed and Özbilgin, 2009).  

Figure 12 - Contextual Model of Global Diversity Management 

 

 

Recent evidence (Özbilgin and Tatli, 2011) suggests that diversity climate can influence the 

success or failure of organization diversity interventions (as shown in figure 13). Diversity 

management change has higher chances to be successfully implemented when the maturity of 

Global Diversity along with the support in sociopolitical context and the similarity among 

domestic diversity priorities in the network are high.  
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Figure 13 - Diversity Management Activities in Organizational Change 

 

Source: Özbilgin, Jonsen, Tatli, Vassilopoulou, and Surgevil 2013. 

 

This model divide these interventions into three categories: (1) informational interventions, 

which involve activities that seek to provide information, training, and education to the staff;  

(2) structural interventions, which seek to change and develop organizational structures and 

processes; and (3) cultural interventions, which challenge the implicit cultural assumptions of 

the organization with a view to making the organization more welcoming of difference and 

more inclusive. If the maturity of diversity management in an organization is high, leadership 

support and resources are strong, and there are high levels of similarity among diversity 

priorities in the global branch network, then those interventions will lead to stronger 

transformational outcomes, including organization development programs and cultural change 

programs. If, however, these conditions are weak, then diversity activities will stay shadow and 

limited to awareness raising and basic training. Each organization has a different starting point 

on the diagonal line of the roadmap. Depending on the leadership support, the type, sector, 

activity, the organization shall take small or larger steps toward inclusion.  

 

The awareness of gender diversity and valuing differences, however, were not enough for 

organizations to manage diversity and reach a culture of inclusion (Pless and Maak, 2004). In 

the diversity management literature, three main approaches were identified. The first approach 

comes from organization theory. This theory highlights the importance of strategic frameworks 
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and aligning diversity initiatives and programs. Diversity is then taken as an asset for the 

organizations. Diversity plan is viewed as a strategic point of view, studying the instruments 

providing an organizational flexibility in adapting to changes in business environments (as 

shown in figure 14) (McDonald, 2010). 

 

Figure 14- A Model for Organizational Perspectives of Diversity as a Strategic Issue 

 

Source: (Jonsen and Jehn, 2009) 

 

Framing the diversity management plan as a process is important to coordinate the activities 

and interventions and link them to the overall organizational policy.  

The second approach comes from the field of organizational change because managing diversity 

needs an organizational strategic change management (Cox, 2001; Morrison et al., 2006; Ensari 

and Miller, 2006; Tatli, 2011). Cox (2001) states that an embedded diversity can add value to 

an organization by (1) improving problem solving, (2) increasing creativity and innovation, (3) 

allowing for organizational flexibility, (4) improving the quality of personnel through better 

recruitment and retention and (5) using effective marketing strategies, especially for 

organizations that sell products or services (2001, pp.19-22). He described the process of 

instituting and implementing diversity initiatives in one organization in a model consisting of 

five components: leadership, research and measurement, education, alignment of management 

systems, and follow up (Figure 18).  An effective organizational change effort should include 

all these elements (Cox, 2001).  “As the flow of the arrows suggests, the change effort cycles 

through all the elements and is continually assessed and refined over time in a process of 

continuous loop learning”. The key moderator in Cox’s model is the cooperation and 

communication. Without clear communication and cooperation between components, the goals 

of the organization and the structure of the system will fail. Therefore, as shown in figure 18, 

the diversity management is dynamic and not static, it is about a series of change happening in 

the organization in such a manner to achieve the desirable outcomes. 
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Figure 15 - Cox Change Model for Diversity Management 

 

Source: (Cox, 2001:19) 

 

“Leadership is the most essential element for change; without it, nothing happens” (Cox, 2001, 

p.18). In the context of organizational change, leadership is what determines the motivation to 

others, and facilitate the achievement of the vision. Under leadership, Cox (2001) provide six 

components of philosophy, vision, strategic integration, communication strategy, organization 

design) which ease the alignment of people’s collective efforts to implement a change process.  

Through the formation of steering committees and advisory groups, leaders can monitor the 

transformational effort.  Second, in the research and measurement many types of data are 

needed, including measures of the organizational culture, equal opportunity profile data, 

analysis of attitudes and perceptions of employees, and data that highlight career experiences 

of members from different cultural groups (Cox, 1993). Every organization shall find  a data 

baseline on key indicators of the diversity environment that can be updated periodically to 

assess programs (Cox, 1993). Education is used instead of training to indicate that learning must 

be approached through a variety of methods (Cox, 2001, p.21). Alignment of Management 

Systems is the fourth component of Cox’s Change Model f. Management systems  covers the 

major human resources policy, procedure, practices, rules or activities like recruitment, 

promotion, and development, as well as other conditions such as work schedules or the design 

of the physical work environment. All these systems must be aligned with the goal of leveraging 

diversity. When this part of the change process gets little attention, or is omitted, the result is 
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that the overall goals of the diversity effort are not realized (Cox, 2001). The last component of 

Cox’s Change Model for Work on Diversity is the concept of follow-up. This involves 

“implementing action, establishing accountability for results, and capturing and recycling the 

learning so that the action steps become more and more precise” (Cox, 2001, p.22).  

 

The last approach is the comprehensive model of DM which summarizes diversity management 

as a process rather than a formula. Recognizing diversity as a process allows developing skills 

and positive approaches in terms of efficiency and effectiveness with regards to organizations 

which, in other terms, means that diversity turns into the core competencies of organizations 

which cannot be copied by other organizations (Ollapally and Bhatnagar, 2009).  

 

2.6. MANAGING GENDER DIVERSITY IN A DYNAMIC AND NOT STATIC APPROACH  

 

Talking about diversity, organizations, focusing on single diversity category as a “stand-alone 

phenomenon”, ignoring the sense of contextuality, namely the geographical and temporal 

specificity fail into achieve positive diversity outcomes (Tatli and Özbilgin, 2012). The use of 

pre-determined categories, irrespective of historical, institutional, and socioeconomic context, 

leads to static accounts of diversity at work, which ignore the dynamic nature of power and 

inequality relations in the social sphere.  

And as elaborated in the precedent section, research also highlighted the importance of scrutiny  

the whole spectrum of work and life areas (macro and micro level) and their interdependence 

in order to arrive at a comprehensive understanding of equality of opportunity as a dynamic 

process (Korsgaard 1993) cited by (Syed and Ozbilgin, 2007). 

Diversity management is a long transformation process as it involves not only changing the 

status quo by adopting one of the diversity and equality paradigms, it takes in huge effort on 

designing the integration, learning and development and the appropriate approach for the 

organization implementing it (Ely and Thomas, 2001). Diversity management is a values-based 

field and values are integral part of the definition and how practitioners conduct their work and 

what process to change or to keep. Before investing in diversity management, organizations 

need to study, discuss, and decide on their rationales for adoption (Gröshl, 2011). In figure 21, 

Nishii and Özbilgin (2007:1887) assimilated the global GDM to a process model where the 

inputs “leadership” and the “cultural foundations” will lead to “organizational outcomes” in 

performance, employee engagement and innovation if the organization has developed global 
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competencies, defined Inclusive HR processes and practices and many other below listed 

components.   

Similarly, other scholars identified benchmarks and best practices for organization development 

approach to diversity initiatives from supporting the long term goal of cultural change, to 

valuing diversity as a business strategy, to tailored initiatives and linking diversity initiatives to 

central operating goals, training to all levels of the organizations, to HR practices to be changed 

to promote diversity, to encouraging innovation and empowerment (Marilyn Loden, 1996; 

Bendick et al., 2001). 

In sum, Diversity and Inclusion takes ongoing conscious effort and work, it is not an easy route. 

Effective diversity management requires a culture which is inclusive of a work environment 

that fosters cohesiveness of teamwork participation and efforts (Roberson & Park, 2007). To 

build and drive effective sustainable truly transformational strategy, there are key 

considerations, tactics, and competencies which need to be considered and put in place 

(Wheelers, 2014: 557). It is important to create an organization development (OD) strategy that 

has a long-range plan; supported change by top managers; applied organization-wide learning; 

and collaborative participation of all employees (Rothwell & Sullivan, 2005, p.21). 

 

Figure 16- Global Diversity Management Model (Process Model) 

 

Source: Nishii and Özbilgin, 2007, p.1887 (cited in (Jonsen and Özbilgin, 2014, chapter 12, p.371) 

https://www.tandfonline.com/doi/full/10.1080/23311975.2016.1212682?scroll=top&needAccess=true
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2.7. GENDER DIVERSITY INTERVENTIONS DECODED INTO PROCESSES AND PRACTICES  

In their diverse areas of feminist discourses, feminists have elaborated gender as a concept to 

mean more than a socially constructed, binary identity and image, informally, as work processes 

are carried out (Acker 1989, 1990; Cockburn 1985; Willis 1977).  Many scholars also examined 

the organizational processes that result in continuing racial inequalities. Scholars suggest that 

diversity management practices should start by examining human resources in the organizations 

as the diversity capabilities could be undermined by lack of well-documented policies (Kossek 

et al., 2011). They recommend assessing the prevalent organizational culture, the perceptions 

of various employee groups so as to identify cultural barriers that may act as an agent in 

hindering equality at the workplace (Cox & Ferguson, 1994; Kossek et al., 2011). 

Many scholars stated that gender is  a fundamental component of organizational processes and 

not an addition to ongoing gender-neutral perceived processes (Acker, 1990: 146; West and 

Zimmerman, 1987). Gendering occurs in at least five interacting processes (Scott, 1986) that, 

although analytically distinct, are, in practice, parts of the same reality. First is the construction 

of divisions along lines of gender- divisions of labor, of allowed behaviors, of locations in 

physical space, of power. Managers' decisions often initiate some type of gender divisions 

(Cohn, 1985), and organizational practices maintain them even though they also take on new 

forms with technology development. Cockbum (1983,1985) demonstrated how the introduction 

of new technology in many industries urged a reorganization, but not abolition, of the gendered 

division of labor that left the technology in men's control and maintained the definition of 

skilled work as men's work and unskilled work as women's work. Second is the construction 

of symbols and images that “explain, reinforce, or sometimes oppose those divisions” (Acker, 

1991). For example, the image of the business leader is usually an image of successful, forceful 

masculinity (Kanter, 1975). Interactions between women and men  represent the third set of 

processes that produce gendered social structures, even between women themselves and men 

themselves, including all patterns of dominance and submission (West and Zimmerman, 1987). 

Fourth, these processes allow to produce gendered components of individual identity, which 

may include the choice of appropriate work, language use, clothing, and presentation of self as 

a gendered member of an organization (Reskin and Roos, 1987). Gender is a constitutive 

element in organizational logic, or the underlying assumptions and practices that construct most 

contemporary work organizations (Clegg and Dunkerley, 1980), it is then implicated in the 

fundamental, ongoing processes of creating and conceptualizing social structures.  
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 Building on Acker's sets of gendered processes (1992), four interrelated sets of arrangements 

(organizational principles, measures, and practices) are distinguished, indicating distinct 

gendering processes regarding structure, culture, interaction and identity.  Gherardi (1995, 

p.18) confirms Acker’s set of gendered processes and identified four types of processes causing 

gender-patterns in organizations: a) the creation of gender division by establishing gender-

specific division of tasks, power and subordination b) the creation of symbols justifying or 

oppressing gender-division c) the way of dominating, excluding or linking individuals d) work 

people are performing to establish sense-making within those organizations.  

Acker (1992) gives many examples of structural arrangements, all concerning the allocation of 

personnel. She showed the reproduction of gender segregation in career planning, hierarchical 

positions, etc. Gender inequalities are inherent in the structure when there is a gender 

segregation in HR processes and practices; workplace decisions such as how to organize work; 

opportunities for promotion and interesting work; security in employment and benefits; pay and 

other monetary rewards; respect; and pleasures in work and work relations (Stamarski and Hing, 

2015). Organizations vary in the degree to which these disparities are present and in how severe 

they are. Disparities exist solemnly in resources control, benefits, and rewards, but other 

disparities may be less evident such as employment security, supervision, wage settings, 

diversity programs and policies, family friendly policies, etc… (Acker, 1996). 

 

Subsequent researchers emphasize on other, less visible, underlying processes of gender 

inequality. To understand these underlying processes, the concept of gender subtext was 

introduced (Smith, 1990). Smith explored the abstract and objectivated relations of ruling in 

our society as “the internally coordinated complex of administrative, managerial, professional 

and discursive organization that regulates, organizes, governs and otherwise controls our 

societies” (Smith 1989: 38).  However, “The objectified forms, the rational procedures and the 

abstracted conceptual organization create an appearance of neutrality and impersonality that 

conceals class, racial and gender subtexts” (Smith 1990: 63-65). Smith's observations 

interpreted organizations as complex constructs, consisting of dominant texts and underlying 

subtexts. 

Inspired by the work of Gelfand et al. (2007), Stamarski & Hink (2015) affirmed, in their 

research conducted on some western countries between the mid-1980s to the mid-2010, that 

gender inequality in organizations is a composite phenomenon that is reflected in organizational 

climate, HR processes, and practices.  

https://www.ncbi.nlm.nih.gov/pubmed/?term=Stamarski%20CS%5BAuthor%5D&cauthor=true&cauthor_uid=26441775
https://www.ncbi.nlm.nih.gov/pubmed/?term=Son%20Hing%20LS%5BAuthor%5D&cauthor=true&cauthor_uid=26441775
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Accordingly, gender inequalities in any department can affect the others, creating a self-

reinforcing system that can spread institutional discrimination throughout the organization and 

that can lead to discrimination in HR policies, decision-making, and enactment. They invited 

organizations to focus on HR practices if they wish to reduce discrimination. 

“Organizational climate can be defined as the meanings attributed to the organization’s policies, 

practices, and procedures, and should reflect and support organizational culture, defined as the 

shared values and beliefs that influence workplace and employee behavior” (Imogen et al., 

2019). Climate and culture must be addressed together as efforts to build a good atmosphere. 

So, a positive culture will not produce the desired result if policies and procedures are not 

organized around the collective goals and beliefs (Schneider and  Ehrhart 2013).  

In their review paper, Coe et al. (2019) highlighted that the persistent lack of recruitment, 

promotion, and retention of women in STEM43 is due to systemic, structural, organizational, 

institutional, cultural, and societal barriers to equity and inclusion. They discussed effective 

strategies to shift organizational culture and climate towards gender equality using approaches 

of diversity management interventions an organizational behavior.  

 

In her paper, Sharma (2016) draw on four scholars’ papers and created a framework for 

measuring and managing. This framework, although being not comprehensive, encompasses a 

potential roadmap for organization after criticizing the performance appraisal (Greenhaus et al., 

1990), the sociocultural issues (Thorne & Saunders, 2002), the organizational capabilities 

(Bassett-Jones, 2005), and the affirmative approach (Shen et al., 2009). According to many 

studies, stereotypes, unconscious bias and double standards influence performance appraisals 

(McCarty Kilian et al., 2005). It suggests to organizations to use multiple raters and puts metrics 

upon appraisals which will achieve lower turnover of minorities and women. The role of  

“Affirmative Action” in enhancing the diversity management is controversial. Finally, the 

capabilities approach to managing diversity and equality in the workplace are also reframed to 

improve employee’s basic capabilities by making focus group discussions, surveys, interviews, 

and other cultural audits. Internal capabilities refer to the alteration of internal processes in the 

organizations or sometimes even reframing organizational structure to ensure a diverse 

workplace such as providing training programs, flexibility, and learning. Drawing upon from 

basic and internal capabilities, Sharma found in her paper combining capabilities is a way of 

managing diversity towards the equality and inclusion.  

 
43 STEM stands for Sciences, Medicine, Energy and Technologies Fields 

https://www.tandfonline.com/doi/full/10.1080/23311975.2016.1212682?scroll=top&needAccess=true
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Managing Diversity best practices were defined as practices, the most appropriate under 

specific circumstances and which are considered acceptable or regulated in business (Mazur, 

2014). Identifying best practices in diversity management face a significant challenge: the lack 

of empirical research assessing diversity practices to determine if they will produce ‘desired or 

optimum’ results (Coats et al., 2000; Pitts, 2006). Most writing is descriptive. Aronson (2002) 

gives an overview of workplace diversity, outlined how to institute a diversity initiative, and 

provided a considerable number of best practices examples implemented by various companies 

in the United States.  Kreitz (2008) reviewed the practices given by Aronson and complemented 

them by the detailed analysis and the comprehensive literature published by the Government 

Accountability Office (GAO)’s. Nine best practices were then identified : top leadership 

commitment, diversity as part of an organization's strategic plan, diversity linked to 

performance, measurement, accountability, succession planning, recruitment, employee 

involvement; and  diversity training. Managing diversity can be also framed as a process of 

coordinating diversity management activities in an organization. It outlines numerous 

conditions encouraging for organizations to set up a range of diversity management activities. 

The Process model proposed above in figure 21 shows that a leadership support combined with 

a multicultural organizational spirit is a must if the organizations want to succeed in their gender 

diversity interventions (Nishii and Özbilgin, 2007) and achieve their diversity management 

desired outcomes.  

Given that implementing a gender diversity model in the organizations is a long transformation 

process as said earlier, it is important to see how the maturity (age and legitimacy of activity), 

the resources, and the strength of support shape the depth of diversity interventions that 

organizations implement. To address this gap in the literature, Özbilgin et al. (2013) presented 

in their paper the intervention model of gender diversity management (figure 20). When 

Diversity management activities are at shallow level and limited in number of interventions, 

they do not change the way organizations embrace diversity and inclusion; others can effect 

deeper changes in organizations, driving the organization toward an ideal state of full inclusion. 

 

Other than practices and processes, also identified in the literature, gender discourses shall be 

addressed in managing gender diversity. The analysis of the diversity discourse is important, it 

gives a good understanding of the diversity management culture and provides legitimacy for 

organizational diversity management programmes and policies. Indeed, there has been a 

growing scholarly interest in exploring discourses of diversity (Bendl, Fleischmann, & 
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Walenta, 2008; Boxenbaum, 2006; Kirton, & Greene, 2006; Tomlinson, & Schwabenland, 

2010). 

Well, where some might define discourse as a practice, the gender diversity discourse is more 

a discursive language translating the organizational culture and climate towards the gender 

diversity subject. Covering dominant discourses to make sense of a field, Bourdieu notes that 

discursive practices are just one dimension of social practice (Bourdieu, & Wacquant, 1992). 

But the diversity discourse is of key strategic resource in organizations (Hardy, et al., 2000). 

The ability to use diversity discourses has a strategic importance in the professional identity of 

diversity managers who deploy these discourses to attract organizational resources and support 

for diversity policies and programs (Ahmed 2007; Kirton and Greene, 2009). However, the 

strategic use of these discourses may also lead fewer promising outcomes for this field due to 

the gap between the diversity discourse and the practices on the ground. The discourse of 

diversity which is based on individual-based understanding of difference may lead to 

disengagement from dealing with structural inequalities by undermining the visibility of the 

structural and historical nature of disadvantage (Acker, 2000).  

As such, there are several ways of reading this discrepancy between practices and discourse. 

First, diversity management and equal opportunities may be seen as compatible and 

complementary rather than contradictory (Tomlinson and Schwabenland, 2010). Then, a second 

explanation for the gap between practice and discourse can be that organizations do not know 

how to translate the diversity discourse into practical interventions that are progressive and 

inclusive and go beyond legal compliance. However, the progressiveness of diversity 

management depends on how difference is defined. Accordingly, the discourse of diversity itself 

becomes a part of the problem rather than the solution (Jack and Lorbiecki, 2007). 

Consequently, diversity management as a framework to design policies, strategies and 

programmes may be destined to fail because it lacks any point of reference or compass.  

A third possible interpretation of research findings offers a more political reading of the gap 

between the discourse and practice of diversity in that it suggests that diversity discourses can 

be seen as a tool to create an illusion of inclusion in order to weaken the identity-based 

collectivism in organizations and to obscure group-based systematic inequalities (Kirby and 

Harter, 2003; McVittie, McKinlay and Widdicombe, 2008; Woodhams and Danieli, 2000) or 

as a cloak to avoid implementing progressive, but costly, change programmes (Kalev et al., 

2006; Wrench, 2008). By implication, the dominant discourse of diversity which emerged in 

this study may be nothing more than a tool in the struggle for symbolic domination in which 

organizational power holders attempt to extend their domination at the workplace by reducing 
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employee diversity into individual level, whilst trying to strip themselves of as many ethical 

and legal obligations as possible under the banner of compliance. When the organizations do 

not move away from traditional equal opportunities practices, it is questionable whether they 

themselves are truly convinced about the business case or whether they use this discourse as an 

ideological device to resist further regulation. There is possibly an element of truth in all these 

explanations to varying extents depending on the organization in question. On a more positive 

note, the divergence between discourse and practice may signify that there is a space for 

progressive change. 

 

Thus, the investigation of a given field is incomplete and misleading if it is solely based on 

analysis of discursive processes and practices in the field. It is equally important also to explore 

the material discourses and the subtext contexts which are prevailing within it.  Hence, 

understanding the field of diversity management involves analyzing the structural tendencies 

of the organization (diversity management practices at organizational level), including their 

responses to the macro level tendencies of the political socio-cultural context and spot the 

interplay and gap between discourse and practice when possible.  

Added to the discourse, the analysis of the power base of the gender subtext provides a better 

understanding of the simultaneous existence of gender segregation and the perception of 

equality in organizations. The concealed nature of the gender subtext in organizations requires 

a specific theoretical view on power, that not only pays attention to manifest and hidden power 

(authority or manipulation), but also to so-called hegemonic power processes44 (Clegg 1979, 

1989).  The Gender subtext enables better understanding of the persistence of gender distinction 

in organizations, a better arrangement  between consent or compliance with the dominant 

organizational discourse and the acceptance of day-to-day practices, as well as it provides 

insights into the organizational processes (re)producing this distinction (Brouns and 

Doorewaard 1997). Gender subtext, even though hidden and latent, can be found in eight forms 

(Bendl, 2008):  1- Gender subtext of unconscious exclusion and neglect, 2- Subtext of attributed 

masculinity and males as the norm, 3-Subtext of women as ‘the other’, 4-Subtext of 

feminization, 5-Gender subtext of biography, 6- Gender subtext of gender-oriented texts, 7-

Queer subtext, 8-Subtext of pretended equality between males and females.   

 

 
44 Hegemonic power processes are defined as (a) consisting of concealed processes of meaning formation, (b) 

uttered in (non)verbal expressions of common sense, identification, consensus and legitimizing rationalities 
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2.8. TOWARDS AN INCLUSIVE WORKPLACE MODEL  

 

While research about diversity started in the 1980’s, the concept of inclusion emerged only in 

the last 2000’s (Mor Barak, 2005; Roberson, 2006). Hanappi-Egger (2012, p.15) refers to 

inclusion as “ enabling and valuing the participation of all employees so that they can fully 

contribute to the organization”. Similarly, inclusion culture has been defined as the 

organizational environment allowing people with different backgrounds and mindsets to be 

accepted and valorized (Ledford and Morhman, 1999:1014); bringing people to work 

effectively together and to perform to their highest potential in order to achieve organizational 

objectives based on comprehensive principles (Pless and Maak , 2004: 130). The concept of 

inclusive workplace refers to a work organization that is not only accepting and utilizing the 

diversity of its own workforce but also in relation to its community and by supporting national 

and international collaboration (Mor Barak, 2005: 225). 

 

Organizations are increasingly aware that aiming on diversity highlights differences among 

people, while targeting on inclusion highlights the welcoming culture of acceptance and 

connecting these differences (Dobbins & Kalev, 2016; Ferdman, 2017; Moran, 2017). A 

diversity-based practice might be to hire more women into leadership roles. An inclusion-based 

practice facilitates opportunities for all employees, allow innovative ideas to be contributed 

while also ensuring equitable access to leadership and fair treatment of women’s contributions. 

Practitioners observed that inclusion-focused practices generate the best outcomes, least 

repercussion, and greatest alignment with business objectives (Sherbin & Rashid, 2017). For 

instance, strong social connections among colleagues, inclusive leadership, and demonstrated 

organizational commitment to diversity all indicate to employees that their opinions, 

experiences, and perspectives are valued. Ferdman shared a multilevel model of inclusion in 

which individuals’ experiences are embedded within a system of practices, and ideologies of 

teams, leaders, organizations, and society as a whole (Ferdman, 2014), noting the tensions and 

paradoxes between initiatives designed to make individuals feel included and those designed to 

harness diverse, different perspectives in the workplace (Ferdman, 2017).  

Though, achieving an inclusive culture is not that easy to achieve, it requires thoughtful 

examination of all aspects of the organization and a willingness to make changes to reduce the 

potential for bias that favors the dominant group (Winters, 2017: 92). 
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Here also, we reimagine the inclusive model or equation as a multilayered or multilevel model 

(Winters, 2012) . In this equation, Writers (2013) illustrates the interconnected variables needed 

to create and sustain organizational inclusive culture (figure17). Fostering and nurturing 

inclusion must be embedded into an organization's normal business practices from top down 

and bottom up. The two macro aspects of the equation focus on organizational culture and 

organizational systems. At the micro level, the model identifies individual cultural competence 

and emotional intelligence as the two core requirements to create and sustain inclusion. The 

components of the model are interdependent: when any one aspect is weak, it harshly impedes 

the ability of an organization to effectively practice inclusion.  

Organizations started linking diversity and inclusion to the company's values, vision and 

strategy. In this component, leadership commitment is key in creating inclusive culture. 

Employees behaviors shall be reflecting inclusive atmosphere. Then, it comes the “effective 

systems” where the organization dress all written policies to make them inclusive from human 

resources such as recruitment, onboarding, succession planning, high potential identification, 

leadership development, work-life balance, benefits and recognition, ad performance 

monitoring, etc..). However, organization suffer from policies being inconsistent with the 

practices as those are not being monitored and leaders are not held accountable for their proper 

implementation.  As for the individual micro components, it is referred to the  inclusion mindset 

where it often requires transforming the way individuals in the workforce think and behave 

through continuous training and workshops. 
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Figure 17- The Inclusion Equation 

 

Source : Fredman, 2017 : p 97 

 

On the macro societal level, an inclusive approach, as noted by Mor Barak and Daya, suggests 

that organizations shall play a major role in addressing issues of inequality in the society and 

the community, organization needs to expand their notion of diversity to encompass, in addition 

to the organization itself, the larger systems that constitute their environment (Mor Barak, 

2011). 

Mor Barak (2005) developed a strategic approach to diversity management, a four hierarchical 

level inclusion model recognizing the measures taken by global business environment. At level 

1, this framework suggests valuing and utilizing individual and intergroup differences within 

the organization's workforce by providing inclusive human resources policies and practices 

linked to diversity and strategic plans and covering 5 key areas: leadership, training, 

performance and accountability, flexible work arrangement and career development.  

Level 2 elaborates the scope of inclusion through organization’s relationship with the 

surrounding community. Organizations are acknowledged as part of the surrounding 

community. In multinational organizations, this level of inclusion is denoted to corporate social 

responsibility. Level 3 is about inclusion through national collaboration focusing on social 

class, organizations shall relieve the needs of disadvantaged groups in its wider environment. 

This level underscores the company’s involvement with programs aimed at helping 

disadvantaged groups such as women, disabled and unemployment to overcome employment 

barriers. Finally, level 4, refers to “the organization’s practices related to the fair exchange of 

economic goods and services and the respectful cultural relationship with individuals and 

groups in other countries (Mor Barak, 2005:284). This multi-leveled inclusion workplace model 
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provides a road map for implementing inclusion policies and practices within the organization 

and beyond its doors. However, this road map seems hard to achieve (Ponce Pura, 2014). Level 

1 helps in overcoming employment barriers traditionally experienced by women and minorities, 

but level 3 and especially level 4 is rarely to be achieved due to the complexity of the matter.  

More rigorous scientific research is needed to clarify what makes an organization truly inclusive 

and how this can be achieved through the actions of organizations’ stakeholders.  

 

2.9. CRITICAL LITERATURE SYNTHESIS 

 

The above review has endeavored to explain the under-representation of women managers in 

terms of human capital characteristics and discrimination against women embedded in 

individual attitudes and organizational policies and practices in the world in general and in the 

Arab Region in particular. Each perspective has offered a unique insight into issues related to 

the slow progression of women managers in their careers. Three main streams were reviewed 

in this study: The Feminist Theories, Women or Feminist Approaches in Organizations studies, 

Managing Diversity and Equality. 

 

The literature on feminist theory in organizations suggested a variety of ways to classify 

different approaches to gender and the “gender problem” in organizations (Calás & Smircich, 

1996; Ely, 1999; Acker, 1990; Kanter, 1977; Tong, 1989). Historically, organizational studies 

were viewed as neutral. Afterward, the first organizational research including gender referred 

to the role of women: Kanter (1977) points out that the number, power, and opportunities of 

women (and men) in organizations are indications to how people experience their value. A 

concentration of women at the low level of hierarchies together with a lack of women at the 

management level signal low appreciation of women in the organization. Mills (1992) stresses 

the meaning of gender in organizations via three aspects: preference of male-coded value 

systems, the role of specific fields organizations in gendered socialization and third, the fact 

that organizational processes such as recruitment and promotion are often based on the gender-

specific value-systems. Consequently, Acker and Van Houten (1992) stress the importance of 

including the gender dimension in the organization theory referring that the gender 

discrimination is not only obvious in social life, but also in organizational practice and hidden 

in their value systems. Later, Post-modern representatives try to introduce a more dynamic view 

of gender, the diversity of gender.   
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Those approaches can be summarized into three frames. The first being based on a liberalist 

strain, which posits that individuals rise and fall on their own merits, claims to fix the women. 

From this perspective, sex-role social construction produces individual differences in attitudes 

and behaviors which have made women less skilled than men to compete in the world of 

business. Accordingly, organizational interventions designed to reduce gender inequality shall 

strength women’s skills through executive training programs, leadership development courses, 

networking workshops, mentoring programs, etc.. to helping women to develop the skills and 

styles considered “the style required” for success. (Hennig and Jardim, 1977; Powell, 1987).  

Typically, organizations use these strategies as their first response to difficulties they 

experience promoting and retaining women at the same rates as men (Ely and Meyerson, 2000).   

The second approach to gender argues that differences shall be valued, celebrated and not 

eliminated” (Ely and Meyerson, 2000:108). 

Women have been disadvantaged because organizations place a higher value on behaviors, 

work styles, traditionally associated with masculinity while ignoring those traditionally 

associated with femininity (Acker, 1992). Organizational interventions were mainly through 

raising awareness among all employees, diversity and inclusion trainings, appraising women 

leadership traits, etc..  Numerous scholars criticized this approach as they judge it reinforcing 

sex stereotypes and the power imbalance between men and women (Ridgeway, 1997, Calás and 

Smircich 1993).  Moreover, literature on gender equity focuses on structural barriers to women's 

recruitment and advancement (Kanter, 1977) and the gendered nature of the organizations. In 

this table 2, I summarized the scholar’s studies confirming the gender neutral or the gendered 

nature of organizations. Scholars recommended that organizational interventions shall be 

“policy based” to adjust the structural placement and create equal opportunities for both 

genders. However, implementing policies that accommodate existing systems, such as quotas, 

proved their inefficacity, as it does not fundamentally challenge the sources of power or the 

social interactions, those implementations being not sufficient to disrupt the pervasive and 

deeply entrenched imbalance of power in the social relations between men and women ( Tatli, 

2011). 

In the third approach, the gender grounded interactionist post-modern explanation where the 

women's limited progression in organizations is due to the gender–organization–system 

perspective incorporating the propositions and arguments of both the gender centered and 

organization structure perspectives (Fagenson, 1990).  It provides a holistic approach, 

recognizing the simultaneous interaction between the person, the organization and the society, 

to study the issues relating to women’s managerial advancement (Jabeen, 2001) stressing on 
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the need for reviewing personal, organizational and societal or systemic factors (Jacobson, 

1995; Jabeen, 2001). 

On the other side, another growing literature has effervesced in managing diversity within 

organizations. Managing diversity is referred to “implementing organizational systems and 

practices to manage people so that the potential advantages of diversity are maximized while 

its potential disadvantages are minimized” (Cox,1993, p.11). Scholars assume that the diversity 

approach could be embedded in the human-relation and the feminist approaches, the first stress 

the principal harmony of interests of people and organization and the gender theories contribute 

on several levels to organizational behavior theories by highlighting the importance of the 

conflicting interests between the individual and the organization (Hanappi-Egger, 2013).  

We see clearly overlaps between theories as the “relational framework of Özbilgin ” aligns with 

the G-O-S approach where a multilayered consideration is required to manage diversity.  

likewise, many scholars have expressed critical reflections on the way diversity research has 

been done. The importance of socio-historical context was highlighted in many studies where 

not only organizational but also societal component are keys to understand the dynamics of 

diversity at the workplace (Cox, 1995; Triandis, 1995). Therefore, it is essential to look at the 

history of gender in the Region as well as the diversity management practices adopted. The 

above literature review indicates that current studies on diversity mainly present diversity in 

terms of categories.  Diversity is defined in terms of group characteristics - often the 

demographic group characteristics such as race, gender, age or other primary dimensions of 

diversity.  The nature of diversity is presented as discrete rather than continuous, as all 

discussion on diversity is of ‘groups’ portrayed as separate, homogeneous entities (Litvin, 

1997).  Diversity is a complex, controversial, and political phenomenon. It goes beyond gender 

to encompass multiple factors that can shape the individual identity. However, in this study we 

focus only on gender diversity.  

Situating the diversity management field as a network of fields is what Özbilgin has 

conceptualized the relational theoretical framework with three interrelated levels: macro, meso 

and micro levels.  At the macro-national level, the relational framework considers the 

significance of national structures and institutions, e.g. laws, social organization, religious and 

cultural contexts. At the meso organizational level, Özbilgin considers the organizational 

processes, rituals and routinised behaviors at work that establish the rules of meso-level gender 

relations. At the micro-individual level, issues related to individual power, motivation, and 

agency to affect change are considered. Within that framework, analysis of the diversity 

management field needs to include exploration of prevailing discourses on managing diversity 
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and structural tendencies of diversity management practice in each national context. The 

context offers a new challenge to research and practice of diversity management as profound 

as for gender diversity management.  

As a matter of fact, it is necessary to focus on organizational ways of functioning in a narrower 

sense, in order for research to make any progress (Wilz, 2001). Britton thus called for a stronger 

contextualization of the analysis of gender differences in work and organizations and 

emphasizes that the levels of this analysis need to be more clearly set out, both theoretically 

and empirically (Britton, 1998). In such a clarification and theoretical differentiation of the 

relationship between organization and gender more attention must be paid to the ways in which 

the organization as such functions.  

 

2.9.1. Gaps in the Literature  

 

In a general aspect, researchers are asked to look at diversity as a mosaic of differences, where 

all differences are interrelated, and where differences are continuously produced and 

reproduced through the social embeddedness (Benschop, 1998; Cox, 1995; Morrison, 1995, 

Mor Barak, 2005). Scholars are urged to conduct more field studies to provide more insights 

into the complexity of diversity in organization and into the way in which processes and 

practices  (re)produce diversity. Diversity and difference are not given, but are produced within 

a network of relations that are situated in a historical context (Tlaiss and Kauser, 2011).   

 

Nevertheless, the gaps and weaknesses can be also identified in four specific areas:  

 

1. Context.  Unfortunately, most diversity management studies have primarily focused on 

Western countries, with a few notable exceptions (Metcafe, 2007). Well, it has been stated 

that values, assumptions, and approaches from the United States are not necessarily 

appropriate for European business environments (Hofstede, 2001), or for other regions for 

that matter (Magoshi and Chang, 2009). Many global diversity initiatives of US companies 

have failed outside the US (Nishii and Özbilgin, 2007). Other nations may not share the same 

overall concern for diversity as in the United States and Canada (Özbilgin, 2008). The nature 

and meaning of diversity may also be driven by country context and cannot, as such, be 

transferred without being reshaped (Ferner et al., 2005). Diversity and its management simply 

have different meanings in different countries and cultures (Magoshi and Chang, 2009; Mor 



P a g e  89 | 279 

 

Barak, 2005). Only few years back, a growing number of studies in the non-western region 

started investigating women in management issues (Metcalfe, 2012). They have mainly 

focused on exploring the challenges that women face in their career advancement (Jamali et 

al., 2005; Tlaiss and Kauser, 2011), the glass ceiling (Jamali et al., 2006; Tlaiss & Kauser 

2010) or women’s lack of satisfaction with their careers (Tlaiss & Mendelson, 2014). 

Notwithstanding, research explaining the actual career paths of Arab women managers among 

organizational inequalities is nearly nonexistent. Moreover, gender diversity in this regional 

context attires a different cultural perception and challenge that no other scholars had tackled 

so far.  

2. Levels of analysis. Most of the diversity research was conducted on a team and individual 

level, rather than on an organizational one (DiTomaso et al., 2007; Magoshi and Chang, 

2009). When the diversity literature does examine the organizational level of analysis, it 

seems to suffer from a selection bias (Jonsen et al., 2011) as only organizations who too action 

are studied (Ely andThomas,2001), or those only who succeeded, while ignoring those 

organizations that did not, or failed (Jonsen et al., 2011).   

3. Single-level Focused Research (Lack of a multilayered exploration of diversity 

management). Diversity management scholarship made an essential contribution to 

knowledge but presented a fragmented research areas, with various works focusing on a 

specific aspect of the phenomenon of diversity management, characterized by single level 

studies, focusing on either macro structural circumstances , or meso-organizational realities, 

or micro-agentic dynamics of equality  and diversity at workplace (Tatli, 2008). Literature 

still lacks a coherent and strong theoretical foundation  

 

4. Tokenism. Many teams that have been studied and measured by their types of diversity are 

characterized by tokenism (Kanter, 1977). Token status theory (Lee and James, 2007) argues 

that those holding token positions are adversely affected in terms of amount of attention and 

how they are perceived by others. This current study is conducted in a national context 

flavored by tokenism “Emiratisation” towards which the organizations need to face while 

putting in place a diversity management strategy.  

 

5.  Values and beliefs. Only a few scholars have taken an interest in how diversity is valued, for 

example by examining openness to experiences and diversity beliefs, with the most noticeable 

work by Ely and Thomas (2001); Jonsen et al. (2010). The lack of focus on beliefs and values 

is surprising because belief structures (attitudes) are to some extent antecedents of our 
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behavior (Ajzen and Fishbein, 1980) and there is no reason to believe that diversity 

management is any exception to this. However, management of diversity into practices and 

processes. Reasons for the inconsistencies so far discussed may lie in variations of how 

diversity is managed by policies, work design, structural integration, corporate culture ,and 

top management commitment to the cause and communication of its importance (Cox, 1991; 

Richard et al., 2002). Several studies demonstrated showed the benefits of diverse teams on 

performance when those teams are well managed, but surprisingly little emphasis has been 

placed on researching how various managerial interventions can positively moderate the 

diversity–performance relationship (Dietz and Petersen, 2006). Possibly this can be related to 

the values and beliefs of the leading team of the organizations, causing corporations to apply 

different approaches ( Dietz and Petersen, 2006; Jonsen et al., 2010) with similar results. 

 

2.9.2. Formulation of a Conceptual Study framework   

 

As seen in the big issue, a big number of the organizations, in the GCC, acknowledge the 

importance of gender diversity and consider it high priority. However, only few organizations 

have explicit and dedicated programs. Most CEOs have focused their efforts on designing 

attractive place for women to work by implementing diversity initiatives of flexibility, policies, 

culture but not yet creating a place where women desire to build their career over the long run.  

Only few large multinationals made it at the top. And as seen also above, gender equality in 

workplace is linked with gender equality in society—the former is not possible without the 

latter.  

To respond on my question on how the corporate organizations in the UAE create a mindset of 

diversity and inclusion within their structure, align their strategy and policies with the political 

and national directive and manage to close the gender gap in a challenging historical and 

sociocultural background, and after reviewing the critical literature on gender diversity, I shape 

my conceptual framework based on three models seen above. When each scholar studied from 

his perspective the implementation of gender diversity, I believe that the complementarity 

between those three models is fundamental in our multilayered investigation. 

  

1-  The Relational Framework (Syed and Özbilgin’s, 2009) proving the interrelated effect 

of the macro-meso-micro components of his model.   
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2-  The Inclusive Workplace Model (Mor Barak, 2005) states the four level of leveraging 

diversity and inclusion and allow a good implementation of DI Strategy.  

3- The Change Model for Diversity Management (Cox, 2001) which emphasizes on the 

“process” aspect of gender diversity implementation within organizations.  

 

Each of these models were criticized for ignoring certain aspect, I believe that they complement 

each other’s in providing a multi-level analysis in the Gender Diversity Management. As 

presented in figure 18, the three models combined represent three pillars holding all together 

the gender diversity practices. With all their key mutual areas in common as well as their 

respective gaps, they represent my theoretical base study framework. They contribute in 

different phases in the diversity management implementation in the organization. In the pre-

implementation, a study on the relational framework and interconnection between the macro, 

meso and micro is to be considered (Syed and Özbilgin, 2009). Cox Model (2001) sets the 

processual steps to me made in order to insure a good implementation of Gender diversity. Yet, 

he misses some aspect of organizational culture, contextual matters, etc.. and the inclusive 

workplace sets the inclusionmeasures as a standardized process improvement towards the 

organization inclusion maturity. 

Here, we can touch the multi- level analysis of those three models combined to better 

understand the diversity management experience or journey within an organization (figure 18).   

 

Figure 18 – Research Study Conceptual Framework 

 

 

Gender 
Diversity 

Management 

Legal Compliance; Society Readiness; Patriarchal; Stereotypes ;
Family Commitment; Societal values; Equal Opportunities; inclusive
processes and practices ; training and development; Value
difference ; Merit based; Equality through sameness; Identity,
Personal Integration..

Leadership, Vision, Organizational Design, Accountability ;
Monitoring, communication strategy; comprehensive culture,
benchmarking, measurement plan, preliminary diagnostics,
Education, Training and Development, in-house expertise,
Orientation, Recruitment, Performance Appraisal, Compensation and
Benefits, Promotion, Reporting Process, knowledge managemnet
program, continuous improvement

Organization's relations with its employees through management
systems; leadership, training, performance and accountability, flexible
work arrangement and career development.
Relationship with community and the national wider economy; corporate 
social responsibility
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Initial List of codes was extracted from these models, based on their model development 

criteria, patterns and components. Those Initial Codes or Criteria were set as guidelines to 

standardize into some extent the research process in each case study. They will be reviewed in 

a more elaborated explanation in the (section 4.5.2.6 Data Coding) 

 

2.10. SUMMARY 

In this chapter, I critically reviewed the existing literature on gender diversity and gender issues 

in organizations studies. I build a conceptual framework based on three models which underline 

the empirical research. The complementarity between those three models will allow me to better 

counter my  research question which is : How do corporate organizations design and 

implement gender diversity and inclusion in their structures, policies and practices to 

improve their gender representation in their upper echelons?  

Based on the above, I support the relational approach to consider the multi-layered context 

responsible for the inequalities and power differences in the workplace as a central hypothesis. 

The macro socio-cultural context, i.e. the legal framework, demography and history, political 

environment and ideology, national culture, inevitably shape the diversity management 

practices and policies in the workplace (chapter three) (Prasad, et al., 2006). 

Therefore, I describe the macro context of the UAE that shape the meso and micro context in 

the country. Noting that the rapid evolution of the context is so interesting as we assisted to a 

complete shift in the national culture and mentality. Chapter three is crucial to understand the 

national context where operation the four case studies (which will be studied in the consecutive 

chapters). 
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3. CHAPTER THREE : CONTEXTUAL CHAPTER OR “ EPILOGUE” 

 

 

 

3.1. CHAPTER OVERVIEW 

As discussed in the previous chapter, the socio-cultural and politico-economic context plays a 

key role in the dynamicity of diversity management in the corporate world. Thus, a closer look 

at the region’s changing sociocultural attitudes toward women in general and women in 

leadership, and the significant challenges which still remain is important to analyze the  

government and corporate action. The latter could encourage to create environments where 

women leaders can fully contribute their knowledge, skills, and expertise. Such outcomes 

would benefit not only the women involved but their organizations and national economies as 

well.  

This chapter offers a thematic review of women’s development status in the Middle East and 

North Africa (MENA) Region and specifically in the Gulf Countries Cooperation (GCC) with 

a zoom on the United Arab Emirates (UAE). It represents more an “epilogue” to the literature 

review conducted earlier as it highlights the historical social, cultural and economic barriers 

which limited women’s advancement and inclusion in the economic and political participation 

a “macro” context for the research methods adopted (the case studies). Stating the relational 

diversity framework as one of the underlying models of this study, situation the organizations 

in their macro context is crucial. The changes occurring in the UAE National and MENA 

Regional context can be considered as a key enablers and promoter for diversity management 

strategies within the corporate organizations. This chapter charts, as well, the ongoing 

institutional efforts to support women’s active participation in the public sphere, the economic 

and political realm with a zoom on the United Arab Emirates, the scope of research of this 

study. It investigates the current literature as well and seek to position this study in the academic 

investigation in this region. 

 

« Women proved themselves in many workplaces and today we want them to have a strong 

presence in decision-making positions in our institutions” (Tweeted on 9/12/2012) 

His Highness Sheikh Mohammed bin Rashed Al Maktoum,    

  UAE Vice President, Prime Minister and Ruler of Dubai  
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3.2. WOMEN AND GENDER ROLES IN THE MENA REGION  

When handling the subject of Gender in the Middle East, it is important to consider the cultural 

context. Like any other place in the world, there is a spectrum of varied lived experiences, due 

to factors such as class, social levels, geographical location, family boundaries, exposure to 

other cultures through trade and tourism, oil and gas economy, and so on. Societal attitudes and 

culture have a significant impact on women managers’ participation in the workforce and their 

advancement in the GCC according to a literature-based study by Gallant and Pounder (2008).  

 

Some westerns stereotypes about social practices in the Middle East and their judgments on 

Muslim women, conceive them as being oppressed by their religion, forced to cover themselves, 

deprived of education and other basic rights. It is true that women in the MENA Region have 

struggled against inequality and restrictive practices in education, work force participation, and 

family roles. Many of these oppressive practices do not come from the Islam itself, but are part 

of local cultural traditions. Although most MENA countries45 share common identity formation 

features - Islam as the main religion and Arabic as a common language (except Iran), they differ 

in background, tradition, history, spoken dialects of Arabic and economic development strategy 

between oil producers and non-oil producing countries.  

In what follows, I will point through some regional examples, and different types of the 

progression of women’s rights over time, the value of the family system, the variation in family 

or personal status laws across countries, or the role of Sharia (Islamic law) or home-grown 

religious practices in shaping cultural norms. 

 

3.2.1. Understanding the Role of  Women in Islam  

 

While many would argue that Islam “cannot be separated from the culture of the people of the 

Middle East” (Metle, 2002, p. 250), and that it is the cause of the gender inequality in the Middle 

East, the Islam does not state that women must remain at home and look after the children 

(“Global Connections: The Middle East” 2002). Certainly, Islam plays a significant role in 

determining how women conduct themselves and therefore, the impact it has on them both 

personally and professionally. That is true not due to the Islam jurisprudence but to the 

 
45 The MENA Region comprises the countries of Algeria, Bahrain, Djibouti, Egypt, Islamic Republic of Iran, Iraq, 

Jordan, Kuwait, Lebanon, Libya, Morocco, Oman, Qatar, Saudi Arabia, Syria, Tunisia, the United Arab Emirates 

(UAE), Palestine and Yemen. 

https://en.wikipedia.org/wiki/Islam
https://en.wikipedia.org/wiki/Tradition
https://en.wikipedia.org/wiki/History
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root of traditional masculinist attitudes in the Islamic Gender Regime (Ramadan, 2009). Social 

policies set by the country as well as the historical events and male domination in the Gulf 

society influenced how women are perceived in society and resulted in structural gender 

differences. The interpretation of Islam and associated implementation by men creates obstacles 

for working women. Hence, there is confusion “between what Islam is and what is culturally 

associated with Islam” (Metcalfe, 2010). While a serious study of the introduction of Islam to 

the Region is beyond the scope of this study, it is worth highlighting how the Islamic concepts 

and practices helped to improve the status of women.  

The Islamic gender regime recognizes the biological differences between men and women, and 

based on physiology, women and men are assigned different roles in society (Walby, 2009). As 

such, men and women have complementary but different family responsibilities. However, the 

cultural practices of some Arab countries presume that a woman will marry early; that her 

contribution to the family will be as homemaker; that the household will be headed by a man 

and that the man will provide financially and ‘protect’ the family. A woman’s primary 

responsibility is to bear, nurture and educate healthy and secure children. Her participation in 

public life should not come at the expense of this primary objective. A man’s primary 

responsibility is to provide for and protect those within his extended family for whom he is 

responsible. Ideally the respective roles are complementary and mutually respectful (The Holy 

Qur’aan, surah 2 ayats 233 & 240 & surah 4 ayats 5 & 34). In Islam, there is absolutely no value 

differential attached to either role or as such both roles are equally important to society. 

 

Unquestionably, Islam gives women more rights that one might think, some of which were not 

enjoyed by Western women until the 19th century. At the time of the rise of Islam, 1 440 years 

ago, Muslim Arab society would have been considered the most progressive in its treatment 

and attitude towards women. Islam gave women the right to own, manage, hold their own 

property as well as the right to inheritance. Women were granted the right to conduct business, 

participate in the economic world, choose a spouse and have economic protection agreement 

within a marriage contract. In Islam, role models ensue. The first converted person to Islam, 

Khadija, the wife of Prophet Muhammad, was a thriving businesswoman and at one point her 

husband’s employer. Khadija’s autonomy, power and her engagement in commercial activities 

is reflective of the prevalent practices at that time in some Arab societies before Islam (Ahmed, 

1992; Khreisat, 1998). Soon After, Muslim women became active and played a visible role in 

the affairs of the Muslim community; in the late seventh and eighth century women became 
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city officials, administrators, teachers, writers, scholars, business leaders, judges and advisors 

to the caliphs (leaders). 

If we refer to the main source of information, the Holy Qoran that Muslims accept as the word 

of God to humankind, it addresses believer of both sexes46,  it either specifies both sexes when 

addressing them or uses the gender-neutral plural. All duties to be performed by the community 

of believers are deemed as equal (The Holy Qoran). “Whoever works righteousness, man or 

women, and has faith, verily to him will we give a new life, a life that is good and pure, and we 

will bestow on such their reward according to the best of their actions” (The Holy Qoran). 

From its emergence, Islam stressed that women, as half of society, should be offered all 

opportunities, enabling them to develop their natural abilities to attain the highest ranks of 

progress (Jawad, 1998:6-7). According to Jawad (1998:7) it is within this context that Islam has 

granted women the right to education, training, and work opportunities. 

Regarding education, both the Holy Qoran and the sunnah (what the prophet Muhammed said 

and did), advocate the rights of men and women equally to seek knowledge (Jawad, 1998:8). 

Both genders were equally encouraged to strive towards continuous and lifelong learning (The 

Holy Qur’aan). There were several notable women scholars at the time of the prophet’s death 

(Al-Faruqui, 1994:77). Legal rights include the right to life and female infanticide is strictly 

forbidden (The Holy Qoran ). Separate identity is also given to women to ensure that there is 

no transfer of ownership and title after marriage. Women were also given the right to freedom 

from spousal abuse, to seek divorce and to remarry (The Holy Qoran). There are also rules that 

society must follow to ensure that women are treated in an equitable and respectful manner. 

The prophet Muhammed encouraged his followers to be kind, civil and considerate when 

dealing with women. In an ahadith47, it is stated that, “The more civil and kinder a Muslim is 

to his woman whether wife, daughter or sister the more perfect in faith he is” (Doi, 1989 as 

cited by Jawad, 1998:11).  

However, as time progressed, new traditions were created and given the label of Islamic 

authenticity when, they were far from what the Islam, had described as the principles and 

practices affecting women (Soffan, 1980:9).  The ulama’48 are united in arguing that Islam 

addresses men and women equally pertaining to issues of faith (Turabi, 1988), but their opinions 

diverge with regards to the details of female work and her participation in public life, whereas 

 
46 It addresses “women” twenty-four times and “men” twenty-four times. 
47 AhHadith in Arabic language means news or story. It is the record of the traditions or sayings of the Prophet 

Muhammad, revered and received as a major source of religious law and moral guidance, second only to the 

authority of the Qurʾaan, the holy book of Islam.. 
48 The body of religious scholars who are versed theoretically and practically in the Muslim sciences 

https://www.britannica.com/biography/Muhammad
https://www.britannica.com/topic/Shariah
https://www.britannica.com/topic/Quran
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other areas of disagreement relate to the mixing of sexes in society and to women’s dress. The 

practice of veiling and seclusion, for instance, was not introduced by the prophet Muhammed, 

but women were advised to cover themselves modestly (The Holy Qoran). Interestingly, from 

an authentic Islamic perspective, “a woman is an individual, worthy of dignity and respect, an 

independent human being, a social person, a legal person, a responsible agent, a free citizen, a 

servant of God and a talented person, endowed like a male person, with heart, soul and intellect; 

and has the fundamental right to exercise her abilities in all areas of human activities” (Abdul-

Rauf, 1977:29). Slowly, throughout the Muslim world, gradual erosion of the rights of women 

took place (Sayed, 2001:9). Islam was, then, used as a way of maintaining traditional culture 

and promoting the submissive role of women in society that was prevailing during the wars in 

the region. When women are expected to be the main caregivers of society, they are unable to 

branch away from their families and pursue a long-term career path. 

Despite brilliant examples of active females throughout Islamic history (Mernissi, 1993), their 

economic and political participation shrunk as time passed. By the early 1900s, the situation 

had weakened to the extent where most women were prohibited from the right to get an 

education or share in public life (Al-Faruqi, 1987).  

 

3.2.2. Socio-Cultural Boundaries 

 

Women in MENA Region are better educated and better skilled than ever, yet legal and social 

cultural barriers hinder their progress in the economic participation. Indeed, women in the 

region face higher daily challenges compared to other regions in the world due to gender norms 

in society, rooted in culture, religion, family, and economic structures. Women often do not 

share the same rights as men to make decisions, pursue a profession, travel, marry or divorce, 

head a family, receive an inheritance, or access wealth.  

  

The Arab societies are still largely identified as a family-based, patriarchal, Islamic society 

where gender roles are defined (Galalnt & Pounder, 2008). Oil and religion, which characterize 

the region are singled out as high impact factors placing women of the Muslim countries in a 

more disadvantageous position than women and girls in other developing countries (Kucuk, 

2013). 

Nevertheless, gender inequality in a country may not be directly attributed to Islam. When we 

consider to what extent Muslim countries apply religious laws, there is diversity in the region. 
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Therefore, we will consider, in the following section, the comparison of the UAE with other 

GCC Countries where the context is more homogenous and coherent with the UAE Context.  

The patriarchy and feminization of family care in the MENA Region limits women’s role in 

home and family care.  In countries such as Iran, the social policy, descended from the Islamic 

law, states that women are obligated to perform the care roles of society, looking after family 

members unable to provide for themselves (Minguez, 2012). Socially, women are often 

dependent on their husbands. The lack of autonomy over their own decisions results in 

submission and a culturally inferior status. For illustration, in Saudi Arabia, a woman must 

request her husband’s permission for public activities; women are considered legally on a status 

comparable to minors. Women have varying degrees of difficulty moving freely in Arab 

countries, they are in some countries banned from traveling alone. Women shall obtain approval 

from a husband or father to get an exit visa to leave the country, and a woman may not take her 

children with her without their father's permission, regardless of whether the father has 

custody49. The ability of women to travel or move freely within Saudi Arabia is severely 

restricted50; they are to present not able to travel, study, or work without permissions from 

male guardians.  

Moreover, in Egypt, men believe that women cannot take responsibility of their decisions, and 

also women even agree that they would make good wives and mothers but not good leaders or 

rulers because they are “erratic and emotional” (El-Naggar,2012).  

 

When studying the existing literature on the under-representation of women in upper leadership 

positions, many reasons arise. Some of them overlap with women around the world, from 

gender stereotypes, to discriminatory work practices to the lack of flexible work arrangements  

while others are specific to the UAE context (welfare economy where women were not 

encouraged to work, expats with husbands working on regional contracts…). Stereotypes exist 

regarding traditional gender roles, women caretaker role, patriarchal society (Mostafa, 2005).  

Research shows that women often receive lower evaluations than men in leadership positions 

(Eagly & Karau, 2002), and receiving lower evaluations can reduce the likelihood of an 

individual’s promotion and progress within an organization (Lyness & Heilman, 2006). 

Explicitly, the stereotype on women would perceive the women as not matching that of a female 

leader, leading to fewer promotions. In addition, discrimination is present in organizational 

 
49 World Report 2012: Saudi Arabia 2012 
50 However, in 2008 a new law went into effect requiring men who marry non-Saudi women to 

allow their wife and any children born to her to travel freely in and out of Saudi Arabia. 
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policies and practices, such as providing men and women different opportunities, power and 

representation (Tlaiss, 2014). In Dr. Tlaiss’ survey conducted with 100 women managers, 98 

encountered “discriminatory organizational cultures that questioned the suitability of women 

for management and implicit discriminatory organizational practices, especially in terms of 

allocation of training and development and promotions”. While a majority battled the system 

to get their promotion, some quit their job and joined other organizations with better workplace 

atmosphere.  

Additionally, the lack of flexible work arrangements in parallel to their higher personal family 

obligations push women to disregard to apply to higher level positions. In the UAE specifically, 

the absence of family members for the expat women, the lack of high quality and affordable 

after-school care and childcare facilities and the lack of adult care (More adult women in UAE 

compared to US live with their families or in-laws ) (Hewlett & Rashid, 2010) are other reasons 

for limited participation of women.  

Another important issue for the MENA is that, most countries in this region are oil exporting 

countries. Being a male dominated field, the oil sector  discourages women to enter labor market 

(Moghadam, 2004; Ross, 2008). This argument is used in the literature while explaining the 

reason of low-level labor force participation rate of female in MENA. The results showed that 

the Islam does not have effect on female labor force, while oil rents have significant negative 

impact on female labor force.  

 

 

3.2.3.  Gender Relations: Women in the Patriarchal World 

   

The MENA Region certainly has its own patterns of patriarchy that rival anywhere else in the 

modern countries. Until few years back, the role of a woman in most MENA countries was 

limited to managing the house, bringing up children and taking care of the elderly. Gender roles 

were clearly divided: while women took care of household duties, men held responsibilities of 

breadwinners. 

The societies showed a clear case of gender power differences arising out of some form of 

socially constructed gender stereotyping where the dominant and self-interested nature of men 

and the mental and emotional traits of women idealize roles (Yaseen, 2010). 

In the pre-oil era, women played a key economic role. Women were responsible for the date 

harvest in the oases because most men would be diving in the waters of the Arab Gulf during 

the pearls season. Women shopped in markets, negotiated with traders and members of other 
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tribal groups, and therefore in that era had greater contact with men inside and outside of their 

families. Of course, these interactions took place while women were wearing the hijab or 

“burqha” (Meltcafe et al., 2011, p.144). Nevertheless, during the oil boom years of the 1970s, 

families did not need two incomes to raise their living standards which slowed down the 

progress of women in their economic participation and the labor force despite their increase 

numbers in secondary and tertiary education. Successful education policies have encouraged  a 

generation of young women to be on a par, if not overpassing, their male counterparts and who 

want the same opportunities and rewards in their careers. Besides, the expansion of the 

globalization in the 1990s raised the profile of the gender debate and have given a new impetus 

to resolving “the woman question.”: the old male-breadwinner model is out of date as women 

need to work in order to support their families in the actual economic pressures. In her study, 

Hussein (2015) reveals that UAE national women were requested to gain approval from the 

male members of their families with respect to a career choice. This applies also to the location 

of the organizations. In some instances, fathers encouraged their daughters to pursue different 

career path as their daughters’ initial choice was not culturally accepted or even organized 

themselves jobs for their daughters through their personal network of contacts without their 

daughter’s prior knowledge and then informed them of the jobs. 

As noted above, the importance of man’s authority in the family naturally extends to governing 

work relations. Men’s responsibility for women is illustrated by a cultural value and practice 

relating to the maintenance of women’s modesty. This involves protecting women from male 

contact other than with her immediate family. These cultural practices of patriarchy create 

gendered work relations and organization structures and sustain sex segregated workspaces and, 

likewise, sex segregated occupations. 

Even though patriarchy relationship is still central and prevailing in the GCC region, the 

governments initiatives and policies diminished its direct and tight impact on the women career 

evolution.      

3.3. MENA PROGRESS TOWARDS GENDER EQUALITY  

 

Debate about women’s empowerment in the Middle East, and specifically the GCC states, is 

relatively recent. In the last two decades, the Middle East and North Africa (MENA) Region 

assisted to so much change over a very short period mainly thanks to the GCC countries, starting 

from increasing resource wealth, to growing social welfare, building a good health and 

economic infrastructure, to ensuring an equitable access to education, professional, healthcare 
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and social systems to both genders. Women’s access to tertiary education and employment in 

the GCC is certainly illustrative of the intensity and pace of their recent economic development. 

 

3.3.1. Evolution of Women Rights 

 

While women were granted equal voting and education rights in most European Countries as 

well as the United States, Australia and New Zealand in the late 1980s and early 1900s, some 

other countries such as France (1944), Switzerland (1976), lagged.  

As for women in MENA Region, they moved to gain those rights two decades after (Iraq in 

1920; Turkey in 1930; Syria in1949; Lebanon in 1953; Egypt in 1956; Tunisia in 1959, 

Mauritania in 1961, Algeria in 1962, Morocco in 1963, Libya and Sudan in 196451. Women in 

Gulf states join the others, with Oman making the step in 1994, Qatar in 1999, Bahrain in 2001 

and Kuwait in 2005, the United Arab Emirates in 2006, and Saudi Arabia in 2015). 

During the first few decades of the twentieth century, the Arab world witnessed the birth of 

several feminist movements. Those socialist revolutions carried out in many countries of the 

Arab world between 1950’s and 1960’s emphasized the role of women in social and economic 

development. 

The Arab woman became “the lawyer, the doctor, the engineer, the cabinet minister, the 

ambassador, the judge, the police officer, as well as the nurse, the teacher and the social worker” 

(Haddad, 1984, p. 146). But participation remained relatively low and differences between 

various Arab countries became more evident. Nevertheless, the combined efforts of 

intellectuals and feminist movements, as well as social and political developments in the past 

century led to fundamental changes in many Arab countries. Women’s education and right to 

work in traditional jobs such as medicine, teaching, and nursing has become acknowledged in 

most of the Arab world (Arab Human Development Report, 2002).  

 

In respect of legal structures, many laws in Arab countries discriminated against women. 

Constitutional provisions for the protection of women’s rights exist in many Arab states (for 

example Kuwait Constitution, 1996; Bahrain National Charter, 2001) but are often ignored, 

contradicted or not enforced. Some contain provision for the equality of men and women in, 

for example, public offices in or political rights and duties in the UAE. Some contain equal 

opportunity statements, affirming the state’s responsibility to maintain the family, to protect 

 
51 http://archive.ipu.org/wmn-e/suffrage.htm; retrieved on December 19th, 2019. 

http://archive.ipu.org/wmn-e/suffrage.htm
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motherhood and to guarantee a proper balance between women’s duties towards their families 

and their work in society, and in prohibiting the employment of women in certain industries or 

at specified times.  

If one examines the field of employment laws, one will note that it is guided by “urf” (custom) 

and Shari’ah law which reflects the need to protect women and create a moral work 

environment. As such, employment legislation is limited and does not cover sexual 

discrimination, since discrimination is perceived as being embedded within Shari’ah law. In 

Saudi Arabia, Bahrain, Oman and Qatar, companies supported gender segregation by 

subsidizing sex-separate offices and educational facilities 

 

3.3.2. Women Progress in Political Sphere  

Arab women are under-represented in parliaments in Arab states. In the Arab Summit in Tunisia 

that was held in May 2004, Arab leaders, for the first time, discussed the issue of advancing 

Arab women as an essential element of the political and economic development of the Arab 

world. Furthermore, Arab first Ladies have called for greater empowerment of women in the 

Arab World so that females could stand in the equal position as males. Women started holding 

progressively seats in parliament even though the representation is far below the world average 

of 23 per cent and OECD average of 28 per cent except in Tunisia and Algeria where the share 

of women in parliament exceeds the 30  per cent (figure 24).  

In the UAE, in 2006 women stood for election for the first time in the country's history. 

Although just one female candidate was directly elected, the government appointed a further 

eight women to the 40-seat federal legislature, giving women a 22.5 per cent share of the seats, 

closer to the world average, in 2019 women represented 50% of the national parliament (as 

edicted by the new law).  

The woman in the Arab countries has the lowest participation in politics in the world as we see 

in figure 25 where the ministerial representation of women remains lower than 20 per cent in 

Algeria and 5 per cent in Bahrain. This is mostly due to the inherent social patriarchal attributes 

and the stereotype of the women in this region. Some studies confirmed the importance and of 

women's quotas provided to women in Arab countries. Yet, working to change the stereotype 

image of Arab women through official and social media, is one of the proposed solutions to 

achieve a positive increase in women's political representation in the Arab world.  
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Figure 19 - Proportion of seats held by women in national parliaments, MENA 

 

Source: World Development Indicators as per December 2016. 
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Figure 20- Proportion of women in ministerial positions, 2016 

 

Source: WDI as per December 2016. 

 

3.3.3. Women Progress in Economic Participation  

 

Obviously, the MENA region has made quite impressive progress in the areas of female 

literacy, infant mortality, and life expectancy by vastly increasing the number of girls and 

women’s access to secondary and tertiary education52.Although education is often seen as a 

positive step for women looking to enter the workforce, many educated women in the MENA 

region are unemployed, and many others look for the education as a way to meet future 

husband’s criteria and expectations rather than an instrument to guarantee a job (Moghadam, 

2005). The GCC economies, more specifically, have made significant strides in improving 

education provision at the primary, tertiary and university levels, and in improving women’s 

literacy, as well as providing greater free healthcare for all nationals. Women now comprise at 

least 60 per cent of the state university population in the GCC states, including the United 

Emirates (76 per cent) as shown in figure 26, Qatar (88 per cent), Oman (59 per cent), Bahrain 

(60 per cent), Saudi Arabia (52 per cent) and Kuwait (67 per cent). This investment in women’s 

knowledge and skills is significant since for most of the female university population tuition is 

free, together with free books and accommodation. However, this is not directly reflected in the 

workplace participation. Figure 26 shows clearly the disparities between the shares of 

men/women in tertiary education vs. their respective shares in labor force participation. 

 
52 World Bank, Opening Doors: Gender Equality and Development in the Middle East And North Africa 

(Washington, DC: World Bank, 2012), 5–7, 

http://documents.worldbank.org/curated/en/338381468279877854/pdf/751810PUB0EPI002060130Opening0doo

rs.pdf; World Bank, “Capabilities, Opportunities and Participation: Gender Equality and Development in the 

Middle East and North Africa Region,” 2011, 1, 

http://siteresources.worldbank.org/INTMENA/Resources/World_Development_Report_2012_ 

Gender_Equality_Development_Overview_MENA.pdf 
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Figure 21 - Female Education vs. their Representation in Workforce 

 

Source: The Gender Gap Report 2014, World Economic Forum & United Nations Statistics Division 

 

Economists have argued that gendered occupational structures have caused inequalities in 

society. These inequalities are particularly prevalent for women in the GCC countries, since the 

rate of women’s labor market participation is the lowest in the world. Despite the considerable 

gains in women’s access to education, health, political and economic participation in the last 

two decades, gaps in women’s economic opportunities (economic and political participation) 

persist in the MENA region53.  Approximately four out of five working-age women in MENA 

are out of the labor force. Despite a strong 13 per cent growth rate since 2000 as shown in figure 

27, labor force participation among women in the region stands at an average of 22 per cent, 

significantly lower than the global average of 49.5 per cent54 as shown in figure 28. 

 

Figure 22- Women in Labor participation in the MENA 2011 vs. 2000 

 

Source: The World Bank 

 

 
53 Source: The World Bank Report, Progress Towards Gender Equality in the Middle East and North Africa 

Region, 2017 
54 WDI (2016). 
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Figure 23 - Male & Female Labor Force Participation - By Region, 2010 

 

Source: Global gender Gap 2013 Report 

 

As we will demonstrate later in a brief discussion of selected GCC states, there have also been 

improvements in relation to women’s role and representation in the decision making and 

political arena.   The GCC countries, however, have underperformed in other MDG measures 

such as poverty reduction and in collating statistics and data on poverty measures. In addition, 

they, due to Islamic constitutions, have made less progress in providing development 

partnerships for enhancing democratic participation and in supporting freedom of organization 

for civil society associations 

3.3.4. Women Slow Progress in Decision Making Positions  

 

Similarly, the share of organizations with female top managers is much lower in MENA than 

in all other regions with only 6 percent on average (figure 29). In their survey conducted in 

2015, Pearl Initiatives affirm that women in the GCC have the drive and talent they need to 

succeed at the highest level, and they are willing to work hard to get there. As of now, women 

still represent an enormous unexploited resource for the organizations in the MENA due to 

significant barriers on the legal, societal, cultural and structural levels. To address the ‘leaking 

pipeline’, companies seek how to nurture their high-potential women and create a more equal 

and positive working atmosphere. 

Nevertheless, this picture has totally changed in the last two years especially in the government 

sector, where the representation of women exceeded the 60% in lower management and the 

30% in decision making positions55. 

 
55 Women in Leadership Forum, 2019 
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At the same time, achieving gender equality and the empowerment of all women and girls is 

seen as making a crucial contribution to progress across the new goals and targets set by the 

United Nations (U.N.) which came into effect on January 1, 2016. By 2030, the U.N. aims for 

“women’s full and effective participation and equal opportunities for leadership at all levels of 

decision-making in political, economic and public life”1 to have been achieved (What business 

executives really think about women leaders in the GCC, Deloitte and 30 percent club, 2016). 

 

Figure 24- Firms with Female Top Manager 2015 

 

Source: WDI as per December 2016 

 

While the empowerment of women and their contribution in the economic sphere requires 

governance machineries and business support, a key factor contributing to women’s social and 

political development is the growth of women’s organizations and societies. Women’s 

organizations have grown markedly in the GCC region during the last decade. Women are 

bound together by a feminist organization that nurtures coalition and network building. While 

some women’s organizations concentrate on promoting traditional female roles such as child 

care, health education and religious education (for example the UAE Women’s Federation 

founded by Sheikha Fatima), there are increasing numbers that are dedicated to advancing 

women in politics and leadership roles. Specifically, these organizations contribute to women’s 

development in progressive ways through provision of literacy programs, raising legal 

awareness about employment and personal status rights, provide training programs for work 

related skills as well as political participation (for example, Bahrain’s Women’s Society).  

  

 Islam is a unifying cultural resource that assists in the formation of organization practices and 

individual subjectivities at institutional, organizational and individual identity levels. An 

important consequence of this observation is that women’s development initiatives in GCC 
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states should also embrace the advancement of women’s rights as well as recognize the 

importance of family in society. 

GCC countries, namely the UAE, has understood the need for an enabling institutional, legal, 

and regulatory framework to facilitate women’s access to economic resources. At the 

government level, a key concern for women’s organizations has been legislative measures that 

prohibit gender based discrimination in the workplace, establishment of new laws from 

maternity leave, to equal gender pay, child care, etc..  

 

3.4. THE UAE: REGIONAL LEADER IN WOMEN EMPOWEREMENT AND INCLUSION 

 

The United Arab Emirates has been leading, during the last few years, on gender parity in the 

region with a powerful attitude in empowering women, setting new standards based on a unique 

model drawn from the vision of the late Sheikh Zayed bin Sultan Al Nahyan, founding father 

of the UAE. This approach preserves the current leadership’s vision for the future, whereby 

women stand as active partners and contributors in the country’s development process 

and play a vital role in raising future generations. The enlightened and women-supportive 

political leadership in the last decade has undertook a cultural change in the Emirati society, 

leading into a full access of women to higher education and a progressive rise of women in 

leadership positions (Dubai Women Establishment, 2011).   

Historically, The United Arab Emirates has been one of the most traditional societies when it 

comes to the position of women. Being a Muslim country governed by Shari’aa, the power 

relations in gender as well as the patriarchy scheme defined historically the gender relations as 

well as the role of women (Metcalfe, 2010). As mentioned above, in the Islamic gender regime, 

men and women have complementary but different family responsibilities: the male 

“guardianship”, and protection as well as the family responsibility represented the social and 

cultural barriers to women’s career progression. Nevertheless, since its establishment, the 

founder, Sheikh Zayed, believed strongly that the development of the Emirati society is 

achieved by empowering women, encouraging their participation, and giving them 

opportunities. During the declaration of the unification of the nation in 1970’s, Shaikh Zayed 

said: “Nothing pleases me more than seeing Emirati women assuming their role in society and 

achieving their rightful position. Nothing should hinder the march of women’s progress. Like 

men, women have the right to assume the highest positions according to their abilities and 
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qualifications.”  He was very liberal towards women’s rights compared to his contemporaries 

in the Gulf Countries: “Women have the right to work everywhere. What women have achieved 

in the Emirates in only a short space of time makes me both happy and content. We sowed our 

seeds yesterday, and today the fruit has already begun to appear. We praise God for the role 

that women play in our society. This role is beneficial for both present and future generations”. 

(UAE Interact, 2008, p. 20). 

The year 2006 was a monumental change for women. In December 2006, the UAE held its first-

ever limited elections to select half the members of the Federal National Council (FNC). One 

woman was elected to the FNC and seven additional women were appointed to be council 

members. In addition, three women were appointed Ministers.  

The 2007 United Nations Development Programme (UNDP) status report on Millennium 

Development Goals recognized the positive outcome of the UAE’s target-oriented policies in 

several areas, including women’s empowerment. It particularly noted that the state legislations 

in the UAE do not discriminate on the basis of gender with respect to education, employment 

or the quality of services provided: “Equality, social justice, ensuring safety and security and 

equality of opportunity for all citizens shall be the pillars of the Society.”  (Article 14, UAE 

Constitution).  However, the women’s active status and achievements in the UAE Public sphere 

are not the product of on the gender mainstreaming legal atmosphere, rather a product of the 

far-sighted policies of the country’s leaders. Emirati women have benefited through political 

empowerment and Leadership Development programmes launched by UAE President His 

Highness Sheikh Khalifa Bin Zayed Al Nahyan. “In other countries, women have had to fight 

for their political rights, whereas women in the UAE have been granted these rights, so let us 

never take our rights for granted. We shall remember every right entail responsibility and we 

will work hard to live up to the expectations of our leaders and our society.” Said one 

parliamentarian56.  

 

In 2015, the UAE Gender Balance Council was formed to give women equal opportunities in 

the public sector. Today, Emirati Women have taken on senior positions in the country, from 

employee to minister to the Speaker of the Federal Nation Congress, as well as professional 

positions, such as judges, doctors, engineers and soldiers. After a reallocation in October 2017, 

four women have been appointed as judges, two as public prosecutors and 17 assistant public 

 
56 “Women in the United Arab Emirates: A Portrait of Progress”, report prepared by Ministry of State for Federal 

National Council Affairs, 2010 
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prosecutors, and women also make up 20 percent of the UAE’s diplomatic corp. Sheikh 

Mohammed said “we have surpassed the stage of women’s empowerment. We are empowering 

the community through women, and empower our economy by strengthening their role, and 

develop our government services when they take on leadership positions57. Women represent 

70per cent of Sheikh Mohammed Bin Rashed Al Maktoum, UAE Vice President, Prime 

Minister and Ruler of Dubai team.  

In 2017, His Highness Sheikh Muhammad Bin Rashed Al Maktoum, rule of Dubai, announced 

his aim to make the UAE one of the world’s top 25 countries for gender equality by 2021. The 

women participation in the workforce went from 21 per cent in 2008-2009 to 34 per cent in 

2014 to 41.8 per cent in 2016 as per the latest world bank progress release on gender equality. 

The UAE continues to work on removing social and psychological barriers that impede the full 

integration of women into the workforce, especially in the private sector encouraging the 

organizations through a gender mainstreaming guideline. It also published nine new laws to 

ensure women protection from any kind of discrimination.  

The governance arrangements to promote women’s interests in politics and in public sphere is 

also channeled through an established women’s societies in each emirate and linked together 

under the General Women’s Union (GWU), and the UAE Women’s Federation. Those 

initiatives aims at raising women’s cultural and social standards so as to be able to contribute 

to their countries development guided by the instructions and values of the Islamic religion and 

expanding women’s activities all over the UAE, supporting women to thrive and realizing ther 

full potential in social, community and family roles.  Hence, the government encouraged 

women’s participation in economic development through entrepreneurship projects and 

supported them technically and financially through funds and coaching programs provided by 

those women’s networks and societies  

 

3.4.1. Progressive but Strategic Evolution of Emirati Women status in the UAE 
Economy  

Since the discovery of oil in the Emirates, the economy of the UAE has grown at a stunning 

rate, transforming from a traditional agriculturally-based economy to a fully-fledged, diverse, 

and modern economy with one of the highest and fastest growing rates of per capita GDP in the 

world (Gallant, 2006; Hallett-Jones, 2000; Al Baik, 2005).  Even so, the UAE government 

 
57 Flashes, Issue 40, April 2018 p.10-13. 
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strives to diversify the economy into non-oil fields, namely manufacturing, tourism, financial 

services, real estate, and into attracting global firms to locate within the UAE (DDIA, 2002; 

DIFC, 2002).  The country is fast closing in to become one among the top 10 in the Ease of 

Doing Business ranking of 190 countries by the World Bank58. 

Historically, women were always considered the backbone of family life and integral to the 

UAE’s social structure and national culture.  In 1975, Sheikha Fatima Bint Mubarak, the wife 

of the late Sheikh Zayed Bin Sultan, played a major role in establishing the UAE Women’s 

Federation (currently known as the General Women’s Union), which aimed at creating 

opportunities for women so that they may achieve their fullest potential. This initiative was 

highly supported by Sheikh Zayed Bin Sultan who wanted women to have a vital role in 

building the country’s economy. As women in the UAE started to have a vital role in the 

country’s economic growth, their political advancement was vividly pledged.  In November 

2004, Sheikha Lubna Al Qasimi was appointed as the Minister for Planning and Economy, 

making her the first woman in the country’s history to assume a cabinet position. Today the 

total number of women in the council of ministers adds to more than 8. In December 2006, the 

first ever elections for the Federal National Council (FNC) elected 22 per cent of female 

representation. Moreover, since then women were given the opportunity to engage in various 

strategic political and economic positions of the countries: diplomatic field, justice, aviation, 

civil service, defense, ministries, board members etc...  

A clear and high support was given to women in order to advance their effective political 

participation and representation in the political and public sphere.  The contribution of national 

women to the economy increased significantly from 9.6 percent in 1986 to 33.4 percent in 

200759. Today UAE women account for 59 per cent of the national UAE labor force market in 

fields as diverse as engineering, science, healthcare, media, computer technology, law, 

commerce, university lecturers, government and the oil industry. This positive development 

was not only the result of substantial enrolment by women in education, but also because of the 

open social attitudes towards women’s employment and the fact that work was increasingly 

being seen not merely as a source of income but as part of establishing a personal as well as 

professional identity. Today, women hold 66per cent of the jobs of the public sector, 30per cent 

of which are decision-making positions (UAE, 2016). 

Alike to some other Arab Gulf countries, the UAE workforce includes of a high percentage 

of expatriate workers (Kemp et al., 2013). Expatriate Men workers dominate the UAE labor 

 
58 “Positive outlook for UAE's economy in 2019” online article, Thomson Reuters, visited on January 6th, 2019. 
59 Women in the United Arab Emirates: A Portrait of Progress, 2015 
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market with 89per cent rate of representation, and the national population constitute the 

remaining 11per cent (United Arab Emirates National Bureau of Statistics (UAE NBS), 

2010). The population ratio between Emirati women and men is almost equal, but the high 

percentage of expatriates male results in a minority of women in the population (UAE 

NBS, 2010). During the 2000’s, one of the UAE government strategies was to ameliorate 

the under representation of female and male Emiratis in the workforce through 

Emiratization programs (Alserhan, 2013; Ministry of State for Federal National Council 

Affairs, 2008). Emirati women began entering the workforce over 30 years ago, going from 

3.4per cent in 1975 to 5.3per cent in 1980, rising slowly to 11.7per cent in 1995.  Girls and 

women have benefited from extended educational access, gaining university qualifications 

which has increased their opportunity to participate in the workforce (Kemp, 2013a).  There is 

also no doubt that women role models are encouraging women to break away from traditional 

areas of employment.  

 

3.4.2. Enhancement of the UAE Legal and Institutional Framework 

As the UAE implements the forward-looking vision of its government, the nation continues 

to introduce progressive legislation and policies to create a supportive work environment 

for women and unlock new opportunities for them to realize their full potential. On 

December 5th, 2018, a new package of national legislation and initiatives for women was 

published. The latter covers three main areas: legislation and policies; services and 

international representation. It includes policies, legislation and initiatives that support the 

advancement of women as an active partner in society. 

The UAE has developed a comprehensive system of national policies and strategies to 

promote and guarantee human rights, empower women and strengthening their status in all 

sectors. In 2015, the United Arab Emirates established the UAE Gender Balance Council, 

which aims to reduce gender inequality and work towards improving the  gender balance 

in the public and private sectors, particularly in decision-making. Moreover, the National 

Strategy for Women’s Empowerment and Entrepreneurship 2015-2021 aims to empower 

and build the capacity of Emirati women to overcome the difficulties met in their 

participation in all areas.  

Back to 2013, the UAE cabinet made it compulsory for companies and government 

agencies to appoint women to their boards60. the UAE became the first Arab nation to 

 
60 Source: “MENA Business Women”, Al Masah Capital Management Limited, 2013  
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require female representation on boards of directors in the public and private sectors, and 

the second country worldwide following Norway. 

Although UAE women have made great strides in a number of spheres, the Government 

views women’s issues as a part of a larger ‘work in progress’ and is determined to continue 

supporting their empowerment. They enhanced the legislative framework and the UAE 

Constitution which guarantees principles of universal social justice. Under the 

Constitution, women enjoy the same legal status, access to education, healthcare and social 

welfare, the same access to employment.  

Under the terms of the UAE Federal Labour Law and the civil service Law, the government 

requires an equal pay “same wage” for the “same work”, extended the maternity leave from 

two to six months in the public sector, established rules governing additional payments for 

children and housing were amended to eliminate any gender based discrimination against 

employees. Employers in the UAE are prohibited from firing or threatening to fire a female 

employee based on pregnancy, delivery, or parenting. To address some of the issues that 

discourage some women from working, in 1999 the FNC revised the text of Article 55 to 

give women three months maternity( 90days) leave with full pay and another six months 

at half pay (if needed). A woman is now entitled to five separate periods of maternity leave 

during her employment with the right to return to work at any time. A woman may also 

take one paid hour break from work per day for 18 months to nurse her baby.  

The government views the empowerment of women as crucial to improving their level of 

political participation in the country. Women should be at the forefront of directing change 

in the region and gender-related policies are undoubtedly more effective when women have 

themselves contributed to the legislative process. The UAE has taken a lead in the region 

to empower women politically and, over the past few years, women have begun to 

contribute in the political arena more visibly.  

Beyond this legislative framework, the government continues to make the necessary efforts to 

mainstream and promote gender equality and justice in all government institutions, with a focus 

on raising awareness through the education system.  

 

3.4.3. UAE Diversity and Inclusion: Key Findings  

The women participation in the workforce has been a global topic of interest over the past few 

decades on both an international and national level. Particularly in the United Arab Emirates 
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(UAE), there is interest by both the Public and Private Sectors to be able to better gauge, 

understand and improve the extent to which women are engaged in the workforce and to guide 

the decision-making process to support diversity.  

 

According to the results of two local surveys issued in 201861,  organizational mind-sets are a 

primary reason to why women have limited opportunity to reach higher management. Managers 

usually, whether male or female, continue to take viable female candidates out of the running, 

often on the assumption that women cannot handle certain jobs and discharge family 

obligations. What also limits women’s progression to senior levels are limiting beliefs that stand 

in their way such as lack of self confidence in her capabilities, awaiting the opportunity to be 

asked to step higher, lack of support from family or inability to maintain a work-life balance.   

Furthermore, UAE being a multi-national diverse labor market, women find it harder to reach 

higher positions when their line managers are expatriates. Such barriers could have existed for 

women before the Emiratization policies were introduced by the Ministry of Labor and before 

women were supported by the government as today. Moreover, women’s attitude towards their 

female peers could either be a limiting or a motivational factor for women’s career progression.  

The survey respondents expressed that most women at decision making positions tend to have 

an arrogant attitude in the workplace. programs, coaching sessions or women networking 

events.  

 Governments worldwide have been taking steps as quota systems, required HR measures and 

women friendly policies supporting women’s economic roles. Helping managers take action to 

minimize gender barriers is the new frontier to women advancement. Overall, the survey 

findings point that women value their careers and are motivated by the ambition to learn and 

grow professionally, followed by compensation and the desire to be independent and self-

reliant.  

According to Pearl Initiative’s survey, women believe that the most important factor 

encouraging them to progress in their career are the organizational culture with 71per cent of 

respondents and the leadership commitment with 58per cent, followed by “supportive family”, 

“supportive society”, “training and development programs” and at the end comes the “role 

models’ factor (figure 30). Moreover, women identified their motivational factors which are 

mainly personal growth, development and learning, as well as compensation, etc.). Personal 

growth and development represent the high motives for women working in the UAE (fig.31).  

 
61 surveys conducted by “Pearl Initiative” and “Winston & Straun” 
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Figure 25- Percentage of participants quoting factors discouraging that career 

progression for women 

 

Source: Pearl Initiative, Key Findings on Women in the Economy: UAE Outlook, 2017. 

 

Figure 26- Percentage of participants quoting personal motive progression 

 

Source: Pearl Initiative, Key Findings on Women in the Economy: UAE Outlook, 2017. 

 

Across all sectors, gender-based biases and stereotypes were viewed as social barriers for 

women engaging in the workforce. Other structural barriers were also identified as main hinders 

such as lack of policies supporting women’s advancement (in the Finance and Investment 

sector), lack of technical knowledge and skills (in the Energy and Environment sector). In figure 

32, women quoted that social and structural barriers are hindering their progression more than 

the other factors which are marriage, having children or pressure from family.  

 

Figure 27 - Percentage of participants quoting factor hindering progression 

 

Source: Pearl Initiative, Key Findings on Women in the Economy: UAE Outlook, 2017. 

 

When asked about their aspirations, 74 per cent viewed that flexibility for work and life balance 

are essential. Second to that, “active consideration of women in recruitment policies and 

succession planning, followed by policies that nurture a company culture that supports women 

in the workforce”. The move to flexible workspaces reflects the changing demands and 
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expectations of the workforce. 84 percent of those surveyed in the UAE agree that flexible 

working helps them retain top talent whilst 65 percent are now offering this to help them recruit. 

Almost half (44 percent) agreed that offering flexible working improves job satisfaction, 

demonstrating the need for businesses to provide working environments suited to today’s 

employees to maintain a first-class workforce. 

To address the structural and social challenges of female participation and engagement in the 

workforce, the survey recommends that a strong “tone from the top” is crucial when 

implementing gender diversity initiatives. Once the tone is set, senior management can take the 

lead in addressing conscious and unconscious bias and develop holistic programmers and 

initiatives that aim to support and train women in their professional roles. 

 While the empowerment of women requires governance machineries and business support, a 

key factor contributing to women’s social and political development is the growth of women’s 

organizations and societies as briefly exemplified with the UAE Women’s Union. While it has 

been found that women’s networks can have limited impact on career progression in the Middle 

East, they have been pivotal in creating learning and training support, especially in the area of 

employment rights and leadership skills. Women are bound together by a feminist organization 

that nurtures coalition and network building. 

 

3.4.4. Yet Heavy Challenges still exist  

 

In the first stage of the study, I approached many leaders to explore about the subject and about 

the various practices that organizations shall be adopting. I had conducted 13 formal semi 

structured interviews (c.f. Appendix A- Interviews Guide) and (Appendix B- Interviews 

schedules).  The process of conductive interview is well presented and explain the methodology 

part (section 4.5.1).  As part of the contextual chapter, I believe that those interviews give a 

good representation of the current context of the Diversity and Inclusion principles and 

understanding in the society and organizations. 

As per the interviews, we see that the UAE witnessed a quiet revolution. “Our feminism cause 

is one piece in a larger puzzle of freedom and democracy” …“As young Nation, the UAE has 

ensured us great strides in empowering women and offering us opportunities within all level of 

society” said Dr. Al Gurg.  
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The GCC is the only region in the world that have a higher percentage of female graduates in 

all fields, a major chance for women in the region to develop their career to get leadership 

positions as they embrace widely accepted feminine values of emotional, social intelligence, 

listening and managing conflicts skills, multitasking which gives them more opportunities to 

convince them and thus lead them. 

Whereas the interviewees agree that the gender gap is far to be closed especially in women 

representation in the labor force, some attribute the reasons to the sociocultural, familiar and 

economic context. Women opt to get out of employment mainly because of “the lack of 

supportive work cultures, work from home policies, maternity leave. Maternity leaves are of 45 

days which is too short comparing to the western standard”, said Mrs. McGuire.  

Cultural Bias and Stereotypes exist in the workplaces. Women in the region face this challenge 

to “overrun popular stereotypes and beliefs”, Mrs Messeikeh. The all agreed that achieving 

sustainable gender balance and greater female inclusion and representation in the workplace is 

a multifaceted opportunity and challenge. “The diversity road requires at first ab shift in 

societal thinking, some governmental regulations and women friendly policies, and a great 

partnership between the public and the private sector”, confirmed Mrs. Al Hammadi 

“It is important for organizations and firms to invest in women friendly policies and leadership 

programs as well as ensuring competitive maternity and childcare support; policymakers are 

invited to amend it to make it more beneficial”, Mrs. Messeikeh. 

The interviewees confirmed that there is an “emerging trend among multinationals, 

governmental and private organizations to show their commitment to the inclusion to minorities 

and all society categories from women, persons with determination, people from different 

culture and origins, etc..”said Mr. Matar. “A good start towards building awareness and 

continuous support to their employees”, Mr. Jafar. 

“Organizations started to have gender diversity focused initiatives, but they need to manage 

them wisely to get the desired outcomes”, Miss El Daly.  

The biggest ones the respondents cited is the double burden women face in balancing work and 

domestic responsibilities, the lack of practices for women of determination62, segregation 

 
62 People of determination is the word used in UAE since the year of tolerance 2019 for people with disabilities.  
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between the public and private sectors. As of now, female Emirati are not interested in joining 

private sectors which remain a big challenge for organizations wishing to have them on board.  

Indeed, to deal with societal norms, Emirati women seek for “suitable employment options” 

with shorter workday in public than in private, with higher benefits and where they can find 

themselves in their culture. Added to that, communal values also appeared to drive public sector 

employment: “I feel I am serving my country and my government will be proud of me. I work 

for the benefit of my government and in private, you work for the benefit of the owner, so it 

differs” , said Mrs. Al Hammadi 

Public sector employment regulations allow mothers to retire after 10 or 15 years of service 

granting them a generous retirement package. These funds can then be used to start up one’s 

own entrepreneurial activity, a dream several of the Emirati study participants appeared to 

share.  

Both practical considerations and communal values appear to drive the preference of Emirati 

women for public sector employment (Afiouni, 2014). Breaking Down the barriers and 

providing women the right tools are key to the success of D&I initiatives: Facilitating a flexible 

workplace culture, ensuring a professional development, providing access to mentoring and 

internal networks, as well as challenging the psycho-social assumptions combined with a 

strategic leadership will ensure the organization to be on the right track63.   

  

3.5. SUMMARY 

 

This chapter aims at presenting the contextual background of the case studies. Based on the 

relational framework as one of the underlying models of this study, situation the organizations 

in their macro context is crucial, this chapter highlights the historical social, cultural and 

economic barriers which limited women’s advancement and inclusion in the economic and 

political participation a “macro” context for the research methods adopted (the case studies).  

 
63 « UAE leader in gender equality in region », Gulf News, online article, published: 18:00 August 27, 2016. 

Visited on September 4th, 2017. 
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A historical briefing on the role of women in Islam, the reasons behind the patriarchy and the 

gender relations dominance were also presented with some description of the evolution of 

women’s rights and achievements in the last decade.  

 

Then, the  fast growing changes occurring in the UAE and MENA Regional context can be 

considered as a key enablers and promoter for diversity management strategies within the 

corporate organizations as well the updates and the progress that have been made on the 

individual (micro level) “women educational attainment and professional attributes”, the 

drivers pushing the countries to invest in national machineries (macro level) and the firm 

policies and actions advancing this gender parity (meso level). 
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MULTILAYERED EXPLORATION OF THE GENDER DIVERSITY 

AND INCLUSION IN THE UAE BASED ORGANISATIONS 
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4. CHAPTER FOUR – METHODOLOGY ADOPTED  

 

 

 

4.1. CHAPTER OVERVIEW 

 

In this chapter, I describe the methodology approach adopted to achieve the research objectives 

of my present study, associated with some enlightenment about the epistemology behind 

(section 4.2). Additionally, I expose the multiple choices I made to design the research study, 

to materialize the research questions (section 4.3), the context of the inquiry, and the data 

collection (section 4.5). The data analysis process (section 4.6) as well as the validation and 

assurance (section 4.7) of my study’s trustworthiness and quality will be developed later in 

Chapter Seven - Discussions. 

As shown in chapter one, although academic studies are quite limited in the topic of gender 

diversity and inclusion in organizations globally and in the region more specifically, few 

scholars such as Cox (2001), Mor Barak (2005), Syed and Özbilgin (2009) , Nishii and Özbilgin  

(2007) endeavored to generate models of effective implementation of diversity initiatives or 

activities implementing and insights. Throughout the research journey, I aimed to generate 

creative and novel theoretical insights through a dialectic of cultivated theoretical sensitivity 

and methodological exploratory.   

 

According to Saunders et al. (2003), it is necessary to have a clear picture of the phenomenon 

on which we wish to collect data prior to the collection phase. That is why, I scrutinized new 

insights by reviewing at a first the related literature, the secondary data available, and 

conducting exploratory experts’ interviews. The initial Interviews as well as the secondary data 
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available online from the consultant’s reports, international institutional documents, 

newspapers, media and white papers allowed me to explore, as presented in the introduction, 

the setting as well as the contextual background of my study. 

According to Glaser and Strauss (2009), theoretical insights require the “ability to have 

theoretical insight into an area of research, combined with an ability to make something of 

insights.”  Thus, I adopted an abductive analysis where alternatively I was referring to all 

preconceived theoretical ideas and look deeply at the field, inquiry the empirical evidence. 

Instead of theories emerging from data, new concepts are developed to account for confusing 

empirical materials with move back and forth between data and theoretical knowledge 

iteratively.  

 

This chapter presents afterwards the qualitative approach used -the embedded case studies- with 

the rationale behind and behind the selection of the four cases. It also dresses after the data 

collection and data analysis processes from interviews (interviews transcripts, notes taken from 

the observations and documents review), the data reviewing, grouping and coding to better 

analyze the cases and the ethical considerations to ensure the trustworthiness and validity and 

reliability of the data results. are not to be underestimated particularly during the data collection 

and analysis. 

  

4.2. RESEARCH STRATEGY  

 

Before initiating the research, it is necessary to use a theoretical perspective for the design of a 

study that can include multiple viewpoints.  More than one theoretical perspective might be 

used at the same time on the same topic or within the same research program (Reason & Rowan, 

1982). This multi-perspective approach is supported by Guba’s (1990) research of alternative 

paradigms and Flood’s (1995) research of systems theory. 

In this study, I adopted a qualitative research strategy which fits the best to “understand the 

unique interactions in a particular situation” (Patton, 2002) and to fully comprehend the 

contexts, the organization’s experience towards gender diversity management and initiatives.  

My research strategy was based on an abductive approach as I was reasoning while knowing 

the literature and being professionally positioned to modify a unified, firmed-up theory or to 

come up with further theoretical innovation (Timmermans and Tavory, 2012). In terms of the 
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theories that abductive analysis helps generate, however, my criteria needed to be narrower. 

The theories developed in abductive analysis symbolize an attempt to generalize causal links 

and descriptions out of empirical instances (Gross, 2009). Abductive analysis specifically aims 

at generating novel theoretical insights that reframe empirical findings in contrast to existing 

theories. Instead of “natural instinct” based on fully grounded theory, the abductive approach 

allowed me to use the socially constructed evidence to be deepened and rationalized for a 

potential theory construction (Henwood and Pidgeon 2003). Certainly, pushing data against 

existing theories will likely identify additional dimensions or misguided biases (Vaughan, 

1992). Practically, while conducting the case studies and after reviewing the transcripts, I was 

jumping back to the theory interpretation whenever I was meeting a new concept or terms. 

Exploring the theory on those new terms aligned with my research design of having embedded 

case study.  

In the applied research, we usually think that if we know the causes, we can fix what is not 

working in society or in corporate world more specifically. But finding causes perplexes 

sometimes the scientific communities as causes can be in some contexts exceptionally low 

impact or because they can work differently in different situations (Mackie, 1974). Thus, it is 

logical to start with theoretical perspectives with no aim to verify the applicability of those 

concepts in a special context, on the reverse, we explore and understand the empirical world to 

find new insights and contribution to knowledge. In gender diversity and inclusion in the 

organizational world, it is worth studying selected experiences with insightful revelations and 

good contribution rather than completing a wide range of experience to be generalized on a 

large spectrum. The cases studied in this research are meant to contribute to this research by 

their operationalization aspects and their multilayered execution of gender diversity 

management from their conception, to their planning, discourses, practices, processes, subtexts, 

and achievements.  

Once after conducting the initial exploratory interviews, I decided that an “embedded case 

studies” regime is needed to identify and understand how those organizations build their own 

“gender-oriented” diversity and inclusion strategy, and how the theoretical knowledge is by 

some means inspiring the practical process.  
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4.3. REVIEW OF RESEARCH QUESTIONS  

 

As enlightened in earlier chapters, a key managerial question triggered me to pledge the 

research: Why has the considerable organizational efforts to recruit and advance women failed 

to result in extensive gains for women?  I propose that the answers lie in organizations’ failure 

to question and change existing thinking about what constitutes the most appropriate and 

effective ways to recognize and value differences among employees, understand and interpret 

behavior into inclusive trend. This research aims to focus on the meso or organizational level, 

given the recently updated favorable macro context (socially) and micro context (individually); 

to understand and assess the effect of diversity and inclusion policies and practices on gender 

diversity or parity in top management positions. As I believe that those unquestioned work 

practices support deep-rooted divisions and disparities between men and women, often in subtle 

and sneaky ways, I claim further that the failure of organizations to change prevailing work 

practices is due in part to the limited conception of gender traditionally used to define and 

address problems of gender inequity, the lack of awareness of the processual approach of this 

change in organizational behavior and a good implementation of the gender diversity policies 

into practices.   

Given the theoretical framework which the study is considering, three main components shape 

the diversity and inclusion in any organization: the societal and cultural readiness, the 

organizational strategy, and the gender willingness. Therefore, this study aims to understand 

the following research question: How UAE corporate organizations design and implement 

gender diversity and inclusion in their structures, policies, and practices to improve their 

gender representation in their upper echelons? 

   

This research questions can be fulfilled through the following three sub questions: 

a- What are the perceived influential factors of effective organizational change for 

instituting diversity initiatives in UAE based organizations?  

b-  How do corporate organizations implement gender diversity and inclusion in their 

policies and practices and what makes the difference? 

c- Given the governmental, political commitment of closing gender gap, and a changing 

socio-cultural context, how do UAE organizations interact with? And what impact does 

in have on their diversity management strategy? 
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Through these research questions, this study contributes to this under-researched area of 

diversity and inclusion at organizational level in an under-researched region using multiple 

“processual” embedded case studies. In those detailed case studies, I attempt to understand how 

policies and practices are made within each of the organizations and what are their impact, 

potentially, on gender parity objectives. Case studies, more than interviews, can explain and 

highpoint the research questions of the research. By processual embedded case study, I aimed 

to draw a magnificently complex research design where the embedded aspects will allow me to 

understand and study simultaneously the multileveled context (sociocultural, political, legal and 

economic context) as impose the clear and undeniable connection between the “gender”- 

“organization” and the “system” as concluded in the theoretical framework reviewed in the 

literature and explore the internal multilevel of actions of the organizations (policies, processes, 

practices, discourses, initiatives, etc.. ) as stated in the inclusive workplace model (Mor Barak, 

2005). On the other hand, although my intention is not to model the pathways that this 

environmental and organizational change may take, I look forward to developing a framework 

for understanding the process and context of change within the case studies. Processual research 

requires interpretation of patterns in events, especially when they occur in socially meaningful 

time cycles, and the logic which may explain how and why these patterns occur chronological 

sequences (Hussenot et al., 2019: 126; Pettigrew 1990).  

The processual approach challenges the rational, linear theories of planning and change where 

actions have been sequenced to achieve rationally declared ends and where actors behave 

mechanistically and altruistically in the pursuit of goals (Pettigrew, 1997). Instead, processual 

research explores often complex, disorganized, and contradictory ways in which the 

phenomenon emerges and aims to construct a model that allows for an appreciation of 

conflicting rational models, objectives and behaviors. Key incidents, events or triggering dates 

or patterns, are important to understand the roadmap of the organization in terms of diversity 

and inclusion and assess the key components of the change (Hussenot et al., 2019: 129) 

Through this processual research on the embedded case studies, I aim to generate sound 

knowledge, not only of processes and outcomes but also of why and how outcomes are 

differentially shaped by processes (Van de Ven 1992; Pettigrew 1997). In this interactive 

process, where I was constantly going back and forth from one type of research activity to 

another which will be giving a comprehensive analysis of the cases studied (Coffey – Atkinsson 

1996; Dubois – Gadde 1999). 
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4.4. RESEARCH DESIGN  

 

Fundamentally, as a first step I conducted a literature review on gender, feminist theories in 

organizations, gendered organizations, diversity management, women in management, gender 

in management, as presented in chapter one, which allowed me a better understanding of the 

problem statement confirmed by a set of exploratory interviews conducted in parallel as well 

as the theoretical framework review.  

In parallel to my wide-ranging review of the literature, I conducted many informal and open-

ended discussions and 13 semi-structured interviews with various experts about the topic. The 

interviews’ results, presented earlier in chapter three, allowed me to better understand the 

societal context about diversity and inclusion in the UAE market (Appendix A- Interviews 

Guide; Appendix B - Interviews Schedule).  

It is undeniable that this is hot topic in the region, which allowed me easily to contact and 

discuss with various experts in diversity and inclusion as well as many women leaders who got 

the chance to climb the corporate ladder in the UAE and women entrepreneurs who moved to 

their personal business after drumming the “glass ceiling”. Those informal discussions and 

interviews with some experts of the fields drove me to shape objectives to my study and 

consequently assume that I will adopt a qualitative research method through case studies.  

As objectives set in my research questions, I aim to explore and investigate the gender diversity 

and inclusion models adopted on the ground and link them to the ones provided in the literature; 

describe the organizations interpret the diversity policies and processes within certain socio-

cultural context, and how does this impact the practices and henceforth obstructs/ encourages 

the organization in their gender diversity targets; illustrate through our cases the variety of 

initiatives taken and enlighten how those practical evidence can contribute to the academic and 

theoretical knowledge.  

 

Figure 28 illustrates the research design process in which I highlight the importance of 

considering the historical political cultural and economic context of the study through a panoply 

of resources of information (secondary data, interviews, discussions, academic papers, etc..), 

the selection criteria of the case studies (two affiliates to two women-friendly Global Employers 

and two local private companies operating in “male dominated” sectors). The selection criteria 

are discussed further.  The number of case studies was chosen first to ensure a wide 

representation (thus better than a single case study); second to allow a fair comparison (between 
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multinationals affiliates well known globally for their gender diversity and inclusion strategies 

on one hand, between private local companies who announced actively their gender inclusive 

initiatives on the other hand, public organizations were excluded), and then analyze the results 

among the four organizations and what can be largely synthetize.  

 

Figure 28- A graphic Form for Research Design (Qualitative Study) 

 

 

 

 

Rationale behind choosing this research design  

 

Research on gender in organizations, “that goes beyond identification of gender distinctions by 

questioning the meaning of those distinctions and the organizational processes (re)producing 

them, is still in its infancy” (Benschop and Doorewaard, 1998; Martin 2006), is  largely shaped 

by a mainstream managerial discourse and neoliberal logic which has mostly a discrimination 

focus rather than an inclusiveness perspective (Aydin & Ozeren, 2018). 

 Therefore, an explorative approach of this field is needed through multiple case studies.  
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Only by understanding the social reality in organizations, investigating their policies and 

practices, the chronological development of the change process from the decision making, to 

the strategy, to the implementation and tactics, we can fully contribute to knowledge from the 

empirical study.  While a single embedded case study can be exhaustively showing the 

implementation and the formation of the discourse, policy and practices in gender diversity, the 

multiple cases can guarantee that the population is commonly represented and that we can take 

a broad view of the research scope characteristics. This will allow practitioner to see the type 

of D&I implementation that fits their climate and culture.  It contributes to a growing literature 

on what practitioners and scholars have learned through the implementation.  

A case study is a research strategy commonly used in psychology, sociology, and political 

science research. Yin (1989, p.23) refers to it as an “empirical inquiry that investigates a 

contemporary phenomenon within its real life when the boundaries between phenomenon and 

context are not clearly evident and, in which multiple sources of evidence are used”. A case 

study considers a variety of elements present within the context of the study, it involves “either 

single or multiple cases and numerous levels of analysis” (Eisenhardt, 1989, p.534). 

Embedded multiple case studies scheme is a comprehensive research strategy that use a 

multilayered exploration of the gender diversity management plan implemented or not, and 

consequently allows describing and explaining complex group patterns and characteristics 

(Verschuren, 2003).   

 

4.5. DATA COLLECTION   

 

This section gives much details about the methods chosen to collect qualitative primary and 

secondary data and how I identified at first stage the interviewees to contribute to the study with 

the process of collection, and then at second stage the case studies in the UAE. Furthermore, it 

will discuss the issues, challenges and rationale for the methods used in the study to collect 

qualitative data on the organizations processes and gendered or degendered practices. It also 

provides details of the participants, schedules, and procedures for conducting the interviews as 

well as other qualitative methods adopted.  
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4.5.1. Initial Semi Structured Interviews 

 

In the first stage of the research study, I conducted thirteen semi-structured interviews with 

diversity practitioners and women leaders were conducted at exploratory stage to understand 

the context of diversity and inclusions and insights in the UAE as well as having narrative 

schemes on “women in management” issues and challenges. The semi-structured interviewing 

method was chosen because it offers a scope of flexibility and spontaneity for respondents to 

convey their experiences and opinions, whilst ensuring a level of focus and structure throughout 

the interviewing process (Arksey and Knight, 1999). The interviews aimed to explore the 

organizational diversity policies and programs as well as the professional identity of diversity 

managers. Thus, since the semi-structured interview questions allows the participants to fully 

express their viewpoints and experiences (Creswell, 2003), questions varied according to the 

position and gender of the interviewee, whether the interviewee was in the Human Capital 

Resources, in Support Services, or in the C-suite level. The general interview guide approach 

was more structured than an informal conversational interview, but it still has a flexibility in its 

composition (Rocco et al., 2003)- (cf. Appendix A). Most of the respondents assume key roles 

in the design and implementation of diversity policy and programs in their organizations (cf. 

Appendix B). In those exploratory interviews, I kept the conversation on a high general and 

strategical level without digging into details. The aim of those interviews was to get the overall 

direction, vision, and fears of the organization case to be studied. The interview schedule 

consisted of questions on the respondents’ background and organizational role, and history, 

general policies, and programs of diversity management in the organization. The interviews 

lasted between forty-five minutes and an hour and were tape recorded and transcribed. The 

interview participants were initially accessed through personal and professional networks, 

through “women in leadership conferences” held in Dubai in 2017 and in 2018 and some other 

workshops. The interview data were analyzed using the coding procedure developed by Strauss 

and Corbin (1990). I reduced the empirical data into open, axial, then selective coding. Initially, 

I examined the data to identify key themes and categories (open codes), then I defined axial 

coding by identifying the relationships between the open codes. Finally, through selective 

coding, I conceptualized these relationships by identifying the themes around which theoretical 

conclusions about the field of diversity management could be generated. Being only conducted 

in phase I, those codes served along with the literature review as foundation in designing the 

case studies.  
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4.5.2. Multiple Embedded Case Studies  

 

4.5.2.1. Objectives 

  

Before outlining the objectives of the case studies, it is worth recapping that, in the literature, 

diversity initiatives have evolved from a focus on compliance to a systematic approach 

(Bendick et al, 2001). Scholars stated while many organizations implement short term solutions 

to address the demographic changes in the workforce, other have made those diversity 

interventions embedded and grounded in their practices and structures which has more 

substantial results for both employees and organizations (Zaballero, 2007). 

A key question in the literature still needs to be answered: “How do we know a gendered 

organization when we see one?” (Britton, 1998). This question implies that in contrast to the 

assumptions of “mainstream” organization theories, organizations are or at least may be 

gendered. But, how do we recognize them, describe, and analyze them? Scholars such Britton 

claimed the need to “see policies or practices as gendered to the extent that they sustain and 

reproduce stratification and/or gender-based inequality.” (Britton 1998: 12). 

 

This research seeks to understand how the organizations are recognized for their gender 

inclusiveness strategies, how is this  reflected on their policies and practices, where does  policy 

impasses and how the interpretation of organizational policies and processes, within a certain 

socio-cultural context, impacts the practices and henceforth obstructs or encourages the 

organization from achieving their strategy in gender diversity. 

And since, it is not only the way the organization looks or market themselves through their 

discourses that matter, but also the way they do and they practice their human resources / capital 

strategy that matters also, it is interesting to incline the study into the study of their discourses, 

their processes and practices rather than studying the organizations by themselves.  

I aim by this investigation to explore strategies for implementing diversity interventions that 

are perceived to be successful for improving future diversity initiatives. 

Therefore, I dressed the objectives required from the case study method as well as the methods 

and tools to be used (table 6): 
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Table 6- Case Studies Main drives and Objectives 

 

 The multiple Embedded Case Studies  

Activities Objectives Methods/Tools Used 

1 Case Study Design ▪ To generate information 

needed for the study 

▪ To investigate both the content 

and the process on gender 

diversity and inclusion 

initiatives  

▪ Multiple cases are used for theoretical 

replication and/ or exploration: Four cases 

were selected with two types of 

organisations 

▪ choose the sub-units to be analysed:  1- 

Strategy 2-Intenal Communication 3- 

Human Resources Department with its 

sub-units 3- Management Commitment 4- 

External Communication 4-Change 

Process and Implementation  

▪ Presence in the field 

▪ Design the interview questions (semi-

structured interviews) 

▪ Determine the list of documents to be 

reviewed 

2 Data Collection ▪ To investigate and generate 

the data for the holistic case as 

well as the sub-units 

▪ To have an interview guide 

covering all aspects of the 

studies 

 

▪ Open-ended Interviews 

▪ Semi-structured Interviews 

▪ Informal discussion 

▪ Observation / notes / meetings / 

presentations 

▪ Documents / Annual Book 

▪ Archival Records 

▪ Audio Recorder 

 

3 Data Analysis ▪ To analyse interview 

transcripts into a thematic 

coding  

▪ Transcribing 

▪ Content Analysis 

▪ Manual coding 

 

 

4.5.2.2. Case studies Mapping (unit of analysis) 

 

Before starting the case studies investigations, an essential hypothetical question is needed: Are 

organizations structurally gendered? Are gender differences constitutive of organizations? Do 

they play a systematic role, as an attribute of members of organizations, in organizational 

processes? 

In my research journey in the organizations I adopted the following hypothesis as a kick start: 

Hypothesis 1: Organizations are structurally gendered. They do not function based on formal, 

gender-neutral processes, but operate under the backings of both inner and outer organizational 

structures and institutions, rules and resources, norms and assumptions, which are inextricably 

linked to gender. 

Hypothesis 2: Organizational structures, processes, and actors – are always seen in relation to 

the bigger picture - the social structures, processes and actors.  
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4.5.2.3. Relevance of the Case studies    

 

Qualitative research uses non-probability samples for selecting the population for study, and 

units can be deliberately selected to reflect certain features of or groups within the sampled 

population (Ritchie et al.,  2003 -78). This study sample is surely not intended to be statistically 

representative, but more based on purposive selection criteria to allow an in-depth study 

exploration.  

In this study, I seek to yield a substantial amount of information from each case allowing me to 

understand how practitioners are perceiving the “Diversity and Inclusion” and how it is 

practically decoded in their processes and practices. As Babbie (2008) states that, in terms of 

purposive sampling, a sample is chosen on the basis of the researcher’s knowledge of a 

population, its elements and the purpose of the study, I made my selection of two categories of 

organizations. Then, the cases themselves were chosen for their impact and the potential 

knowledge they can ensure noting that the power of purposive sampling lies in choosing 

information-rich cases for in-depth analysis dealing with the central issues being studied (Berg, 

2004).   

Three main categories are largely identified in the UAE corporate market:  the governmental 

institutions, the multinational companies, and the private local enterprises. 

Although the implementation of Gender Diversity and Inclusion in the government sector 

would be much interesting, but it  biases the study analysis since the approach is not the same 

as in the private corporate . . Therefore, public institutions will not be part of the unit of analysis 

for the following reasons, but will be explored in a separate paper : 

1- The government urged all the governmental organizations to implement and apply the 

gender mainstreaming and other gender diversity and inclusion tools in their entities to meet 

the UAE government commitment by 2025 whereas private organizations were only 

encouraged to. 

2- Women’s access to governmental organization is globally estimated as easier than the 

normal access of women in the private corporate world.  

3- Multinationals and the local private organizations face higher challenges in mainstreaming 

gender and attracting women talent. 

 

The four case studies considered are two affiliates of two multinationals identified globally as 

women-friendly employer: “Sodexo” and “MTECK”. The latter is a pseudonym as requested 

in the signed “Non-Disclosure Agreement”. Those companies, wildly working on empowering 
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and unleashing women potential in top executive levels, have already their own gender parity 

mechanisms, inherited from their mother company respectively in France and in Finland.  

Two other local private companies are assigned pseudonyms for purposes of confidentiality. 

We will refer to them as “ANGE” and “IMAE”. Both has initiated some actions towards gender 

parity and gender mainstreaming practices in early 2017.  An organizational context of each of 

the four organizations will be provided in a later section.  

 

4.5.2.4. Case Studies Design and collection Process  

 

Data are gathered from four case studies. This section details the range of information-gathering 

methods employed in the research. In each one of the four cases, the approach was quite 

different from the identification of suitable interviewees, to the observations, and internal 

documents reviews. The collection of data and information spread over a period of eight to nine 

months. 

Further details about how the data is collected specifically in each case, the investigation of 

documents, the observation of the work climate and the daily routine of the departments, the 

organizational policies, the Human Resources and Gender Diversity processes and practices 

will be provided in the following sections.  

A collection of multiple data sources is often considered a strength of case study research (Yin, 

2003) as it is the way to ensure and triangulate the credibility of findings and to uncover multiple 

understandings of the case, and establish “converging lines of inquiry” (Yin, 2003, p. 98).   

In this study, I refer to the triangulation of sources and methods (Stake, 1995), gathering 

information from different types of data collection (interviews, observations, documents, 

website publications, yearly reports, gender related specific topics, publications, observations, 

informal discussions, meetings, archival documents, etc.. (Yin, 1994, p.93), (Stake, 1995, p. 

49) to corroborate the findings across the different types of data sources and to well interpret 

the case as proposed by Stake (1995). Indeed, interviews served as the primary source as they 

provide in-depth information but shall be coupled with other forms of data collection to provide 

me with a well-rounded collection of information for analyses (Turner, 2010). As a matter of 

fact, the combined and multi-sourced information allowed me to enrich my interpretation and 

analysis. Although social constructionism argues that neutrality is never possible, and therefore 

reflexivity is important at all stages of research to ensure a certain neutrality in the data collected 

and analysis as I believe that we, as researchers, have a role to bear vis-a-vis the scientific 
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community to observe externally without being taken by the social and organizational beliefs. 

This requires a constant checking of inferences and assumptions, of paying attention to 

appearances but not accepting anything at face value, of seeking to understand different views, 

and examining the context within which people act. 

Being one of the most important sources of case study data (Yin, 2003), the interviews aimed 

to understand the “gender diversity” experience of people working within the organization and 

the meaning they make of that experience (Seidman, 1998). It is an important way to gain 

insight into issues such as diversity.  For this study, I approached interviews using primarily 

semi structured, open-ended questions with the objective of building upon and exploring the 

participant’s responses and reconstruct their experience within the topic of diversity (cf. 

Appendix C). The interviewee may propose solutions, provide insight into events, or also 

validate evidence obtained from other sources. Open-ended questions were used to give the 

respondents freedom to fully express themselves and elaborate on their perceptions of 

organizational impact.  Interviews lasted approximately one hour to two hours in average per 

interviewee. Those interviews developed an in-depth of each case the general gender diversity 

and inclusion policy and how the processes are being implemented. Throughout the interviews, 

we can investigate whether the Diversity and Inclusion is being embedded in the company 

culture or it is a part of quick winning strategies to improve women representation in their 

headcounts.  

The interviews were conducted in majority in Arabic language, as most managers’ mother 

language was Arabic. However, back translation of the questions and answers were used to 

ensure accurate translation. The original version of the questions was developed in English and 

then translated to Arabic. The interviews were in majority audio-recorded and transcribed in 

Arabic, then translated to English. Nevertheless, to make sure that the meanings were not lost 

during the process and for additional accuracy, the English translated version was verified by a 

peer reviewer (translator) . The final draft was satisfactory. 

Some extracts of the script are incorporated throughout this chapter to provide some 

descriptions of the case study.  Other sources of data were mainly the internal documents, 

presentations, surveys realized by the company, their intranet, their websites, communications, 

and internal newsletters.  They were examined in their offices.  

In parallel, I conducted some observations during formal and informal meeting and discussions 

with different participants and their colleagues within the companies.  I took detailed written 
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meeting notes and made audio recordings during formal meetings only. During informal 

meetings, I was only writing down on my journal the keywords or some special notes that 

sparked my interests.  I considered my observations as personal notes on the reflexive 

researcher journal that helped me to evaluate the qualitative studies and to ensure the 

trustworthiness of the cases studied compare what is said and what is normally done. 

Company internal and published documents were used to compare and support the findings 

from observations and interviews. Access to those documents was not a problem as Sodexo 

management, for example, fully supported their examination for the purpose of this research, 

but in the local companies, access to the documents was given in the presence of HR 

representative. Only notes were allowed, pictures or screenshots were proscribed.    

Being present for many hours during the whole duration of the research project gave a great 

opportunity for many informal, unscheduled talks.  Whenever those talks are relevant to my 

subject of study and potentially insightful for my research questions, I keep notes by either 

voice memos or by taking written notes to capture as much verbatim conversation as possible.  

As secondary data, I was referring to many forms such as events agenda, announcements, 

written reports, internal archives such as employee engagement surveys, code of conduct, 

employee manual, formal published and unpublished studies, newspaper articles, press releases, 

websites, annual diversity reports, etc. those documents served to corroborate and augment 

evidence from other sources.   

In the following subsections, I present the process of collection separately in each case study 

each case study. Since each case is unique, the approach adopted in each organization was not 

the same. I present first how the contact was made, how the process of collection was 

established in each of the four cases, what was the level of data access. Findings and 

observations will be displayed in the following chapter.  

 

4.5.2.4.1. Case Study N°1- SODEXO 

 

Sodexo has been nominated a worldwide “Champion of gender diversity” as presented by 

Mckinsey Report “Delivering through Diversity”, published in January 2018, and awarded in 

November 2018, the “Most Women-Friendly Employer of the Year” Award in MENA 

region. 
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Initial contact was established with Mrs. Sylvia Metayer, the Global CEO of corporate services, 

in the 19th International Forum of Women in Leadership, who introduced me to Mr. Damien 

Sangu, the Head of Human Resources and of Diversity and Inclusion in the MENA Region. 

This was followed by a first official meeting in which I presented my research proposal 

detailing the nature and purpose of the study, related activities, collection methods, 

confidentiality, and the voluntary nature of participation. A verbal agreement was reached with 

conditions that a letter of confidentiality agreement and restriction of data use (data to be only 

used once for the purpose of this study), and a summary of results would be provided to the 

executive leadership. The verbal agreement was followed by a formal request and approval to 

conduct the study and a detailed information needed with detailed timeline.  

I started then looking in their publications, the Sodexo Global website where I found detailed 

study on gender parity within Sodexo Group, detailed studies on employees’ welfare and 

initiatives to their employees. I gathered for a month the information from their yearly books, 

yearly publications, white papers, the interviews conducted on the media with Sodexo CEO and 

Gender Diversity Chief Officer on the subject. Hence, I understood basically the Diversity 

culture within the group. And it is about to see to what extent this culture is embedded in the 

MENA Region and in particularly in the UAE and what are the enablers and constraints to the 

implementation.  

After that, I was introduced to the executive team and middle management on March 8th, on 

Women International Day, where I had a presentation about Gender Parity Challenges in the 

Region. They were all open to participate, to support me in my mission. So, I had then 

equivalent to ten full days in their offices, where I had reviewed with the HR in-charge all the 

Human Resources processes and practices and some documents. I met also their Marketing and 

Communication Manager, the HR Manager in-charge of Benefits and Compensations, the 

Senior Vice President Head of Business Development and the Head of their SO-Together 

Network as well as the General Manager of Abu Dhabi Branch, etc..(Table 7- Case 1- 

Interviews  schedule… ).  
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Table 7 - Case I- Interviews Schedule 

Date Meeting with Title Duration Gender Main points 

discussed 

 

Dec 5th, 2018 

 

 Int.1 Human 

Resources 

Director  

 

 45 mins Male Diversity initiatives 

(History, targets, etc..) 

Dec 20th, 2018 Int.1  

 

Int.2 

Human 

Resources 

Director  

Recruitment 

Manager Africa 

& ME 

 40 mins  Male 

 

Female 

Diversity Initiatives 

and tools (audience; 

challenges, etc...) 

Recruitment process 

March 7th, 

2019 

Executive and 

Middle 

Management 

Team (35 

people) 

- 3 hours (2 hours 

Event including 

presentation and 

open discussion 

- Gender Diversity 

initiatives of the Year 

(So-Together; and 

shadowing days) 

March 17th, 

2019 

Int. 3 Recruitment / 

Talent 

Management 

Assistant Africa 

& ME 

40 mins  Female  

March 18th, 

2019 

Int 4. 

 

 

Human 

Resources 

Manager – Legal 

Compliance 

UAE  

 

46 mins Female  

March 24th, 

2019 

Int .5 

 

 

Procurement 

Manager Africa 

& ME – Logistics  

 

42 mins Male  

March 26th, 

2019 

Int. 6 Head of Benefits 

and 

Compensation 

68 mins Female Change Management 

(Code of Employees)  

March 27th, 

2019 

Int. 7 Marketing 

Manager  

 Female D&I communication 

channels 

April 4th, 2019 Int. 8 Public Relations     

April 6th, 2019 Int. 9 General 

Manager- Abu 

Dhabi Branch 

 

55 mins Male Implementation of the 

D&I; challenges, 

support, enablers, 

etc..) 

April 21st, 2019 Int.10 Senior VP, Head 

of Business 

Development 

 40 mins Female (Discussions as Head 

of Network) 

February5th, 

2020 

 Employees, 

Middle and High 

Managers, SVP, 

and Head of D&I 

of three main 

regions 

136 mins  46 

persons 

Findings Presentation 

and Discussion with 

the Heads of D&I of 

Australia, India And 

MENA Region 

 

 

The interviews took several stages. I was coordinating with Mrs. Zaidi who was scheduling the 

interviews with all the participants. Since, the introduction of my project and the purpose of the 
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research was made in the presentation, the ice was easily broken, and the interview was 

comfortable, and I was able to directly ask to take notes and record the discussion.  

The opening question was about their job, their daily routine and their journey in Sodexo. The 

opening question was an opportunity for me to collect contextual information.  The other 

questions flowed based on the discussion or what the participant said. While I tried to follow 

the interview guide (Appendix C) in the beginning, I dropped it sometimes, like the interview 

made with the interviewee (Int. 3), were the discussion went into details about the processes 

and practices and about real examples and lived experiences in the company. 

 

At the final stage of the interview, I addressed the final question to indicate to the participant 

that questions were over; however, the participant could provide any further information or 

recommendations at this stage. After each interview, I thanked the participant by email copying 

the HR Director and exhibited how his/ her contribution would help the research. Assurance of 

confidentiality of the information was provided and the use of personal information discussed. 

While some participants gave permission to use their names and to mention their titles, others 

did not see the added value. Hence, I coded the Interviewees and that would be helpful in the 

analysis later.   

I aimed in those interviews to encourage the interviewee to talk, with open-ended questions 

techniques, about their thoughts, feelings, views, and experiences with the processes and 

practices within Sodexo. 

As suggested by Spencer, Ritchie, and O’Connor (2003), probes are not meant to be used in 

isolation; it is not enough to move on to the next question having asked just one probe, such as 

“Why?”. Ultimately, the response to that probe will lead to another, revealing another 

information not yet explored. So, I continued the probes until a certain satisfactory level of full 

understating without annoying them with insisting questions. By this, I wanted to ensure 

neutrality and that I put aside my knowledge and understanding and asked for explanations. 

 

4.5.2.4.2. Case Study 2- MTECH Co  

 

I approached MTECH in November 2018 via a friend who introduced me to the Human 

Resources Director. The latter showed interest but warned me of their restrictions in time as the 

Human Resources Department in the Region is responsible of 14 countries. The company 

restructuring after the recent merger, recruitment and cutting off programs as well as diversity 
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agendas are squeezing their availability. I took the challenge and we conceived a timeframe and 

interviews schedule where I can get the looked-for data.   

The information gathered about MTECH is based on online sources that are already available 

to the public, the intranet which I get access for one day to review their internal documents and 

archives as well as eight interviews with different HR Representatives, Marketing Manager and  

two Sales Managers of which one female.  The purpose of the information gathered is to get 

detailed information of the company’s workplace diversity involvement, and the impact it has 

had on the company’s activities and success.  

 

Interviews process with MTECH followed the same process as the first case from introducing 

to conducting and thanking after the interviewees. I conducted eight interviews (cf. Table 8- 

Interviews schedule). 

 

Table 8 - Case II- Interviews schedules 

 

Date Meeting with Title Duration Gender Main points 

discussed 

Nov. 2nd, 2018 

 

 Int.11 Human Resources 

Director  

 

 42 mins Male MTECH 

Initiatives 

Weaknesses and 

Strengths 

Jan 13th, 2019 Int.12  

 

 

Recruitment 

Manager Africa & 

ME (Talent 

Acquisition) 

 50 mins  Male Recruitment 

Challenges in 

the Region 

Jan 21st, 2019 Int.13  Leader Retention 

Manager 

72 mins Female Retention 

Programs 

Challenges  

Feb 17th, 2019 Int. 14 Diversity and 

Inclusion (Project 

Manager)  

 

55 mins (via webex) 

she is based in 

Tanzania 

Female Diversity and 

Inclusion 

Perspectives  

March 20th, 2019 Access to 

documents   

Recruitment 

Manager Africa & 

ME 

 

Full day in their 

premises 

- Code of 

Conduct 

Webinars 

Internal 

Network 

conferences 

April 2nd, 2019 Int .15 

 

 

Recruitment Africa 

& ME 

 

49 mins (via Webex, 

based in Capetown) 

Female Recruitment and 

challenges 

May 6th, 2019 Int. 16 Marketing Manager  43 mins Male Communication 

on D& I 

June 16th, 2019 Int. 17 Account Sales 

Manager (Male)  

80 mins Male -Men’s role in 

gender parity 

- Importance of 

flexibility 

schedules 



P a g e  140 | 279 

 

June 23rd, 2019 Int.18  Sales Manager 

(Female) 

55 mins Female - Lived 

experience 

 

4.5.2.4.3. Case Study N3- ANGE 

 

In the International Women in Leadership Forum, ANGE got award as “Champion of 

Diversity and Inclusion of the Year- 2017”. This motivated me to establish contact with the 

Director of Human Resources who was present in the forum.  

A first interview was made on October 28th, 2018, where I investigated about their gender 

diversity and inclusion agenda and proposed to make a study within my study scope. After I 

got the approval, I presented to the HR Director the aim of the study, the interviews to be done, 

the variables that I am looking to study in my research. Another meeting followed in December 

with the HR Manager who took the responsibility to lead with me the agenda of the research 

within their company.  

This case was so challenging. First, while it is recommended to audio-record the interviews, 

unfortunately, I could not do so for all interviews for different reasons. Although an explanation 

of the interview objective was explained, the participants hesitated to criticize their own 

organizations on record. Two interviews were recorded (interviews 19 & 20), but the other 

participants did not feel comfortable recording their voice and words, constraining the interview 

process. Another reason was that when recording, the participant may become more formal and 

the interaction becomes stiff, maybe because they think it will be broadcasted. Therefore, I 

could not to record all the interviews in the company.   

On the other hand, I made notes of the answers and information provided by the participants 

during the interview. I developed a strategy to take notes to ensure that relevant and important 

information were not missed, and I invited a friend to take notes in the last two interviews.   

The second challenge was the changes which occurred in the company’s organizational 

structure and leadership redirected the research approach and positioning of my original plan. 

(as seen in Table 9, the interviews stopped in January, 2018 and resumed after almost a year). 

As a resultant of these changes, my persistence to collect the relevant data without causing 

inconvenience to the participants led to restrict the area of research. The resignation of both the 

HR Director and the Manager (Int. 15 and 16) delayed and limited the study. The new HR 

Director (male), understood my interest but he assumed that he has other priorities in the first 

year joining the company.  
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Table 9 - Schedule of meetings and interviews 

 

Date Meeting 

with 

Title Duration Gender Main points discussed 

Oct 28th, 

2017 

 

 Int. 19 HR Director  

 

64 mins Female - Gender and Diversity Impact on 

the business 

- Female Talent Development 

Program  

December 

20th, 2017 

Int. 20 

 

 

Recruitment Manager   45 mins  Female - Challenges in recruiting female 

talent 

- Legislation 

Jan 15th, 

2018 

Int. 21  Project Manager  40 mins Male  Raising awareness and other tools 

Appointment of a New HR Director 

 

Feb 17th, 

2019 

Int. 22 New HR Director 42 mins Male Gender Equality and Women 

empowerment in the UAE 

(advanced level) 

Fairness is key 

May 30th, 

2019 

Int. 23 

 

 

General Manager 

Deputy – 

Sustainability  

55 mins Female  Emiratization challenges  

Sustainability  

 

July 9th, 2019 Int. 24 New HR Director 

(again) 

35 mins Male Diversity is key priority not only 

gender but all varieties 

 

 

4.5.2.4.4. Case Study N4- IMAE 

 

The fourth case study is the one I used to work in few years back but left on good terms. I was 

identified as “high potential Employee”, although the industry is known as male dominated and 

I know that, when I left the company, the Human Resource Department was fully busy in 

designing and conceiving al lot of gender and women friendly initiatives.  

So, I approached them in Novembre 2018, and called the Chief Operating Officer, with whom 

we share couple of discussions on  perceptions and understanding of Gender Diversity and 

Inclusion and so was happy to allow me to review their processes and practices. He showed 

interested in the subject and my study stating that the company is keen on recruiting women as 

they believe that diversity would improve the organization performance. Nevertheless, although 

they ensure to have equal opportunity for everyone, they encounter a high resignation of women 

as they go up the corporate ladder. In 2012, they had 2 women in the top management 

(Executive CEO – Support Services and HR Director) and 18 per cent of their middle managers. 

In 2018, they have 0 women in their Board of Directors and Executive level and the 

representation of women in the middle management dropped to 12 per cent. Only at entry level, 

and administrative jobs, women represent 42 per cent (excluding the labors on sites). I offered 
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him to include IMAE in the case studies and work on understanding the reasons behind this 

leakage of women in their pipeline.  

Therefore, we scheduled the interview with HC Director and then I had 7 interviews. After the 

first interview, we agreed to meet after few months as the HC director advised that they are 

working with the Department of Corporate performance on diversity initiatives which will be 

announced soon. Hence, it is reasonable to wait and see.  

Interviews took place in September 2019 onwards (Table 10).  The interviews were mostly 

conducted in Arabic language, as all managers’ mother language was Arabic except two 

interviews which are Indian nationalities. The original version of the questions was developed 

in English and then translated to Arabic.  

Table 10  - Interview schedules at IMAE 

Date Meeting with Title Duration Gender Main points discussed 

December 10th, 

2018  

 Int. 25 Human Capital 

Director  

 

40 mins Male - Challenges as he was 

newly appointed  

- He believes that women are 

already empowered 

(Emirati culture) 

- It is good to have a gender 

balanced workforce, but 

the challenge is where to 

get them from 

September 10th, 

2019 

Int. 26 

 

 

Recruitment 

Manager with the 

presence of HC 

Director 

 53 mins  Male - Elhami Program 

- Tumoohi 

- Emiratisation  

September 15th, 

2019 

Int. 27  “High Potential 

Employee” – 

Project Manager 

52 mins Female - Challenges of retention 

- Case by case issue 

September 17th, 

2019 

Access to 

documents  

   - Code of conduct 

- General Presentation of the 

Company Values 

- Performance Appraisals 

- Few Exit Interviews 

September 25th, 

2019 

Int. 28 Head of Legal 

Departments  

49 mins Female - Her experience (flexibility) 

- Benefits less then Male 

(Women do not negotiate)  

September 25th, 

2019 

Int .29 

 

 

Corporate 

Performance 

Manager  

61 mins Male D&I agenda:  

- Working on role models  

- Unconscious bias training 

- Mentoring 

- Succession Planning  

October 17th, 

2019 

Int. 30 Associate Director 

of Procurement 

43 mins Male - Costs of  hiring more 

women  

- Projects deployment 

challenges 

Nov.24th, 2019 Int. 31 

 

Customer 

Relations 

Manager (recently 

joined) 

36 mins Female - Introduction and inclusion 

to IMAE 

- Work experience in UAE 

Nov.24th, 2019 Int. 32 Area Manager - 

Soft Services  

32 mins Female - Recently promoted (her 

career path) 
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4.6. DATA ANALYSIS  

 

Data analysis is a complex and challenging task particularly when we are dealing with large 

amount of data. On top of those 32 interviews, the data gathered from the four cases were 

heavily dense and rich whether it comes from their yearly documents, internal communications, 

exhibitions, discourses in social media, events, white papers, internal platforms, HR manuals 

or archival documents.  

As described above, I undertook a comprehensive process of collecting the data and ensuring a 

triangulation of the data sources collected, then I went to organizing the data, proof reading of 

the cases, coding and organizing them and forming an interpretation of them as advised by 

Creswell (2013). The data analysis, sorting and arranging them at first into several categories 

depending on their types whether they fall under barriers, or practices, or enablers, or outcomes, 

etc.. as seen in the initial coding list (extracted from literature cf. figure 31- First Coding 

Exercise). 

 

I adopted three steps as to proceed with the analysis (Creswell, 2006 :469).  

1. Become familiar with the data and identify potential themes (reading/memoing);  

2. Examine the data in depth and contextualize the case to provide detailed description of the 

setting, participants and activity (describing);  

3. Categorize and code pieces of data and grouping them into themes (classifying them in Data 

Matrix and/or in a coding grid).  

 As mentioned earlier, this research is constructed based on an abductive approach as a form of 

analytical reasoning. Therefore, my data analytical framework involves going back and forth 

between empirical observations and the theory; which allowed me to move from the empirical 

data of a “mentoring” for instance as a practices to a “mentoring” as theorized in the literature 

of gender diversity management. My research design, being exploratory and abductive, leaves 

a space for surprises and unexpected results that may emerge from the field, something that 

stimulates the abductive reasoning. Hence, the processual approach of the gender diversity plan 

was not shown in the theory but more extracted “surprisingly” from the empirical observation 

and analysis.  
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4.6.1. Adoption of A Processual Approach  

 

Again, since the purpose of those case studies is to explore the perceived influential factors of 

effective organizational change for instituting diversity initiatives and to investigate the process 

of implementing diversity initiatives successfully, I select to reconstitute the diversity 

management program adopted by each of those four organizations from a processual 

perspective to understanding the organizational change. Commonly, the change process can be 

divided into manageable and simple portions (figure 29), which are (1) conception of a need to 

change, (2) process of transition and operation of new practices to reach a (3) desired state 

(Pettigrew, 1990). 

Figure 29- Stages of Change Process 

 

 

 

 

Source: Pettigrew (1990) (adapted) 

The conception of a need to change is interesting since organizations seem to have two different 

strategies : either reactive response to external or internal pressures or proactive initiated change 

through a belief in the need for change to meet future competitive demands. Thus, I analyze the 

conception of a need to change as a “critical incident” in the diversity management journey. 

This need turns us to think about the “perceived influential factors” which may conspire to 

initiate change both at the internal and external levels. Those perceived factors can be new 

trends, changing government legislation, social change, or new decision to create more 

opportunity for the organizations. As seen with the relational framework, those internal and 

external triggers to change are often interdependent. Aftershock, the organization may or not 

prepare the appropriate climate of change and develop framework for understanding the process 

and context of change without necessarily a need to model the pathway, but, rather, identify the 

actions and measures needed. Processual research requires interpretation of patterns in events,  

and the logic which may explain how and why these patterns occur chronological sequences 

(Pettigrew 1990). While some of these processes are linear, directional, cumulative, and maybe 

Desired 

State 

Conception 

of a need to 

change 

Process of 

transition and 

Change 
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irreversible, the others are non-linear, chaotic, disorganized, and transformational (Sztompka 

1993).  

It is challenging and interesting to analyze the data from a processual approach as the research 

seeks to describe how things change over time more than evaluating the results of the process. 

No doubt, this will generate sound knowledge, not only of processes and outcomes but also of 

why and how outcomes are differentially shaped by processes (Van de Ven 1992; Pettigrew 

1997).  

Thus, for any information theoretically sound and practically useful, processual research should 

explore the context, content and process of change and dynamics together with their 

interconnections through time (Pettigrew 1990). Hence, the case studies are studied based on a 

roadmap of critical incident (1) and a pattern of  phases (figure 30). 

 

 

 

 

 

Critical Incident  

Identifying a critical episode includes, the antecedent information (what led up to it or 

conception for a need to change), detailed description of the experience itself (actions into three 

phases or levels), and the outcome of the incident (Inclusive Workplace). 

 

Process Actions  

Create a climate of Change

- Identify the Barriers / 
Assess the needs 

- Preparing the ground

- Leadership 
Commitment 

Engage and Energize Organisation 

- Engage employees

- Communicate Internally 

- Design Policy and 
Practices 

Implement and Sustain

- Implement practices

- Measure progress

- Monitor 

- Communicate 
Externally 

- Corporate Social 
Responsibility 

Critical Incident (Episode) 

Figure 30 - Intra Organization Analysis Roadmap 
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In these patterns or phases (figure 30), three main actions were identified from the coding grid 

developed in section 4.6.3 (figure 32). Nevertheless, analyzing the codes is nonsense if we do 

not situate them in the context of each case studies. I present each case study with a company 

overview, with a “quote” of one of the company leaders reflecting their D& I discourses and 

spirit, then Diversity and Inclusion Journey decoded into strategy, processes and practices and 

initiatives as part of the road map pattern (figures 35, 37, 46, 47), the main specifications and 

characteristics of each case, strengths and weaknesses, what has been achieved and what is their 

diversity and inclusion perception.  

 

Factually, I dissect Global D&I strategy into processes and practices locally adopted to ensure 

integrity and fair comparison with the other cases. As mentioned above, content analysis using 

codes was used to interpret the results of the interviews conducted in the case studies as well as 

the ones of the documents and observations. A set of codes developed from the list of questions 

and themes of the interviews, the pre-assigned theme which became less relevant in the analysis 

and was replaced by new themes and sub-themes. 

The 32 interviews as well all the case studies related document were analyzed and compared 

using Excel and guided by the codes developed in the interview responses. The narrative texts, 

consisting of verbatim records of an interviewee’s remarks, were sorted and tabulated according 

to concepts and to support the analysis interpretations, they were analyzed through the process 

of segmenting, coding, categorizing into five process categories or themes.  

Interviews responses were manually organized and sorted into groups using Excel to develop 

the thematic interpretation of meaning and insights from recurring patterns within and across 

the 32 interviews.  With regards to internal company documents, data gathered from the review 

of company policies, code of conduct, newsletters, communication letters and trainings 

modules were used to describe the organizational context. Since the study is qualitative and 

quantitative, we need to get back to the transcripts, texts, and the observations, to make sure the 

interpretation is not biased. 

 

4.6.2. Interviews Transcription 

 

Interviews were transcribed as soon as possible, after the interviews. They were transcribed 

verbatim and literally in the way it was presented by most of respondents. In some interviews, 
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where the recording was not permitted and in some long meetings, I attempt to preserve the 

word forms of the participants and transcribed them to the closest possible. In addition, all 

nonverbal and para-linguistic communications from the interviews were noted to draw meaning 

from them. Para-linguistic communications were also written on the notes agenda when 

occurred during my journey in the organization.  

Second, I used the bracketing system for reduction. Bracketing involves suspension of the 

researcher’s meanings and interpretations especially during long meetings where discussions 

move sometimes to the weather and health conditions for instance. After that, I read through 

the transcribed interviews carefully with openness to develop meaning, with sometimes 

relistening to the interviews to get a holistic interpretation. Then, I printed out the transcripts 

and started highlighting general codes according to the study goals (Bazeley & Richards,2000).  

However, as I read the transcripts again and over again, new sub-codes kept on emerging. With 

a full list of 252 codes, I realized that some “terms” actually expressed the same idea and could 

be merged, so I categorized and classified the related ones, cut and pasted them into the “parent 

codes” and came up with broader and expanded ones. In this way, I got rid of the redundant 

ones. 105 final codes were retained with majority appear in the initial coding list (extracted 

from the literature). I also made descriptions and memos as I coded which helped me to reflect 

on them afterwards. This was also important in developing a deeper analysis of the data. 

4.6.3. Data Coding  

 

A first attempt was to regroup those emergent themes or general ideas. I noticed a first auto-

regrouping of those codes into three main themes (Table 11) : Macro – Meso and Micro as per 

the relational model of Ozbilgin, Cox Model falls under the meso section where corporate and 

organizations actions to be taken are theorized. As for the inclusive workplace Model of Mor 

Barak, it is between the meso, the macro and the micro groups. An additional descriptive theme 

appeared (dynamic, ongoing process, continuous, not static). This group confirms the 

dynamicity aspect of the diversity and inclusion management plan.  

Table 11 is then a purely coding list taken from the literature review. At this stage, the list is 

large with three main themes (Macro, Meso and Micro) and more than hundred fifty codes that 

appeared in the previous studies and literature.  
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Then, I analyzed the impact of those codes and their interaction and reversibility and found that 

I can group them into different themes than Macro – Meso and Micro. The new themes are now 

more axial than open (Table 12): Those codes existent in the academic literature can be 

originated from 3 main themes (drivers/ enablers, barriers, and inclusion process).  Once 

established in this way, I restructured those sub-codes as per descriptions (structural, cultural, 

societal, informational, etc..) 

This table is the initial coding list which was used to guide me in the case studies and in the 

interviews undertook as a part of the case studies. This initial code list is expanded and more 

elaborated  with conducting the data findings analysis.  

At this level, I started to trace already the multi-level of analysis that should be prevalent. As 

macro, meso and micro interact in all level of analysis as drivers or enablers, as barriers, as 

inputs and outcomes for the diversity and inclusion process.  

 

As mentioned above, using a processual approach allows to get surprisingly unexpected results. 

Therefore, I found in the data gathered new emergent codes reflecting the critical incident as 

well actions of the process steps as mentioned before. Among those  105 filtered codes, new 

codes and sub-codes emerged as per the following: 

- action process related codes : climate (create a climate of change, prepare the ground), 

hidden barriers (identify the barriers), Engage , Organize, implement and sustain, etc.. 

- contextual codes ( emerged from the case studies as related to the UAE and MENA context) 

: Emiratization, returnship, government commitment, equal pay, part-time jobs, maternity leave 

(extension), horizontal gender balance, Top Down Initiatives, Bottom up initiatives, childcare, 

exit interviews, virtual remote work programs, Media Perception, Entrepreneurship 

communication internally (communication channels of employee with higher management, 

women with high visibility, leadership commitment, etc..), communication externally 

(upstreams et downstreams “en amont et en aval” i.e. with clients, suppliers and external 

communities, sponsor D&I activities and forums, cross industry and sectoral collaboration, 

welfare projects, etc.. ). While some of those sub-codes represent policies, practices, drivers or 

enablers, others represent practices, tactics, etc.. 

 

Those final codes were rearranged in table 13 to observe a better pattern in the data essential 

for the final evaluation and analysis. The importance of case study approach is that it permits 

to explore different relationships between themes, codes, or sub-codes. Then, based on the case 

studies conducted, I grouped those codes into five main categories as shown in table 13 : 1- 
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Identify Barriers, 2- Capitalize on the strengths to prepare the ground, 3- Create a climate of 

change, 4- Engage and energize, 5- Implement and sustain and a category. This table of coding 

grid takes the lead of a non-linear process (dynamic and continuous loop learning journey), 

identifying key steps and actions and realizing combined a new multi-layered understanding of 

diversity and inclusion management  implementation. 
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Table 11 - First Coding Exercice 

Macro 

context  

Meso 

organizational culture   inclusion 

Micro  

Training 

barriers  job segregation  integration mentoring  

discrimination  wage gap diversity work life balance 

social attitudes  sexual harassment change management aspirations 

anti-discrimination lack of promotion  improving problem solving identities 

legislation / laws / regulations rejection of career development  increasing creativity and innovation experience  

Legal compliance Equal opportunity improving quality of personnel 

influence of the macro 

and meso  

stereotypes add women and stir  recruitment retention motivation 

oppressive relations  valuing difference  empowerement individual power 

sectoral context  part-time job cohesiveness beliefs 

national context gender subtexts gendered processes interests 

male dominated field Affirmative Action construction of symbols and images flexibility 

difference based on biology Business driven  interactions learning 

same rights  merit based gender subtext  gender orientation 

same educational  corporate social responsibility low expectations  gender identity 

sameness discrimination and fairness paradigm  double standards impostor syndrome 

family oppression access and legitimacy succession planning lack of confidence 

family support  learning and effectiveness  diversity discourse Male Manager 

comparable worth  structural barriers  tokenism Male way 

systematic oppression  awareness  quota leadership traits 

gender equity processes gender neutral authenticity  

psycho-sexual development interventions initiatives  gendered organization  challenge 

different aspect of diversity rituals nurturing talent  contribution 

multi-ethnic lack of support of senior management  glass ceiling / cliff  

underestimating women's 

potential  

race discriminatory discourses unconscious bias believe in yourself  
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color initiatives exclusion  

work hard to prove your 

abilities 

religion diversity climate  masculine values confidence  

disabled people HR procedures dominance  inspire confidence 

generation  Performance appraisal  relations power flexibility 

social expectations setting up diversity office disadvantageous positions determination to succeed  

patriarchal societies diversity network advantageous positions hierarchical status 

dominance  trainings informal power 

understand the 

psychology of motivation  

sexist context 

educating the staff (informational 

interventions) sustainable  role model 

community structural intervention prosperity individual competence  

national collaboration cultural interventions existing interventions  emotional competence 

international collaboration strategic integration truly gender equal world   Queen bee syndrome 

fair exchange of goods organizational flexibility transformative shifts   

  personal involvement innovative approaches    

  communication new solutions    

  

work schedule and physical 

environment commitment    

  accountability career development   

  reporting process training coaching   

  knowledge management Program enhance maternity leave   

  Inclusive workplace leadership support    

  inclusion based practices research and measurement   

  male coded value education   

  cooperation moderator alignment of management systems    

  Management philosophy process of continuous loop learning   

  vision     
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Table 12 - Second Coding Exercice 

Themes  Codes Description  sub-codes 

Drivers / 

Enablers 

Macro level 

Societal 
Gender- Neutral Education  

Women Higher Education  

Cultural  

Family Support 

Public Consciousness 

Women representation in Politics 

Compliance / 

Legislation  

Quota (Women on Boards) 

Equal Opportunity Law  

Government Leadership 

Gender Mainstreaming  as a Public 

Policy 

Meso Level  / 

Organizational / 

Inclusive Culture 

Informational 

Awareness 

Diversity Training 

Unconscious Bias Training 

career Development Program  

Provide awareness campaigns to 

external communities  

Structural  

HR Inclusive Practices ( Recruitment- 

Promotion- Retention) 

Work-Life Balance 

Maternity Leave 

Internal Network  

workplace conditions 

Organizational merit base culture 

Work Flexibility 

Cultural 

Interventions  

Mentoring  

Sponsorship  

Coaching 

reporting about sexual harassment, 

discrimination or violence is 

systemized 

Equal Opportunities 

Value difference  

Equality through sameness 

Changing attitudes (Manager style, or 

the Performant Employee) 

changing the dynamics of male-female 

interactions  

Strategic 

Integration  

Values Drivers 

Communicate  

Measuring Progress 

Continuous improvement  
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Corporate Social Responsibility 

Business Case 

Employer of Choice 

Strategic Priority 

Higher Profitability  

Clients Requirements 

Leadership Commitment and 

Engagement 

Performance measurement 

Accountability 

Compelling CEO Vision  

Micro level  Individual  

Leadership Style 

Innovation 

Confidence 

Emotional Intelligence  

Individual Competence  

Barriers 

Macro level 

Societal  

Patriarchal  

Stereotypes 

Societal Value  

Oppression  

Cultural  

Family Commitment 

Dominance  

Absence of Role Models  

Gendered Education  

discrimination  

Legislation/ 

Absence of Laws 

 Human Rights 

Maternity Leave 

Equal Pay 

Equal Opportunities 

Fairness and legitime access 

Anti-discrimination Law 

MESO Level   

Structural  

Gendered processes 

HR male valued Practices ( 

Recruitment- Promotion- Retention) 

Gender subtexts 

wage differences  

resume gap is not accepted  

Cultural  

Lack of engagement culture  

construction of images  

discriminatory discourses 

exclusion  

Strategic 

Intervention  

lack of Leadership Commitment  

no clear target 

no monitoring 
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add women and stir 

Micro Level  Individual  

Impostor Syndrome 

Queen Bee Syndrome 

lack of engagement  

sexual identity  

influenced by the macro and meso 

level 

Inclusion 
Process 

Meso Level 

Create / Establish 

Research  

management Leadership  

vision  

process of continuous loop learning 

educate 

Implement 

HR inclusive practices 

alignment of management systems 

Measurement 

communication 

personal involvement  

Accountability 

knowledge management Program  

Interact with national and International 

Contexts 

External community 
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Table 13 - Coding Grid 

Themes Sub-codes Actions  

Barriers 

Socio Cultural 

level  

patriarchal society  

Identify 

Barriers 

community expectations  

family commitment / demands 

Work-Life Balance 

Stereotypes about working mothers  

Structural  level  

Organizational policies  

mobility hindering women promotion 

Pay Gap (Benefits Compensations)  

work sites conditions  

Lack of Role Models  

Individual level  

Modesty (Men Better Leader;  Women are at first place 

Mothers); employee past experience (in the organisations) 

Impostor Syndrome ; lack of female resource  

Males Perception (Managers and colleagues) 

Hidden Barriers  
Unconscious Bias ; lack of leaders commitment  

Gender impact assessment cost 

Drivers/ Enablers  

Macro Economic 

Context  

Government Leadership ; Women Political Representation 

Capitalize 

on those 

strengths to 

prepare the 

ground and 

create 

enabling 

environment  

Macro-economic and Political Climate 

Women External Networks and Communities 

Media Perception;  Entrepreneurship 

Societal and 

Individual level  

women Confidence level 

leadership Style 

Gender- neutral Education 

Women Higher education  

Family Support  

 

Organizational 

Level  

Clients spectrum  

Sponsorship  

Mentoring  

Suitable Policies  

organizational merit base culture 

Business Case  

innovation ; employee expectation 

Higher Profitability  

employer of choice 

Strategic Priority  

Clients  

Compliance / 

Legislation   

Emiratization 

Quota (Women on Boards) 
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new Laws  (2011: Part-time Work); Maternity Leave 

extension in gov. entities; parental leave ; wage pay; 

Government's leadership  

Gender Mainstreaming  as a Public Policy 

Government Commitment 

public consciousness 

Inclusive Culture  

  Increase Men Awareness 

Create a 

Climate of 

Change  

  Hiring more women in Top and Middle Management  

  Training  

  Leadership Commitment 

  Gender Balance  

  changing the attitudes 

  unconscious bias 

  Compelling CEO Vision  

  Value Drivers 

  Internal Network  

  Women Network with collaboration of men  

  Horizontal Gender Balance  

  Leadership engagement  

Design HR 

Policies and 

Practices  for D& 

I  

  Maternity Leave;  

  best practices ; customized practices 

  parental leave 

  Return-ship programs  

  coaching 

  
work from home on a day when they have a personal 

commitment is a common practice 

  Equal Pay  

  change the workplace conditions  

  work flexibility 

  virtual / remote working programs  

  childcare 

  talent development programs  

  Leadership Development Programs  

  
Networking events with company leaders take place during 

office hours 

  Hiring procedures 

  Digitalization of the recruitment process 

  career development 

  Exit interviews 

  Educate 

  Communication 

  Trainings and Learning development 

  Survey 
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Communication  

Internal 

Communication  

communicate with women on high-visibility initiatives  

Engage and 

energize / 

Sustain and 

Implement 

communicate with employees on the initiatives  

communication channels between employees and higher 

management is easy; 360 degree feedback 

Communicate about  diversity target or goal inside / 

outside the organization 

reporting about sexual harassment, discrimination or 

violence is systemized 

Communicate about Role models and Champions of 

inclusion within the company 

Celebrate champions of Diversity and Inclusion  

External 

Communication 

Communicate with Clients on D&I strategy 

Provide awareness campaigns and trainings to clients and 

external communities  

sponsor D&I activities and forums 

Liaise with external  

Bold Leadership  

  Strategic Priority  

  Sponsorship  

  Leadership Accountability 

  Measuring Progress 

  Continuous improvement  

  Accountability 

  Welfare Projects  

Drive the change  

  prioritize initiatives and interventions  

  changing the dynamics of male-female interactions  

  Journey  

  Top Down  

  Bottom Up  

  Horizontally  

  other dimensions of Diversity  

Measurement  

  Benchmarking 

Implement 

and sustain  

  Metrics and Tracking 

  Measuring by number  

  Quality of employee engagement and belonging 

  Local Adaptation 

  Cross-industry/ sector collaboration  

  Community initiatives 

  Corporate social Responsibility  

  
Prioritize activities and initiatives based on cost time 

commitment  

  
introducing appraisal parameters that focus on quality of 

output while rolling out flexi-time and work mobility 

  focusing on productivity rather than presenteeism  
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4.6.3.1. Validity Triangulation and Reliability 

 

A holistic approach on validity and reliability through triangulation procedure increase the 

trustworthiness of any research (Kamana and Othman, 2016). Hence, assuming that the 

credibility of a qualitative research depends on the validity and reliability of research findings 

while designing a study, analyzing results and judging the quality of the study (Patton, 2001), I 

was keen on getting all the information and gather all the data that might relate to the four case 

studies from interviews, to notes, observations, archival notes. As shown in figure 31, I ensured 

the validity of the study on two levels (the data collection in the companies and in the process 

of conducting the case study from using multiple sources of data/ evidence, keeping an agenda 

of observations and notes).  

Then, as expressed by Yin (1994, 2009), the converging lines of inquiry is a “process of 

triangulation and corroboration emphasized repeatedly” so that, any case study findings or 

conclusion is likely to be more convincing and accurate based on several different sources of 

information, following a corroboratory mode. As sense of ‘rigor and thoroughness’ was fulfilled 

in the case study process (Merriam, 1988 and Patton, 2001) and a triangulation was adopted as 

strategy using multiple methods of data collection and data analysis to enhance the validity and 

reliability of research or assessment of results (Mathison, 1988). For instance, I looked to get 

information from different stakeholders, from conferences, forum, websites, external and 

internal communications, and corroborated them at the same fact of diversity and inclusion 

management.  

Figure 31 - Validity, Triangulation and Reliability of the Research 

 

Source: (Kamana and Othman, 2016) 
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4.7. SUMMARY  

 

In this chapter, I presented the significance of the methodology adopted for the research, the 

rationale behind using an abductive approach with a qualitative research method based on 

embedded case studies. To answer the research questions, the “multiple embedded case studies” 

method was recognized as the most appropriate method. Four cases were chosen: while all cases 

are large enterprises with a high discourse on Diversity and Inclusion, they do not stand at the 

same level neither share the same D&I perspectives. Second, I presented the data collection 

process in which I conducted my four case studies from one-to-one interviews to documents 

review, the way I transcribed the interviews and coded the data collected. Since the data analysis 

is the “process of bringing together all the data collected and examining, categorizing, 

tabulating, and testing the evidence to address the research question” (Yin, 2003). Then, I 

presented how I organized, categorized progressively from categories and general themes into 

narrow groups of key data, synthesized to be finally analyzed the findings of the research.  

The following chapter discusses the results of those four case studies. Those results will be  

presented below as “intra-organizations result or findings” (chapter five) and “inter-

organizations result” (Chapter six). The rationale behind presenting results in this way has to 

do with the research question and sub-questions.  
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5. CHAPTER FIVE – INTRA ORGANIZATION RESULTS  

This chapter presents the first segment of data results of the study. Based on the research 

question and sub-questions, I consider analyzing the data into two facets : the intra-organization 

results (chapter five) and the inter-organization-results (chapter six).    

Analyzing the results as intra-organization allows me to explore and understand the perceived 

influential factors, the unique motives behind of effective organizational change for gender 

diversity management, as well as the different measures and practices adopted by each of the 

cases to manage well their diversity and achieve a parity in their top management. I adopted the 

“cross-case” procedure (Stake, 2005) with detailed attention is given to the local situation of 

each case study, and with no rapid merge of findings into research questions and overall 

understanding of the cases studies. In chapter five, each case is heard, then put aside a while, 

then brought out again, and back and forth. 

On the other hand, analyzing comparatively among those case studies allowed me to better 

realize and reflect the relational framework, the consideration of the socio-cultural context and 

how each can contribute by their practices to a better implementation of gender diversity 

management plan.   

In what follows,  and for the sake of harmonization of the analysis, and after deeply deliberating 

on the Diversity and Inclusion progress journey of each of the four cases, that will be presented,  

I designed a processual road map as discussed in section 4.6.1 that allowed me to critically 

understand and analyze and show moderately how each organization manages their  D&I 

agenda as well as a standardized analysis approach.  

 

5.1. CASE 1- SODEXO  

 

5.1.1. Company Overview 

 

Sodexo is a French food services and facilities management company. “Founded in 1966 by 

Pierre Bellon, Sodexo is a global leader in Quality of Life services, offering On-site Services, 

Benefits and Rewards Services and Personal and Home Services” (Sodexo Report, 2018). 

Sodexo is today one of the world's largest multinational corporations, with 470,237 employees 
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as of 2019 and with a strategic presence in 67 countries (Sodexo – Fiscal 2019 Registration 

Document). 

Sodexo is committed to building a better tomorrow for everyone. They developed a “ Better 

Tomorrow 2025 commitments” in its three roles as an Employer, a Service Provider and as a 

Corporate Citizen. Gender Equality falls among the Top three commitments.  Recognized for 

its gender equality commitment, Sodexo won many “Gender Equality Awards” over the last 

twelve years and in many regions around the Globe64 . Those various awards demonstrate that 

Sodexo attempted successfully to integrate diversity and inclusion into the fabric of their 

organization and leveraged it as a true business imperative65.  

 

As of end of 2019, women represented 60 percent of its board members and 35 percent of their 

executive committee.  The share of women on the Executive Committee decreased slightly from 

37 in 2018 (figure 31- 32) due to the turnover, but, remains at a healthy 35% level and above 

the 27 % in 2017. On the other hand, the share of women has increased in the Group Senior 

Executives community from 33% in 2017 to 37% in 2019 (figure 33)which is an important 

talent pool for the future Executive Committee members as well as among managers. 

 

 

Quote Summarizing the case 

“ 
Gender diversity is essential. It is beyond a moral obligation; it is a business imperative and 

differentiator. When women reach their full potential, business and society are stronger and more 

successful. At Sodexo, greater diversity and inclusiveness are part of a cultural transformation that 

requires time and humility... Women currently make up 37 per cent of the group's Executive 

Committee, and 54 per cent per cent of its Board of Directors, and Sodexo has enshrined its 

commitment to achieving gender parity by fostering strong gender networks throughout its 

global organization…       

Denis Machuel

Sodexo Group CEO 

 
 

Source: FM Industry Online Magazine, visited on December 7th, 2018 

 

  

 
64 11 Consecutive years in which Sodexo has been listed by DiversityInc among the Top companies for LGBT 

Employees, for Talent Acquisition for Women of Color and for Executive Women (Sodexo website) 
65 https://www.diversityinc.com/sodexo visited on December 12th, 2018 

” 

https://www.diversityinc.com/sodexo
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Figure 32- Sodexo Group Workforce by Gender - 2019 

 

Source : Sodexo 2019 Fiscal Report 

 

Figure 33- Sodexo Group workforce by Gender 2017-2018 

 

Source : Sodexo 2018 Fiscal Report 

 

Sodexo Gender Distribution of the workforce  

Globally, although the facility management and on-site services are recognized as “male-

dominated” industry, women represent 55 per cent of the total workforce of Sodexo and 44 per 

cent of the management teams66 as shown above in figure 32.  

As per their annual report, Sodexo focuses not only on diversity and inclusion but mostly on 

creating Value improving customer and employees experience, reducing environment 

pollutions, and enhancing community’s life and environment.  As for their global diversity and 

inclusion strategy on five key priorities: disability, gender, generation, culture and origin, and 

sexual orientation and gender identity. They have a strong focus on women as much as focus 

 
66 Source: Sodexo 2018 and 2019 fiscal Report 
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on including various dimensions of diversity, based on the needs of the individual countries 

where they do business. 

In the United States, where still prevails the issue of women of color, Sodexo has seen an 

increase of their representation in executive roles of 27 per cent over the period 2012-2017. 

They currently represent 20 per cent of the executive team while women represent 40 per cent 

of it. 

In the MENA region, the rate is lower to 22 per cent as per the head of Diversity - MENA. 

However, Sylvia Metayer, CEO of Corporate Services- Sodexo, revealed in her speech in 

Women Leadership Forum held in Dubai in November 2018 that Sodexo aims to achieve a 

female representation within its senior leadership team of at least 40 per cent by 2025. “To 

ensure that all senior executives—both men and women—understand the value placed on this 

goal, 10 per cent of their annual salary bonus is linked to progress achieved in meeting it”, 

announced Metayer. 

Talking about figures, female represent 50 per cent of the Board of Directors, 32 per cent among 

senior leaders, 46 per cent of the middle management and 40 per cent of the total workforce. 

Those figures are not truly reflected in the MENA region (40 per cent of the senior leaders but 

22 per cent of the total workforce) (table 14). Challenges behind that delay will be presented 

later in this section.  

 

Table 14 - Gender Distribution of workforce by category (Global vs. MENA Region) 

 

Sodexo’s Commitment to Gender Balance:  

Key Statistics 2017 

Global MENA 

Region 

Representation of women on the Board of Directors  50 per cent N/A 

Representation of women on the Global Executive 

Committee  

25 per cent N/A 

Representation of women among senior leaders  34 per cent 40 per cent 

Representation of women among middle management  43 per cent 22 per cent 

Representation of women among total employees 55 per cent 15 per cent 

Employees working within entities with gender-

balanced management  

59 per cent 5 per cent 

Source : Sodexo 2018 Fiscal Report 
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5.1.2. Sodexo and the Diversity Climate Journey  

 

The Diversity and Inclusion journey in Sodexo started officially in 2002 when Dr. Rohini 

Anand was hired as Chief Diversity Officer and after a class-action lawsuit67 in North America. 

And since then, Sodexo committed to make diversity a priority at Sodexo - USA.  Initially, the 

Chief Diversity Officer as well as the CEO worked with the Chief Human Resources Officer 

and Sodexo’s General Counsel and focused on implementing systems and processes including 

not only training systems, selection processes, and a career posting center but also to socialize 

the organization about the business benefits of being a leader in diversity and inclusion.  

In parallel, varied diversity initiatives started to spark the European community and European 

corporate market. In 2007, Sodexo declared making diversity a key global priority. 

Through a diversity scorecard, Sodexo set quantitative and qualitative targets for diversity 

representation and pressed the importance of meeting them with his leadership team.  The 

scorecard also allowed the company to track underlying processes that drove those outcomes 

and held managers accountable for behavior changes that would ultimately impact the 

representation metrics: 25 per cent of the executive team’s bonus and 10 to 15 per cent of 

manager bonuses were tied to “gender equality” scorecard performance.    

Additionally, they implemented key diversity practices focused on building awareness 

internally of the company’s approach to diversity through trainings, mentoring programs, work 

life effectiveness programs, etc… Executive team members were required to sponsor and 

actively participate in employee network groups. As mentors, they were often paired with 

someone from a different race/ethnicity or gender.   

Anand and Landel focused on making a ―business case for diversity in which diversity would 

be a way to differentiate the company from its competitors. By 2005, the company started 

receiving requests from clients and other companies to share Sodexo’s success story and help 

them design and implement their diversity strategies68.  Several times, clients asked the 

company to provide diversity consulting to their organization or diversity training for their 

employees.  As a result of these initiatives, Sodexo’s commitment to diversity became more 

apparent to external audiences. 

 
67 The Class-Action Lawsuit In 2001, a class-action lawsuit was filed in Washington DC against Sodexho Marriot 

Services, Inc.5 The majority of the 2,400 plaintiffs in the class were former and long-term Marriott employees 

who claimed that the company had discriminated in its promotion decisions starting in 1998 
68 David A. Thomas and Stephanie J. Creary, (2011), “Shifting the Diversity Climate:  The Sodexo Solution”, 

Harvard Business Review.  

 



P a g e  165 | 279 

 

Implementing diversity initiatives in Europe has not been easy due to cross-country differences. 

Sodexo designed a diversity approach simultaneously on the global and local level. “We 

designed and implemented company-wide processes for selection, performance review, and 

promotion.  We instituted diversity training and focused on communicating our approach and 

commitment to diversity.  We also now understand the business case for diversity.  We are in 

the business of serving others.  So, if we are not able to understand our customers then we are 

not able to adequately serve them”, Michel Landel, president and CEO, Sodexo.  

In Europe, in addition to creating metrics focused on gender diversity, the company also created 

initiatives focused on engaging, developing and retaining women. At that time, women did not 

like the idea to be part of women focused initiatives, they were claiming being in the position 

because they have earned it.  

Sodexo thought then to form partnerships with external women’s organizations which held 

conferences in different cities open to women at all professional levels. With the formation of 

Sodexo Women’s International Forum for Talent (SWIFT) in 2009, and the invitation of 

Sodexo to different external women focused NGOs, this mindset was beginning to change, and 

the Group had started to target mentoring, women’s networks and work-life balance initiatives. 

SWIFT’s main objectives were to engage the organization by communicating the business case 

for gender equity and raising awareness through training, create a culture of inclusion by 

addressing issues of work-life balance, which were important to both men and women, and 

developing women’s networks and finally to develop women’s careers through mentoring 

initiatives and encouraging other women to pursue developmental opportunities.   

 

Moving Forward on the Journey in the MENA Region 

 

While the company’s global strategy related to gender diversity was clear, the global diversity 

initiative for the Group was well underway. Further, Sodexo started replicating this diversity 

and inclusion strategy all over the world. Priority went to countries were the context was 

changing to become more receptive: India and China in 2011 where the diversity initiatives 

were developing more rapidly, and then MENA Region in 2015. 

 

By 2010, the company had developed diversity priorities focused on five different dimensions 

of difference at the level of the group: gender, race/ethnicity, sexual orientation, disabilities, 

and age other demographic dimensions was still in the early stages of development.   Race, 

ethnicity, immigrant status, sexual orientation, age were also priority dimensions of difference 
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for the company, but considerable work still needed to be done to help employees understand 

why focusing on these dimensions was important to the company’s future.   To that end, a global 

LGBT69 task force was in its initial stages of development and was building a framework that 

would engage the organization. A significant amount of work had also been done with the 

company’s approach to employing people with disabilities, especially in France where there 

were legal requirements to hire people with disabilities.  

Sodexo has also established a global strategy for gender equality to ensure opportunities for the 

advancement of women.  This strategy forms the basis for key initiatives, including inclusive 

workplace training, mentoring, and gender networks throughout the group. Sodexo’s 

commitment to diversity and inclusion is a keystone of its culture. It embraces the promotion 

of gender diversity and the advancement of women, the representation of all generations, the 

integration of people with disabilities and respect for all cultures, as well as sexual orientations 

and gender identity. Among the company’s initiatives focused on gender in Fiscal 2018 was the 

release of a five-year internal study on the business impacts of gender balance. The findings 

reaffirm a previous Sodexo study showing that teams with a balanced mix of men and women 

are more successful across a range of key performance indicators, including financial 

performance, employee engagement and retention, client retention and safety. A gender-

balanced management teams, for instance, ranked higher than others by an average of 8 

percentage points in employee retention rate and 14 percentage points in employee engagement. 

The foundation of this strategy is the “So Together” advisory board which is dedicated to 

promoting professional advancement of women and gender equality more broadly, on a global 

scale. More than 100 women executives participate yearly in a Women’s Leadership 

Development Program. Sodexo also engaged in numerous actions to increase awareness and to 

promote an inclusive environment. Among other highlights was supporting the professional 

development of women through Mentoring Circles, with a strong focus on positions with P&L 

responsibilities and facilities roles as well as nurturing 13 active country networks and a robust 

International Women’s Day campaign with 80 entities participating.    

Overall, Sodexo is committed to improving the well-being of its employees. The Group’s 

organizational model ensures continuity of service quality, while remaining attentive to the 

expectations of its employees, in accordance with local regulations. Part-time work and use of 

fixed-term contracts provide the flexibility for business needs. Around the world, Sodexo 

promotes work flexibility for its employees (around 25 per cent of its employees benefits from 

 
69 Abbreviation of “lesbian, gay, bisexual, and transgender” (often used to encompass any sexual orientations or 

gender identities that do not correspond to heterosexual norms). 
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part-time working patterns), considering their lifestyle and ways of good work-life balance 

settings.  

Indeed, Sodexo has expanded their diversity and inclusion as per their value creation model  

beyond their organizations walls to encompass inclusive practices in their communities and 

they focused on: 

1- Improving quality of life for their employees, safely,  

2- Ensuring a diverse workforce and inclusive culture that reflects and enriches each 

employees and communities where they serve 

3- Fostering a culture of environmental responsibility within their workforce and 

workspaces. Sodexo introduced a new compensation policy for its 60,000 managers in 

2019 to better reward individual contributions to the Group’s collective success. Thus, 

Sodexo pushed the inclusive workplace into a high employee engaged workplace.  

Sodexo employee retention rate is 82% for the total workforce. This rate has been 

achieved thanks to Sodexo aggressive strategy on empowering employees, providing 

trainings and internal promotion as much as possible.  

 

Through its corporate responsibility roadmap, Better Tomorrow 2025, Sodexo fosters 

diversity and inclusion and acts in a number of areas, from developing and advocating 

healthy and sustainable eating choices to sourcing locally and inclusively.  

4- Providing and encouraging their consumers to access healthy lifestyle choices 

5- Promoting local development, fair, inclusive, and sustainable business practices 

6- Sourcing responsibly and providing management services which reduce carbon 

emissions  

7- Fighting hunger and malnutrition (more than 1 million euro invested in programs to 

empower women working to end hunger in their communities; 122,000 volunteers 

committed).   

8- Driving diversity and inclusion as a catalyst for societal change  (initiatives to improve 

the quality of life of women).  

9- Championing sustainable resource usage. 

 

“We strive to build a diverse and inclusive culture where our employees feel valued and 

respected as individuals. We also work closely with diverse local businesses encouraging new 

points of view, sparking innovation, and ultimately contributing to a positive impact on 

communities […] Sodexo has always placed the advancement of women at the heart of its vision 
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for economic, social and environmental development” (Sodexo Annual Report, 2019). Their  

local partnerships contribute to the social fabric of the communities, regions and countries 

where they operate. We actively seek to bring diverse businesses into their network of suppliers, 

including minority-owned, women-owned, disabled owned or LGBT-owned companies. From 

social entrepreneurship projects for underprivileged women to supporting causes that move the 

needle on diversity, they are committed to making a positive impact in local communities. 

 

Global yet local 

 

 Sodexo has a Diversity and Inclusion Team, centralized in France and replicated in six big 

regions in order to ensure that the policy implemented is adequate to the region characteristics, 

features and regulations… Diversity-related metrics and dashboards form part of the reviews at 

the executive level. Sodexo has set numerical targets and not “quota”. Diversity teams are in 

place to further sustain these efforts, with business units taking the ownership for initiatives.  

Sodexo let diversity evolve naturally within the regional/business units after receiving guidance 

from the central diversity team.   “We have to be careful about which dimensions of difference 

we target because sensitivities across countries are hugely different.  In some countries, the 

issue of gender is an overly sensitive one and it takes longer to gain traction on it.  In other 

countries, gender is not as much of an issue, but other things are.  “For example, in Finland, 

representation of women across all levels of the organization is either at parity or dominated 

by females. So, gender is not one of the priorities in that country, however, age and immigration 

are.  In France, gender and ethnicity are priorities.  Therefore, it is impossible to have a recipe 

that works all over the world, […], So, we have to go country-by-country”, said the director of 

human resources.  

“In the MENA Region, the agenda for gender diversity is now well established and mainly in 

the UAE with the country having invested considerable time and effort in sustaining and 

building on it […], Organizations in the country are racing to build successful diversity 

initiatives”. said the Int. 5. 

 

To sum up on what have been presented above, few key points are to be retained.  

1- The critical incident Event is the lawsuit class against Sodexo in 2001.  

2- Sodexo has appointed a Chief Diversity Officer with also a Gender Diversity Committee 

3- Sodexo has established a roadmap to create a climate of diversity and inclusion with 

clear steps and processes implemented further and further.  
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4- As a multinational present in 67 countries, they exported their D&I knowledge and 

know-how from the USA where they established it to Europe then to Asia and Middle 

East. And internationalizing their model occurred only when the macro context allowed 

it or was getting favorable for Diversity and Inclusion as presented in figure 33. While 

the D&I journey started in US in 2002, it only started in the Asia and MENA Region 

respectively in 2010 and 2015. Figure 34 gives a summary for the D&I global journey. 

As for the Sodexo MENA, I analyzed their D& I journey as per the pattern adopted in 

figure 30.  

 

Figure 34- Sodexo D&I Roadmap 

 

 

I- CREATE A CLIMATE FOR CHANGE  

 

In this period or phase, Sodexo designed and implemented company-wide processes for 

selection, performance review, and promotion; they established diversity training and focused 

on communicating their approach and commitment to diversity to their stakeholders, 

employees, clients and suppliers and their communities.  

Establishing an internal network is a moderator to the change in diversity climate. We can 

define this period as communicating on the diversity vision and policy, initiate the movement 

and removing the psychological barriers. It took them 5 years to start engaging and energizing 

the organization before duplicating their diversity initiatives gradually in other branches around 
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the world and by creating short-term wins (the macro contextual and the society readiness play 

a big role in making those initiatives successful). Later on, Sodexo issued anchors to the change 

by make it more sustainable: accountability on each level and adopting not only a Top Down 

approach but also a Bottom up and Horizontally approaches.  “We are a very quiet company. 

The clients that buy solutions and services from us know us very well but the average consumer 

and person on the street does not necessarily know our brand”, said the int 5.  “We really had 

to work hard for quite a few years to get our organization comfortable with sharing our 

diversity journey accomplishments”, Int. 5. 

Once the gender diversity was anchored, the diversity in Sodexo started taking all other 

dimensions.  

And, Sodexo group started replicating the model by customizing the practices to the local 

context. So, they defined the process and then each Central Region would actively dress their 

own actions based on their identified needs.  

In fact, Although Dubai is a central regional entity, the D&I geographical zone in the region 

encompasses the Middle East countries, The Arabian Gulf and African countries. Therefore, 

the details given do not represent fully the Emirati market, the latter represents more than 60 

per cent of Sodexo workforce in the region.  

 

A – Assess the needs (Identify Barriers) 

 

Sodexo hosted in 2015 the first Focused Group Discussion (FGD) with women employees in 

the region to get a pulse of the issues on the ground. The organization then spent close to a year 

and a half preparing the ground in creating a culture that would embrace and support diversity 

and inclusion.  
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Based on the engagement survey and the focus group discussions, Sodexo D&I department 

segregated the answers into three main categories “visible, hidden barriers and the external and 

societal pressures”.  

Both mentoring and role models have a strong impact on the development of women.  Work 

site conditions with 12 hours on site in some remote areas as well as the operational work makes 

job conditions unfavorable for women. The availability of flexible working can be inconsistent, 

particularly in client facing roles, and onsite. A considerable push to influence mindset to move 

away from traditional beliefs about presenteeism and long hours and to more formal flexibility 

and new ways of working.  

The findings show that hidden barriers also exist such as unconscious barriers and lack of 

awareness.  

 

B- Preparing the Ground  

 

B.1- Awareness of Personal Biases and the culture of inclusion  

 

“Sodexo has created awareness not only within our global group, our entities and our work sites 

but also in our communities, with our clients, our suppliers”, Int 2.  

A module including training on “unconscious bias” and “inclusive leadership and managing 

diversity” was given to the senior leaders and managers across the 14 countries in the Region. 

This action aims to initiate a change in the mindset and enroll the senior leaders as champion 

of Diversity.  

Following this, managers were asked to conduct a session on “unconscious bias”.  
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B.2- Commitment  

Visible leadership commitment to gender equality is a key success factor for ensuring a 

diverse and inclusive workplace. Sodexo leaders communicated it regularly to the employees 

and other stakeholder groups in forums and focus groups as part of the broader business 

messaging. Leaders participate in Diversity and Inclusion trainings where they lead workshops, 

they also communicate with external communities about the importance of D&I as well as the 

importance to go beyond the business case. 

 

B.3 Increasing the representation of Women across all roles within the organizations 

(More Role Models) 

 

The analysis also found a direct correlation between the percent of women in the total workforce 

and those in management and vice versa, which indicates that gender-balanced workforce and 

leadership create an environment supportive of career growth for women. This adds support to 

the idea that gender parity in top leadership is closely related to the pipeline of women in the 

workforce.  

“To inspire a change in culture for the inclusion of a variety of minority groups within the 

group, a change in mindset was necessary. Thus, Sodexo MENA Region decided to focus first 

on recruiting more women in the top management and integrating them and making it possible 

for them to contribute to the maximum of their potential”, Int.10.  
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Sodexo adopt a multidimensional strategy to increase women representation and engagement 

in the organization decrypted into 3 actions: Top down, Middle out and Bottom up. 

 

C- Design D&I policies and Practices   

 

The design of D&I policies encompasses essentially the recruitment, the retention, the 

advancement of women into management roles and the pay gap analysis. 

 

C.1 – Regulations and Policies around Flexibility Work Arrangements  

Sodexo has undertaken a radical change in the SOP by amending the SOP into a local one 

including processes and practices. “We didn’t want it to keep some practices on case by case 

level” said the Int.(6). We believe that when it is given as a right and not a special derogation, 

then women feel that they have the right to ask for it”. Based on our experience with our 

employees needs and issues, we made a survey in which we investigated on the employee 

engagement. “The traditional employer-employee relationship is over. Companies that want to 

bring out the best in their employees should treat them as people. We partner with companies 

to build within and beyond the workplace distinctive Employee Experiences and seamless 

Mobility and Expense Management solutions, proven to boost engagement and drive business 

success. Our services are leading the way”Int.6. 

 

The changes occur on the following level: 

1- Pay gap. Sodexo has adjusted the employee’s benefits (schooling/ accommodation). Indeed, 

being in a patriarchal society, the labor contract for female doesn’t include visa services, 

and benefits related to insurance, schooling or accommodation. Sodexo included it in the 

standard of practices (SOP) and they provide for both gender those benefits. 

2- Flexibility (working schedules). The contract assigns eight working hours but the employee 

can choose to work wherever he likes to in the office or outside. He/ she is evaluated based 

on his/ her performance.  

The employee has the possibility to have also Home office (1 day / week is a new initiative) 

if the is no inconvenient.  

3- Succession Planning: HR put a place a system of succession planning in which every 

manager shall identify a potential female successor for his post. Then HR designs and 

conceives trainings and short job assignments to develop her skills.  
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4- Maternity leave extended from 45 days to 90 days. Fathers are also eligible to 5 working 

days as parental leave and not 3 working days as per the Labor Law in the UAE.  

Sodexo has also made agreement with nurseries / day care to provide support to their 

employees. 

5- Operations on sites. Women engineers face a big challenge when operating on-sites as the 

sites are not women friendly in general and especially in the oil and gas and constructor 

sectors. Sodexo took main actions to face this issue: 

First, they encouraged the business development to develop their activities with other 

sectors where women can have easier access and less safety concerns. Thus, they targeted 

the healthcare sector, the schools, and the hotels sectors where they can deploy women 

and then increase their representation in the entry level. 

Second, they asked the client to contribute with them by ensuring a special area (halls and 

rest areas) for women and allow women to work shorter than men. 

 

 

C.2 – Coaching, Mentoring and Development Programs 

Within the scope of talent retention programs, each employee has been allocated a mentor from 

different biological sex.  Sodexo has also launched a “SO TOGETHER” an internal network 

where male represents 30 per cent and where the employees connect in the Region (14 

countries). The D&I department takes in charge to arrange for seminars, awareness trainings, 

discussions, topics, etc.. 

 

C.3 – Access to short term assignments  

In the region, women face a challenge of not being able to access short term assignments as 

they provided to male colleagues since it is quite easier for them to be mobile. Sodexo has 

launched a platform in which they announce all the short assignments and they are rewarded 

once women get the opportunity. 

 

C.4- Accountability 

To translate verbal commitment into meaningful action, leaders need to hold themselves and 

others accountable for measuring progress with respect to gender equality. Sodexo put some 

formal mechanisms to operationalizing leadership commitment including gender targets, 

business scorecards, individual key performance indicators (KPIs). 
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Embedded accountability at all levels. Leaders and senior managers are held responsible for 

progress. They must actively engage with the organization’s strategy, rather than placing the 

responsibility entirely on individual members of staff to use diversity and equality policies and 

initiatives to their advantage. Leaders have a key role in promoting equality and must use their 

position of influence to raise the profile of diversity strategies. 

Sodexo realized a study on 50,000 managers from 100 entities worldwide between 2011-2014 

and found that a near-equal balance of men and women in management was critical to observing 

gains in financial and non-financial KPIs, confirming that a mix between women-men 40 per 

cent – 60 per cent is necessary for optimal performance. Interestingly, teams managed by a 

balanced mix of men and women were better across a wide range of indicators: operating 

margins, client and employee retention, employee engagement, safety, etc.. 

Despite notable progress, more work needs to be done. Accordingly, Sodexo’s has put in place 

some policies to help the company achieve optimal gender balance throughout management 

ranks and in leadership positions with a 40 per cent of global representation in senior 

management by 2025.  They had made the teams accountable by linking 10 per cent of annual 

incentives for the executive population to help target this benchmark. Additionally, “Sodexo 

has a target that all employees work for gender-balanced management teams by 2025, up from 

today, where 59 per cent of their employees work within entities with gender-balanced 

management” .Int 5. 

 

C.4- Open to new markets and business  

“One of our main challenges was that we provide our services in oil and gas offshore sites which 

restrict us from recruiting female and that’s for many reasons 1 - for safety reasons, 2- for 

special certifications in maritime which  few females pass and 3- because of the accommodation 

conditions”, Int 2. Therefore, Sodexo management team in the MENA region decided to open to 

new niche markets such as hospitality, education, etc.. where they can deploy female workforce. 
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II – ENGAGE AND ENERGIZE ORGANISATION   

 

D- Effective Communication  

 

D.1- Discussions in Circles  

Each Manager must discuss once in a quarter, with his subordinates, a topic on Diversity and 

Inclusion. The Agenda of discussions is prepared by D&I Department in order to align all 

entities from: Sexual Harassment, Leadership Styles, Women Empowerment (Negotiation 

skills, work-life balance; value differences, motivate colleagues, building teamwork and many 

other topics, etc..) 

 

D.2- Celebrations and Newsletters 

Sodexo adopts a culture of “improving the quality of life”, they celebrate diversity events in 

many occasions every year. As for the gender diversity, women are celebrated on the 8th of 

March with special treat. Also, they select the Best employee on monthly basis, the champion 

of inclusion, the champion of Kindness in a way to foster employee belonging and inclusion. 

 

D.3- Promoting Supplier Diversity  
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Sodexo requires from their suppliers to attend to diversity and inclusion trainings once every 

two years and they ask to follow up on their supplier diversity plans. Being mainly suppliers of 

manpower, Sodexo requires from their suppliers to have a diverse workforce (gender, origin, 

background, etc..). 

 

E.1 – Leadership Commitment and Accountability  

As discussed above the leadership commitment is crucial to engage the workforce and energize 

the organization’s initiatives.  

 

E.2 – Engaging the Middle Managers 

Sodexo launched in 2019 a job shadowing program aiming at connecting women in the 

community with Sodexo employees in a one-day program to learn about Sodexo’s business and 

job opportunities. They partnered with community organizations to provide women with 

practical work experience that helps them establish relationships within the company and open 

doors to future employment opportunities at Sodexo.  

In one day, A middle Manager introduce to women new job opportunities they may not have 

considered previously.  “This helps Sodexo connect to potential talent and to raise awareness 

of facilities management and hospitality as an attractive career choice for women, to foster 

networking and to go forward in the 2025 objective of having 100 per cent gender balanced 

teams”, Int. 7 

 

III – IMPLEMENT AND SUSTAIN THE CHANGE   

 

F.1 – System of Continuous Improvement  

Once the climate of Diversity is ready and favorable, Sodexo implemented a process of 

monitoring, assessing, reviewing, and continuously improving. Diversity and Inclusion is 

dynamic process and not static. “we need always to benchmark our initiatives to our employee’s 

expectations, to the market competition and to the community aspirations,” said the Int.7 

F.2- Adding new dimensions to the Diversity 
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Sodexo added in 2018, new dimensions to gender diversity. “People with disabilities (we call 

them in UAE the people of determination), generational, cultures, origins, sexual orientation, 

sexual identity” are also important part of Diversity and Inclusion model within the group. 

However, in the MENA region, “sexual orientation and sexual identity” are not widely 

acceptable and therefore not a priority to the local D& I Department.  

F.3 – Gender Diversity engaged in CSR activities 

Sodexo, as part of her corporate social responsibility, undertakes “Stop Hunger” initiatives 

where the engage their staff into transmitting food to all the under-developed countries. Women 

in those countries were the first beneficiary from this initiative. Developing women 

entrepreneurial and cooperative is essential to the sustainable development to any country.  

F.4- Partner with clients and D& I forums  

In 2017, Sodexo started spreading the message to the external community via raising awareness 

of the clients, providing awareness session and as well sponsoring workshops and townhalls.  

Diversity Challenges 

In sum, Sodexo focuses on ten key elements to foster an inclusive culture from commitment 

from the top, to grassroots involvements, to clearly articulated diversity strategy, and 

integrating the diversity and inclusion into all functions and core business units (figure 40) 

Sodexo faces true challenges that still hinder them from advancing fully as per their aspirations: 

- Ensure a fair atmosphere to everyone 

While Sodexo believe truly in the Gender Diversity as a business case, they are also keen to 

offer an equitable consideration. Once there is a vacancy, it is displayed internally and 

considered and only called for external resource in case no internal one fit the requirements. 

- Recruiting women in the operations is not easy 

Not only from the logistics perspective, but also from the legal and visa perspective/ Actually 

the government does not issue visa easily for women to work in remote areas or in some critical 

projects. “Our clients are mainly in the oil and gas in the region,[…] we have sites offshore 

where the employees come back home only once per month. They live in our onsite 

accommodation, provided by the client and which are not suitable to women”(Int.2).  
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“Added to that, for some specific job descriptions with specific certificate, we rarely find 

women. […] we tried to find solution by either recruiting suitable female profile or training 

them before getting them onsite. Once they get their certificate, they are deployed, or we worked 

with our business development colleagues to look for new clients and markets where the criteria 

are much easier”, Int.5 

However, in the African region, it was easy to find the qualified female but it was challenging 

to convince them to move - as we have only representative offices and sites projects. […] you 

know we are still in patriarchal society and they need to get their parents approval” Int. 3.    

- Quota and Emiratization Law  

The labor law imposes on the private sector employers a “quota” system, whereby every 

company is obliged to recruit (and retain on the payroll) a sufficient number of UAE nationals 

to ensure that the UAE nationals component of its workforce constitutes a specified (minimum) 

percentage of the overall number of staff (2 per cent for commercial entities). Sodexo and the 

private sector face two major problems in this field. UAE National salary packages are very 

high comparing to what Sodexo offers to the expatriates. Second, if they want to recruit women 

Emirati which allow them to tick the “minimum UAE Nationals” and “the recruitment of 

female” in a same box, female Emirati are not interested as they normally have better 

opportunities in the government sector with compressed working hours. 

“We started thinking seriously about how to resolve this issue . […]Every year, at the renewal 

of license, we are losing points on our license as we are not meeting the “Emiratization” . we 

are actively looking or women Emirati from the Northern Emirates . […] simply because if we 

recruit one woman from Northern Emirates, we earn 70 points on our license and improve our 

classification comparing to 30 points if we recruit a Male UAE National”, Int. 9. “the UAE 

government is supportive with respect to women, we started seeing a lot of role models in the 

government sector… if only, they can make their salary expectation reasonable and competitive 

to the market”, Int.9 

Sodexo seeks a new partnership with local entity to find solution to this issue.  
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5.2. CASE 2 – MTECH  

 

Quote of the case 

 

“… Awareness is a first major step we have been taking very seriously, training our 

employees on gender balance best practices….and we are making sure that our 

leaders/managers/employees, whatever their gender, whatever their gender identity and/or 

sexual orientation, whatever their cultural background, have a voice in our company, and 

are representing us..  

                                     ” Global Diversity Director 

 
 

 

 

5.2.1. Company Overview 

 

MTECH is a finnish company established in the 1960’s, and now a global leader in technology 

solutions operating in almost 130 countries around the world. At the end of 2017, MTECH 

workforce reached more than 100 000 people from more than 100 nationalities.  

MTECH operates in the MENA Region since 2000’s and is present in 38 countries in the Region 

with 10,000 employees.  

 

5.2.2. Global Diversity Management  

 

MTECH takes workplace diversity seriously since 2000 as per compliance to the EU legislation 

as it is a European originated company.  They believe that a diverse workforce is their key 

strength for greater innovation, superior organizational performance, and excellent service 

delivery to their customers. They aim to have a workplace where both men and women have 

equal opportunities to succeed in every function and at every level (MTECH, 2005 Yearly 

Report). 

On their website as well on their intranet and blog, an elaborated and detailed discussion on 

diversity and inclusion is widely occupying the space, including diversity statements and 

examples of concrete measures taken in diversity matters. In fact, they have a diversity 

argumentation explicitly individualistic  as they seek to provide everyone with a platform for 

personal growth in a challenging environment with a clear vision, goals, and shared 

https://www.nokia.com/en_int/about-us/careers/employee-blogs
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management principles. “We bring together talented individuals who share these principles, 

and therefore share success.” (Int. 11) 

MTECH Global undertook many concrete actions to improve diversity, such as  general 

awareness campaign, diversity and inclusion plans, linking diversity goals to mentoring 

programs, and building local diversity networks to implement activities.  

Precisely, in 2015, MTECH have released a 5-year strategy plan focused on gender balance 

targeting to raise the actual women representation worldwide from 22 per cent to 50 per cent 

by 2025. Although MTECH Group Leadership Team is formed of 30%-70% (female- male), 

overall women representation doesn’t exceed 22% and 10% in some areas in the world (14% 

in MENA Region, 10% in South Asia, etc..). MTECH Diversity Board has adopted initiatives 

to drive for gender balance, deployed an internal social network where every employee can 

create communities, join existing communities, participate in worldwide exchanges and 

conversations; set up an open environment in town hall meetings, staff calls, coffee and connect 

sessions in their offices for the employees to voice out their ideas and questions about the 

company values and culture. “At MTECH, the Board diversity consists of a number of individual 

elements, including gender, age, nationality, cultural and educational backgrounds, skills and 

experience […] We believe in bringing fairness into our processes and practices when 

identifying and proposing new candidates or hires..” (Int.15). 

The Board diversity is treated as a means of improvement and development rather than an end. 

MTECH supports the resolution adopted by the Finnish Government on February 17, 2015 on 

gender equality on the boards of directors of Finnish large and mid-cap listed companies. “We 

report annually our objectives relating to both genders being represented on our Board, the 

means to achieve them, and the progress we have made in achieving them. We have met our 

aim to have representation of at least 40% of both genders on our Board” (Published 

Documents). 

As a Bloomberg Gender Equality Index70, MTECH had achieved a good score in the overall 

list of 230 companies.  

Their aim is to create a more sustainable world through their core business of connectivity and 

related activities and foster a gender-neutral culture through training for leaders and managers 

 
70 As background, the Bloomberg GEI was launched in 2018 to reward and showcase firms that have made strong 

commitments to gender equality – both transparency and workplace equality. It considers internal company 

statistics, employee policies, external community support/engagement, and gender-conscious product offerings.  
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on gender dynamics and unconscious bias, equipping them to best manage diverse teams and 

ensuring that all their processes and communications are gender-neutral and inclusive. In their 

delivery Model (figure 35), MTECH respect their people and aims to provide a fairness and 

justice atmosphere in their operations conditions; maintain health and safety as a priority; 

foster employee satisfaction, engagement and development, strive for greater diversity, 

inclusion and anti-discrimination.  

Although MTECH is committed to ensure equal opportunity, fairness and gender equitable 

workplace, women represent globally only 22 per cent of their workforce, 14 per cent of their 

leadership management, and 8 per cent of their total workforce in the Middle East and Arica 

Region versus less than 3 per cent in their leadership in the region. The objective of the study 

was mainly to seek for the gap and understand why all MTECH initiatives applied globally are 

not applied in the region and they are not pushing them to reach the target.   

 

Figure 35 –MTECH Delivery Model  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source : Published Documents  

Global Diversity Strategy Centralized with little adaptation to the local markets needs 

 

Make change happen together (Engage actively with stakeholders to contribute to global 

efforts towards a more sustainable, socially responsible world). 

Protect the 

Environment  

Conduct our 

business with 

integrity  

Respect our People 

 

Improve people’s live (Create and deliver technology 

solutions that connect people and things, helping people to 

thrive and live better and healthier lives on a cleaner planet  
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MTECH attempts to introduce the initiatives to all countries but also adapts to the needs and 

the legislations of each region or country. For instance, MTECH introduced, in India, various 

initiatives focused on recruiting diverse talent, and customized learning experiences designed 

for the prospective young talents which led to improve the percentage of female graduates hired 

in 2018 to 49 percent from 40 percent in 2017. Yet, the diversity and inclusion strategy is 

centralized. The Diversity Board brings to the table the best practices, trainings to promote 

inclusion, a Global agenda of initiatives and measures. Each country can refer to this agenda 

and apply what can be done or what can improve their employee’s engagement and inclusion.  

The Global Diversity Agenda is communicated internally in the platform with an easy access 

to all MTECH employees. 

In the Middle East and Africa, MTECH launched a female graduate program in early 2017 

running until the end of 2018 and recruit 100 female graduates for internship mainly in the 

African countries.  

Since it is a global mobility, MTECH faces a challenge of offering to their female employees 

short/ long term assignment abroad or transfers under local agreements. In 2018, they had 330 

employees on long-term assignments across the regions (compared to 400 in 2017). In 2018, 

they had more than 3 000 employees on short-term assignments of which 120 are females.  

 

The landscape is tough, competitive and the restructuring of the company after the merger 

pushes the company to a cost saving plan through extensive measures to limit the impacts of 

restructuring including reorganizations leading to headcount reductions. This reduction is not 

easy: as the company made it a priority to provide support for those employees and to treat them 

with dignity and respect. 

 

As we said earlier, beyond Compliance, MTECH has an equal opportunity cultural belief of 

“fairness and justice”. That is why they worked on mainstreaming both genders in all the 

organizations policies and processes. The first critical phase took long: although MTECH has 

a leadership commitment and engagement, and started engaging their workforce through 

internal networks in which they invite external speakers to raise awareness, and through 

unconscious bias awareness trainings and other diversity and inclusion practices (investing in 

time consuming initiatives with low cost impact on the organization). This is aligned with the 

company merger and then restructuring strategy with low cost impact. 
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In what follows , I analyzed the diversity and inclusion  in a timeline projection as adopted by 

MTECH since 2020 till today (figure 36) and dissected their initiatives as per the pattern 

adopted earlier.  

Figure 36 – Case 2 Diversity Initiatives Roadmap 

 

 

 

As for MTECH, the critical incident can be considered the “compliance to the EU legislation “ 

in 2000 added to the embedded fairness and equality culture of the organization.  

 

I- CREATE A CLIMATE OF CHANGE  

 

Unlike Sodexo, MTECH adopt an individualistic evaluation approach based in fairness and 

equal access dropped into five domains “Status, Certainty, Independence, Relatedness and 

Fairness” : Status being about relative importance to others, Certainty concerns being able to 

predict the future, Autonomy provides a sense of control over events,  Relatedness is a sense 

of safety with others - of friend rather than adversary. Fairness is a perception of fair exchanges 

between people. 
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This culture embedded in the organization, would not need a complete change to occur. They 

believe that if they ensure the fair and equal opportunities to everyone, each one as per his needs 

and career aspirations, they achieve already a high level of inclusion. In MTECH, inclusion 

heads diversity.  

Assuming this, MTECH DO not make any focus group or survey to assess their needs but they 

work heavily in creating a climate of gender diversity in the Region. During the last five years, 

MTECH improved gender diversity in many parts of the company, including the Board of 

Directors and the Group Leadership Team; trained 1000 managers on gender dynamics and 

inclusive leadership; joined some NGO’s  to support the reduction of the disparity between men 

and women in technology companies; implemented programs to support the development of 

diverse talent; encourage Line Managers and Employees to have regular, quality dialog, shifting 

performance discussions based on ratings towards performance discussions based on dialog and 

feedback (Goals & Outcomes, Well-being, Feedback, Coaching, and Development). In 

addition, MTECH organizes webinars and discussions on how to manage a healthy work and 

life balance. 

MTECH Main concern is the Inclusion and Engagement of everyone on board. Their inclusion 

programs consists of 3 chapters : (1) appreciating another’s point of view (Grow your social 

emotional intelligence); (2) collaborating and involving people (ask people to contribute to 

decision making in things related to the work, allow room for discussion and reflection) and (3) 

respecting Diversity. They seek to achieve inclusion by focusing on three main areas, that will 

be discussed later below, the policies and practices, women’s development programs and 

raising awareness (training to recognize and counteract biased mindsets).  

In the last few years, MTECH launched several programs to address the Female Capital Gap 

by giving women with high potential more visibility within the company and help them develop 

the connections and skills needed to move up the corporate ladder. These programs blend 

business sponsorship, mentoring and executive coaching, and gather women from all regions 

and organizations, who will become role models and inspiration to more employees. 

MTECH deployed several initiatives embracing five focus areas:  

1- Non-discrimination. MTECH does not tolerate discrimination in any way, shape, or form. 

They appreciate that employees understand and follow their processes, and act consistently 

with their values and required standards of conduct and attendance. Though, if an employee’s 
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conduct or attendance does not conform to these expectations, disciplinary action may be 

taken as stated in the SOP (standard and Operations Manual). 

2- Awareness is a first major step that MTECH has been taking seriously: training the leaders, 

managers, and employees on gender balance best practices. Also, they train and develop 

skills for women in leadership development, making sure that all employees are getting equal 

opportunities, whatever their gender identity, cultural background, etc. 

Unconscious bias among managers through training, videos and interviews within the 

company posted on the company intranet. A training session of 2 hours online is enforced to 

all employees two times a year and it covers diversity, unconscious bias in interviews, 

stereotyping, inclusion and work life balance. As for the recruitment, they have taken active 

steps towards promoting diversity awareness in the hiring process by rolling out a “Diversity 

in Recruitment” video for hiring managers to recognize and remedy bias in the selection 

process. “Our approach is to ensure that we treat all candidates fairly and with respect” Int. 

12. In 2018, almost 1 000 employees received this training and over 900 leaders and 

employees were trained on gender balance topics 

3- Women’s perceived readiness for leadership roles / Role Models. In that field, the 

internal network is an inclusive employee-driven program contributing to women’s 

empowerment, helping them unleash their potential and magnify their business 

contribution. The network offers networking opportunities, personal development, exposure 

to diverse role models for women and men.  MTECH provides, as well, career development 

programs for talented women who pursue one year’s Executive Sponsorship, Mentoring, 

Networking and Executive Coaching: 35 per cent of those who complete these schemes 

have moved on to higher level positions. In 2016 and 2017, all Women Role Models, were 

celebrated and presented to the employees as a source of inspiration for all.   The internal 

network is a grassroots movement created in 2011 by six female employees in France and 

is open to all employees, men and women, executives, and non-executives. Now, they are 

more than 3,000 members in 70 countries with 24 per cent of male participation.  In 2018, 

the network was continually active with more than 100 local events and attendance of 5000 

employees worldwide.  MTECH works to improve and ameliorate women skills and they 

manage initiatives linked to the socio-economic development of south Africa’s 

disadvantaged communities as they believe that improving their conditions can increase 

women’s presence in the workplace. 
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As for the personal development programs, MTECH provides a Leadership development 

program based on assessment of skills against the competencies needed in the global market 

for all its employees. “The Workforce Strategy initiative is part of MTECH culture of 

continuous learning for everyone to ensure we can jointly meet and exceed the business 

challenges ahead of us all”, Int. 14. 

4- Inclusive policies : 

a. Work-life balance / Flexibility: Balancing family and work life can become an increasing 

struggle as an employee progresses through his or her career. Flexible working policies are 

crucial to maintaining employee well-being and fostering inclusion.  Part-time or temporary 

workers, whether male or female, are not excluded from the employee benefits plans due to 

the company policy or benefits practice: pay practices regularly reviewed to align pay with 

performance, experience, and skills required for every position and not based on their 

presence. 

b. Importantly, there was a small historic difference in the pay of women and men in MTECH 

and in 2019, the Diversity Board took active measures and eliminated this  unexplained 

gender pay gap. Women and men are paid fairly and in line with the market and their skills 

and experience.  

c. Talent Pipeline: MTECH attempts to build a long-term female talent pipeline by 

participating in “girls for STEM” events and workshops. In 2018, they invited 1860 girls to 

experience a day of science at their workplaces of which 100 in the MENA region (5 per 

cent only of the initiative). “We have also put in place targets for a women’s graduate 

program as a plan to improve our women ratio and ensure a robust women talent pipeline” 

Int.12. 

In parallel to all these initiatives, MTECH encouraged all the senior leaders to coach / mentor 

young female or male talent. “Coaching was an amazing discovery and MTECH being a 

company that promotes this says a lot, and a particularly important factor contributing for my 

engagement. My sessions helped me to discover how to better observe my behavior and be a 

better leader. I also learn with the methodology how to identify better objectives and tackle 

them on a more structured manner” Int. 18 
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II- ENGAGE AND ENERGIZE THE ORGANISATION  

Nevertheless, it is worth mentioning that all the diversity and inclusion agenda is designed by 

the mother company and that the HR of the Region implements what is possible. Structurally. 

Diversity and Inclusion is a Global shared- Division which produce guidelines, videos, 

trainings, communications related to diversity and inclusion and share them on the platforms. 

They also organize for events. No D&I representative is being deployed in different regions. 

Regionally, the HR departments has some deliverables to achieve during the year and reporting 

them to the Central D&I. 

- Commitment is high at the senior level. The CEO declared in 2018 adjusting the pay 

gap between employees especially on favor of women ones which will cost the company 

a big investment. Senior leaders talk in the media and in their platform through webinars 

and short videos about the D&I business case, relevance, the unconscious bias and how 

to get rid of it. 

- Accountability : MTECH Diversity and Inclusion gives only directions, guidelines, and 

orientation. They believe by raising awareness, leaders are getting rid from their 

unconscious bias and count on this to make the recruitment more gender neutral. All 

employees have access to the same internal platform or all practices and policies as well 

as training are shown clearly.   

Engaging the Employee and Energizing them to be champions of Diversity and Inclusion is not 

advanced in MTECH. It Lacks some encouragement such as Accountability, targets, drawin 

responsibility matrix to define the responsibility of each. It also lacks some contextualization 

of the measures and initiatives undertaken. As a multinational, MTECH can have some 

privilege and freedom in implementing some legislation and local regulations.    

III- IMPLEMENT AND SUSTAIN CHANGE  

 

External Communication. MTECH is highly present on social media as they believe that the 

social media channels are efficient for careers management. However, when it comes to gender 

diversity and inclusion, MTECH is noticeably quiet.  They do not share the knowledge neither 

with their clients, communities nor on the social media.  
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Measurements and Reporting. MTECH set a global target of achieving at least 25% as 

representation of women in leadership positions by 2025. But no clear details were shared about 

how and in which areas. 

Corporate Social Responsibility. In 2019, MTECH started sponsoring NGOs in Africa 

countries as a part of their gender diversity CSR. Yet, it is very early to talk about the impact 

of such measures.  

Diversity Challenges 

MTECH has been one of the world leaders in workplace diversity and inclusion, which has 

since remained the key global business strategy of the company.  However, in the Middle East 

and Africa Region, figures are different.  MTECH ensures a fair and equal opportunities 

behavior and gender-neutral recruitment process through digitalization and as well as undertook 

many initiatives in the region to increase the number of women joining their company, still the 

share of women in the UAE office and in the MENA region. MTECH face challenges in 

recruiting women at all levels of the organizations.   

MTECH faces a scarcity of women talent in the market where the available female tech talent 

represents, globally, between 20 and 30 percent of the total tech talent pool. In the Middle East 

and Africa Region, the representation of women in their workforce is around 14 per cent and in 

their leadership is not exceeding 3 per cent. This challenge is not easy to overcome especially 

because: 1- the company is in a restructuring phase where no external recruitment is possible 

unless no internal candidate fits the position. 2- The company believes in the fairness paradigms 

where they do not look for a potential external “female” talent if they have an existing profile 

(whether male or female). And in most of time, the existent is male. 

Last year, MTECH established connections with NGOs and schools to inspire the future 

generation of young women in STEM (Science, Technology, Engineering, and Mathematics) 

fields and inject new fresh talent in their talent pool. “Our reward programs are designed to 

attract and retain key talents and engage our employees”, as stated the Int.11.  

Cost is also a challenge for MTECH who assisted to a restructuring in the last two years. The 

budget allocated to close the “unexplained gender-pay Gap” is not insignificant in terms of 

costs. But they believe that the cost of inaction would be far higher, they will not be able to 

attract or retain great people as well as they will be seen as not consistent with their values.  
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 “…The key elements of our compensation structures are annual base salary, incentive/bonus 

programs, recognition programs and long-term incentives, our approach to performance 

management and rewards highlights the importance of quality dialogue between line managers 

and employees”, Int. 11. 

Another challenge for MTECH as discussed earlier is the “Fairness Paradigm”, “Recruitment 

of new talent is crucial to implementing our gender parity strategy, supporting youth 

employment, and enhancing our contribution to the communities in which we are present 

through our traineeship programs”, Int. 13. “However, we also encourage and support internal 

development of our employees, thus, we promote all non-executive job vacancies internally 

first, for a period of ten working days, prior to inviting external applications” Int.13. In 2018, 

51 per cent of hires were internal, compared to 59 per cent in 2017. MTECH doesn’t hunt 

externally before they are sure that they don’t have the capabilities internally, and since the 

majority are men, then those internally will get the opportunity to fill the vacancies or to be 

promoted.  MTECH finds “it unfair to recruit externally when you have capabilities internally 

even if this will delay the achievement of their target in terms of gender parity and diversity” 

Int. 14. Therefore, once an opportunity or vacancy is showed, they communicate about it 

internally and if no internal profile fit to the position’s requirements, they call for external 

applications with fair evaluation. Hence, globally, female share of hires stood at 23 per cent out 

of the total hires, compared to 26 per cent in 2017.  

Culture of fairness and open recognition program so all employees recognize their colleagues’ 

contributions: showing appreciation to any positive impact on the business or on the colleagues 

no matter how big or small… This is the main discourse adopted by MTECH.  

 

5.3. CASE 3 - ANGE 

 

Quote summarizing the case 

“ 
      As we continue to learn throughout our sustainability journey, we start to analyze our 

strengths and weaknesses. We are constantly engaging with our strategic partners, suppliers, 

employees, and customers to address new challenges and find innovative solutions to create 

shared value for everyone involved. 

                                      ”  
                                                                              General Manager, Sustainability 
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5.3.1. Company Overview 

 

Founded in the 1950’s, ANGE is a leading UAE-based contractor specialized in civil 

engineering, building and mechanical electrical and plumbing (MEP) activities as well as a 

diverse portfolio of global brands in transportation, travel and logistics.  

In the last six decades, ANGE has grown into one of the biggest diversified family 

conglomerates in the UAE which employs over 16,000 people from almost 50 different 

nationalities. Initially, one of ANGE’s biggest challenges, like any other local company, was to 

acquire the right products and talents to cater to increasing market demand. With expertise and 

benchmarking their practices to the Best International practices, ANGE’s challenges are faced 

with a wave of business agility lifted with the emergence of new technologies, the UAE 

regulations, and the customer demands.  

Throughout their journey, ANGE acknowledged the vital role of sustainability policy (figure 

37) and engage it at every level in their organizations, starting from the very top. ANGE highly 

invests in their employees (working as a Family, unlocking their potential, providing a fair 

opportunities for all), regularly benchmarks themselves in the market (responsibly consume and 

manage efficiently Energy, reduce waste and save water), and attempts to offer employees a 

dynamic and rewarding career. “The government itself is the biggest driver of the sustainable 

agenda”, said the deputy CEO. 

Given the macro socio cultural context, ANGE  workforce was in majority represented by men. 

Women represented less than 1% in 2000.  With the openness of the UAE culture and their 

readiness to a non-patriarchal and less  conservative atmosphere where women  can work easily 

and  accept job description in nontraditional sectors, ANGE has seen the percentage of women 

progressively increasing (15% of new hires each year as we can see in 2017 -2018 are female 

figures 38-39 and 41). Emiratization is a key challenge and high priority for ANGE, as per the 

government agenda. ANGE adopts a quota of Emirati (women and Men) but seems to recruit 

more women (58% women compared to 42% men as shown in figure 40) as a tool to move the 

needle on the gender equality while meeting the government requirements in Emiratis recruited. 

Nevertheless, women representation in their total workforce is too low (1.66% in 2017 and 

2.2% in 2018)  (cf. figures 38-39 and 40).  
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Facing highly tough and competitive market, ANGE is reducing their overall manpower and 

workforce from 18,500 in 2016 to 14, 250 in 2018.Surprisingly, the recruitment of women is 

increasing from 34 new hired women in 2016 to 111 new females in 2018 (figures 41 and 42).  

 

Figure 37 – ANGE Sustainability Policy 

 

Source : ANGE Sustainability Report 2017 
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Figure 38- Key Figures in Human Capital – 2017 

 

 

Figure 39 - Snapshots of Human Resources Breakdown 

 

 

Source: ANGE, Sustainability Report, 2017 

 

 

Figure 40- UAE National Employee composition 
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 Figure 42- ANGE Employees Breakdown 

 

Source: ANGE Sustainability Report, 2018 

 

Figure 41- ANGE Employees New Hires 
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5.3.2. ANGE Diversity and Inclusion Strategy  

With almost 50 nationalities, ANGE faced a challenge of inclusion in the company. They 

emphasized on the importance of working as a family in order to nurture the company culture 

in all their employees. Their Diversity and Inclusion Strategy comes under a global and 

comprehensive sustainability strategy aiming at protecting resources, heritage, and 

environment, unleashing their employee’s talent and proactively engage in community 

development. 

 

Although it is a local company (not multinational), the third organization ANGE employs over 

16,000 people from 47 different nationalities. The critical incident was the announcement of 

the government initiatives in the Government of achieving gender parity by 2021 and by making 

the 2019 year of Tolerance and inclusion of all minorities. ANGE embraces both diversity and 

inclusivity, with initiatives aimed at boosting female talent, providing meaningful opportunities 

for people of determination, and empowering disadvantaged members of the community. The 

Group’s diverse workforce is a strength and a competitive advantage, and ANGE strives to 

provide a working environment that nurtures good relationships and an innovative spirit.  

Like many multi-national organizations worldwide, ANGE is determined to ensure fair 

opportunities for everyone, and empowering female talent is key priority to the new ANGE’s 

sustainability agenda (figure 43) where I highlight in red how diversity and inclusion , employee 

welfare and training and Development are acknowledged as high impact on the economic social 

and societal environment.    

The company decided in 2015 to focus more on diversity and inclusion and especially gender 

one.  Since 2016, ANGE has had an Equal Opportunities and a Bullying and Harassment 

Policies in place.  

Empowered female family business members in senior management positions provide strong 

role models to other female members in the workforce (figure 44) as women represent 44% of 

their Executive team.  As ANGE is a family business, the female family members showed 

interested in building the case and they advised on their board of directors to include more 

women “add and stir”. “Creating a gender diversity climate at the top is crucial to any 

organization wishing to innovate and improve their performance”, Int 23.  

“Why not recruiting Emirati Female? In this way, we salute Emirati women effort in taking 

decision making positions and we respond to the Emiratization policy” Int. 21.  ANGE has the 

leadership commitment, they jumped into the practices and the tactics before establishing a 
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favorable climate and raising awareness. The just created role model but communication levels 

within the organizations remain low.  

 

Figure 43- ANGE Sustainability Matrix 

 

 

Figure 44- Leadership Gender Breakdown 

 

 

In addition, to prepare women for leadership roles, ANGE offers a Women’s Development 

Program to develop skills like presence and impact, confidence and empowerment, networking, 

and visibility, managing relationships, career resilience and leadership competences. 
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Below, I analyze the diversity and inclusion initiatives undertook by ANGE, highlighting the 

key challenges and the process impasses which hinder them from establishing an inclusive 

organizational culture and atmosphere (figure 45). Figure 45 summarizes the analysis described 

further. 

  

 

Figure 45- ANGE Diversity and Inclusion Roadmap 

 

 

I-  CREATE CLIMATE OF CHANGE  

 

The demographic and societal changes that occurred in the country were reflected since years 

in the employee’s nationalities. Being previously a Family Business, ANGE attracted the 

female talent of the family. So, they joined in the board of directors and executive levels.  

As for the gender diversity and inclusion, ANGE assessed that the female talent represented by 

2016 only 1.15 per cent of their workforce. Therefore, with the launch of the governmental 

initiatives of gender equality in 2015, ANGE started looking at their workforce and made an 

engagement survey within employees and reviewed their HR turnover. They had found that 40 

per cent of their female employees do not return after maternity leave.  They added then to their 

agenda in January 2017 and launched a holistic “Female Talent Development Program” to 

increase the female workforce by 15 per cent as shown in figure 27 (Appendix H). It is a was 
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challenging for ANGE to increase the women representation while the total workforce 

decreased.  

Although women represent 45 per cent the leadership team, occupying 4 seats out of 9, ANGE 

women workforce is 1.15 per cent of their total workforce. Therefore, the management teams 

developed in 2017 a comprehensive policy to support female talent and more specifically 

working mothers as a part of Gender Diversity plan, with initiatives ranging from some 

maternity extended leaves (up to 12 weeks) to work-from-home options, flexible working hours 

and an in-house state-of-art childcare center (designed and will be operational by 2020). With 

these initiatives, the company aims to reduce the rate among women who leave the company 

after maternity leave from 40 per cent to 4 per cent in 2020.  

The female development programs focus on a first place on preparing women for leadership 

roles, with an objective to increase women’s representation in its low and middle management 

from the current rate of 2 per cent to a target of 20 per cent by 2021. 10 women completed the 

Women’s Development Program to prepare and promote them to leadership positions by end 

of 2018.   

To meet this objective, they started grooming high-performing talent right from the entry level, 

while balancing the aspirations and needs of women employees at different stages in their 

career. A mentoring program is in place since 2018, 60 per cent of women working on the 

organization were assigned to a mentor. This program aims to help them improve their clarity 

of thinking, collaborate at the workplace and build high performance teams.  

Another program had followed for management positions: A 12-month intensive leadership 

development initiative which aims to build a pipeline of senior women leaders through a 

dedicated focus on self-assessment and reflection, career planning and development, mentoring 

and sponsorship, and building networks and branding and leadership attributes. 18 employees 

participated in the “Next Generation Programme to fast track progress”, four of them were 

female.  

 “With this program, ANGE aims at increasing job rotation opportunities, increasing 

exposures, networking and benchmarking with peers” Int. 19 

“As diversity improves, organizational leaders also have an important role in helping to foster 

a psychologically safe working environment whereby all employees can feel confident to 

express their true selves, without fear of negative consequences”. Int.23  

 

Recruitment of new resources was actively oriented towards female talent in 2018 as the female 

representation in the workforce reached 2.2 % in 2018 compared to 1% in 2016 (Figure 48- 49) 
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ANGE Diversity and Inclusion focus areas can be summarizing into three main streams: 1- 

Creating support system through initiating supportive policies and flexibility initiatives 

(extended maternity leave, breastfeeding rooms, agreements with nurseries, flexible start/stop 

time, etc..), (2) Training and Development (leadership development programs and job rotations 

and increasing exposure), (3) actively recruiting more women. 

The Group supports the UAE government’s Vision 2021, with a focus on fostering Emirati 

talent to build a knowledge-based economy: recruit more Emirati to comply with Emiratization. 

13 new UAE nationals were employed between 2016- 2018 respecting the overall ratio (58% 

female vs. 42 male- Figure 47). 

Now formally ANGE hosted three-month internships for Emirati graduates to offer UAE 

nationals on-the-job experience and a first-class opportunity to grow as professionals. In 2018, 

the Group welcomed nine UAE nationals for summer internships and fifteen in 2019 where half 

of them were females. 

 

 

II- Engage and Energize 

ANGE communicates about the talent development programs as well as the importance of 

work-life balance and their flexibility schemes internally. On social media, ANGE is very active 

in presenting their female role models (interviews in magazines, presence in talk shows and in 

forums, etc..). However, the communication with the employee on the awareness of gender 

diversity and on how to defeat the unconscious bias is still very limited (to high management 

only) 

III- Implement and Sustain  

 

Gender Diversity and inclusion is still in its infancy within ANGE. We can’t talk about a good 

implementation as there is no clear agenda with committed policy and processes. Even though 

external communication exists through social media (Instagram posts and advertisements), 

internal communication is absent. ANGE is active in sustainability initiatives, raising the 

awareness of the community on sustainability issues as well as green industry lines” Bee’ah” 

(which means environment in Arabic).  

5.3.3. Diversity Challenges  
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Being in a male dominated field, ANGE faces a big challenge in recruiting and enriching their 

pipeline with female talent, Therefore, the management started by the supportive initiatives 

which allow them to retain their female talent. The resignation of the HR Director and the HR 

Manager (in charge of Recruitment), both of them, champions of the Gender Diversity and 

Inclusion Project within the company, can be interpreted as of negative impact on the D&I 

journey as the new HR Director is a male and we don’t know yet whether he will support fully 

the recent developed or he will have other priorities. Based on an interview with him, the new 

appointed HR Director revealed that his main focus for the upcoming year is on improving the 

existent workforce skills and managing well the human resources as they have issue with 

deploying new resources for new contracts. He believes that having female representation in 

the top management is a good indicator of the culture and acceptance of the company. However, 

industry challenges and workplace conditions (long hours in construction sites) is incredibly 

challenging for women. 

 

5.4. CASE STUDY N4- IMAE 

 

“ 
      We are deeply committed to equal opportunities for our people. We have a multi-cultural 

workforce of 6000+ employees across 37 nationalities and we place a lot of emphasis on 

creating a common culture of respect, understanding and opportunities for growth. […] We 

appreciate the crucial role the Emirati Woman plays in supporting the continuous development 

of the UAE.  

                    ”                                                                               Chief Diversity Officer 

 

5.4.1. Company overview  

IMAE is a private Emirati facility management company, established in 2007 and employing a 

multi-cultural workforce of over 6,000 skilled workers from 37 countries. Being in a male 

dominated field, the company had challenges in recruiting female in many of its department 

(hard FM, ventilation, automation, waste collection, fire safety, and energy management). 
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IMAE has won more than 30 prestigious awards recognized by the local and international 

industry authorities for its dedication to environmental issues, employee’s welfare, quality and 

sustainability management. IMAE has a strong commitment to training their workforce, provide 

a good arrangements and comfort of living in their accommodations to keep their employee 

engagement high.  

As well as promoting employee welfare, IMAE is also committed to offering opportunities to 

youth and the local community, following a policy of Emiratization and work with youth 

programs such as “Tumoohi” for male graduates and “Elhami” for females. As part of these 

initiatives, IMAE selects students from colleges, offers them training for 18 months and then 

gives them the opportunity to join any department of their choosing. 

 

Having a look at the workforce gender break, women representation stands at 36 % in entry 

level (combined), but decreased to 10 % in middle management and to 0% in executive level.  

Females are more concentrated in soft services projects (client requirement), and in 

administrative, clerical functions and support services from HR, Finance and legal departments.   

 

 

5.4.2. IMAE Diversity and Inclusion Strategy  

 

Interviewees strongly supported the HC Director view, reflecting that there has been no single 

initiative or approach that can be credited with improving the diversity of their organizations. 

Rather “it has been a case of concerted and sustained effort at various levels” Int. 27. They 

recognized that progress can be slow, and several interviewees discussed the importance of 

acknowledging that engrained behaviors and attitudes take time to change. They believe that 

the problem exists in the lack of women desiring joining the field. They also stressed that senior 

leaders must recognize this, and advocate and support a long-term approach to tackling 

inequality.  

 

Hence, IMAE believe in providing equal opportunities to everyone with his right to have access 

to training and development, promotion, mobility through a “want a change” initiative with a 

fair and equal atmosphere for all. I suppose that IMAE Diversity and Inclusion is an embryonic 

level where the climate is not ready yet. We will see further (figure 46) and in the analysis 
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below that leadership commitment to change is not there. Yet, there is somehow a denial for 

the necessity to change.   

Figure 46 - IMAE Diversity and Inclusion Roadmap 

 

 

I- Create climate of change  

IMAE believes strongly that success can only be achieved when each employee is treated with 

respect and fairly. Therefore, respecting the diversity of talents, abilities and experiences and 

valuing the input of others are the core values of the organization. They also keen on fostering 

an atmosphere of trust and openness.  

With regards to gender diversity and inclusion, IMAE hasn’t established any climate of change 

as I see. They have some initiatives like “Tamouhi” and “Elhami” which is mainly a leadership 

development program with equal opportunities for both genders. Through their leadership 

trainings “Elhami” , IMAE retains one third of their female talents. “ We asked ourselves why 

not more, we made an investigation as each time we introduce 8 female graduates national 

ladies for 18 months, we train them in different departments, we give them support, […]and 

then after 18 months 3 only accept the job offer. […] our interpretation is either they take 

advantage of our program so that they acquire expertise and can get easily better job or they 

find themselves in a male dominated field..”. Int. 26  
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The interviewees revealed that progress on their DI agendas has not been easy. Several 

initiatives have required managers to make extra efforts and move beyond their comfort zone 

in terms of addressing biases, and confronting issues and challenges more openly. “Aside 

making the company a safe workplace for women, the male colleagues need to realize that their 

job can be similarly conducted by a woman. I mean when a Manager recruits in waste 

management section, he shall be able to consider objectively a female applicant. As of now, 

even if a woman is interested in such job, the manager is not taking the risk as he is afraid, she 

will quit in a while”, Int. 25 

With regards to the HR policies, IMAE has a flexibility schemes where all employees (not the 

operative ones) can choose between the two schemes offered. Some women are given the 

approval to leave earlier as per the labor law. No other specific women friendly was found.  

IMAE does not have any internal network. However, they have “the Voice” as a direct hotline 

to the CEO. Each and every employee has the access to call the CEO and shares with him any 

concerns or requests.  

 

II- Engage and Energize 

 

IMAE leadership team is committed to promote personal and professional development of all 

employees. “We have a robust employee engagement strategy, and this is applicable regardless 

the gender of the employee” Int 29. “We provide  career growth opportunities through our 

‘Want-A-Change’ program, in addition to rewarding and motivating our employees through 

‘Employee of the Month’ and ‘Safety Man of the Month’ initiatives.. you will tell me why Man 

and not women well because in our field most of them are Men” Int. 26. Also, IMAE has “ 

Tatwir, a uniquely designed initiative that aims to identify, develop and retain high potential 

talent within our organization”Int.31 

IMAE organizes regular entertainment activities to make sure that everyone can enjoy new 

experiences as well as connecting with their own cultures. “These entertainments are done 

through our dedicated Employee Engagement Team who have created 8 separate clubs, 

including the popular photography workshop, […] we have also cricket and football 

competitions, […] but no female activity has been organized, you know women are of less active 

disposition and they are always in a hurry to do their households activities or prefer to sit their 

babies”. Int. 26. 
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With Regards to HR practices, IMAE has the mentorship programs where they identified the 

high potential employee and assign for them a mentor from the senior level. “Our corporate 

performance department sets for every departments balance scorecard KPIs and we follow up 

our employees on their performance, […] as of now, gender diversity is not on our balance 

scorecard. However, all our managers shall show cases of non- biases in terms of recruitment, 

selection, promotion, and trainings” Int. 30. 

IMAE instated a diversity and inclusion training as an introduction training to all new joiner. 

This training allows the “joiner” to get to know more about the company, the culture, the 

employees culture, their differences and how to build good relationships. A small part was 

ended in 2019 to talk about gender diversity and the importance to have gender diverse teams. 

III- Implement and Sustain  

IMAE strongly believe in paying back to the local society through CSR initiatives as well as 

attracting positive attention to certain issues and causes. To that end, IMAE employees and 

management are involved with over 20 initiatives every year and they ensure that all 

departments have CSR activity participation as one of their KPIs. “ Our team is raising 

awareness in our communities; we are sharing knowledge with our clients and end users and 

we strive to instill a culture of environmental health and safety among employees […]. We 

joined hands with our partners to enhance our service delivery and better serve our 

communities” Int.32.  

Their CSR strategy on 4 key areas: Environmental Sustainability, empowering those who are 

less fortunate, environmental education program to raise awareness on the importance of waste 

segregation and recycling as well as using eco-friendly products and finally people of 

determination. “The Tolerance Year 2019 gives us a strong message about accepting other 

differences, and give hand to hands of those who are really in need (..) I mean if I prefer to give 

a change to a women of determination (with disabilities) than to any ordinary woman..”, Int. 

25. 

Gender Diversity Challenges  

 

Evidence from IMAE organization suggests that there are two major ‘internal’ obstacles to 

investment in workforce diversity policies. These are the difficulties in changing the culture of 



P a g e  205 | 279 

 

the organization as they estimated as male dominated business and lack of awareness of 

workforce diversity policies 

The lack of awareness about such policies and the benefits they bring is obvious. There is a 

perception that diversity policies are not needed to meet the current expectations of employees, 

potential future workers, customers, or the general public. The diversity practices can be 

executed if needed. They believe that their underrepresentation in the leadership is a “personal 

choice”.  

 

As for the dimensions of Diversity, IMAE analyses recruitment and promotion trends and also 

analyses applications put forward by recruitment agents to ensure candidates are invited to 

apply for jobs from a range of backgrounds. 

 

5.5. INTRA ORGANIZATION  RESULTS REVIEW  

 

In this study two types of organizations were considered the local as well the multinational one. 

As first findings, we can presume that the multinationals are advanced in terms of maturity in 

Diversity and Inclusion. Having started their business in western countries, they encountered 

those issues earlier and have brought their solutions to the MENA region. Whereas those local 

organizations, even though they have regional branches, they are at the first stage of setting a 

gender diversity climate. The difference of managing diversity approaches between each of 

local and multinational firms will be highlighted soon after in this section.  

Globally, there were several common themes that emerged across interviews in the four case 

studies. Although the specificities of organizational motivations to promote equality, diversity 

and/or inclusion (EDI) varied between the organizations, there was some agreement to the 

elements that continue to help ensure their success. Interviewees expressed that clarity around 

the case for change, accountability, leadership and good quality data have been fundamental 

enablers for improvements in this area. They also recognized the importance of clear and 

consistent communications in supporting their various programs, and a strong leadership 

commitment.  

They also stated that a poor management of any workforce, whether diverse or not, leads to 

poor organizational performance. To improve diversity management requires knowledge about 

what works and an ability to apply that knowledge (based on experience and informed by 

relevant research and theory on such issues as organizational change).  
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In this section, I analyze the results from each case study that respond to the first research 

objective – exploring the perceived influential factors of effective organizational change for 

instituting diversity initiatives in UAE based organizations- as well as to the third objective – 

investigating how do corporate organizations implement gender diversity and inclusion in their 

policies and practices to improve their gender representation in their upper echelons. 

 

5.5.1. Perceived influential Factors 

 

5.5.1.1. Critical Incident  

 

The critical incident is crucial in designing diversity and Inclusion journey in the organization, 

as it shapes and strongly justifies the need to change and implement a new internal strategy.  

In the first case study, we saw clearly how the “Class-Action Lawsuit In 2001” triggered the 

gender diversity approach and the appointment of a “Chief Diversity Officer” in 2002 and then 

a climate of diversity within the group start to take place. In the second case, MTECH 

announced the gender diversity agenda globally in 2000 as per compliance to the EU legislation.  

Whereas the third and fourth case, both critical incident and episode started with the UAE 

government announcement in 2015 of gender diversity top commitment. The Prime Minister, 

His Highness Sheikh Mohamad Al Maktoum, declared in his speech that their women represent 

33% of their leadership in government entities and that their political representation will be 

50%. He encouraged the private sectors to put the Diversity and Inclusion on their top priorities 

and recruit more women so that UAE global ranking goes among the Top 25. 

While the gender diversity management models, studied earlier, stated the Leadership as a key 

element to kick off the Diversity and Inclusion Journey (Cox Model), considering the macro 

context (Relational Framework), the critical incident was missed.  

Indeed, we see in the next chapter, the importance of the macro context to inspire organizations 

to instate the diversity and inclusion strategy as the macro context is an indicator of the 

readiness of the public consciousness and this indirectly prepare the ground for a successful 

implementation. However, the macro context is the same for those four case studies, yet, we do 

not see neither similar motives, plans, directives nor similar progress.  Thus, the critical incident 

is “critical” as it formulizes the urge to make the change and it pushes forward the organizations 

to make a Diversity and Inclusion story with strong beliefs based on events, incidents, or deeper 
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realistic needs. When the D&I is promoted within the organization as a must and need, it is 

perceived differently than when it is only about following a business trend.  

 

5.5.1.2. Diversity Management Discourses  

 

Each company highlighted different problems, different needs and different motivations; they 

all agree on the necessity of change. Although the question was not directly answered as no one 

give a clear and concise answer of the D&I main motives and drivers, I can allocate each of the 

four a different D&I discourse. By discourse, I mean the interpretation of the company of 

diversity management, their motivation and from which angle they count on Diversity 

management and inclusion.  

 

Within each organizational context, diversity and inclusion is linked to the problems the 

organizations are facing, to the labor market conditions, societal expectations, internal 

organization practices, expected positive outcomes. By mapping the participants talks and 

motives about diversity management, I identify four main discourses for diversity: the business 

case discourse, the fairness or equality discourse, the trend discourse, and the corporate 

social responsibility discourse. Although they overlap as all share the concern of the society 

well-being, see the diversity’s business value, and refute any kind of discrimination or sexual 

abuse, they can highlight peculiarly different discourse.  

The first case is obviously using the business case argument. Sodexo has estimated the return 

on investment of the gender diversity and studied the impact of diverse departments on the 

productivity and the performance. The business case argument is dominant in the organizations 

and development organizations where the main motivations of diversity management discuss 

the innovation, the closeness to the clients’ expectations and becoming “the Employer of 

choice”.   

The second, MTECH, uses the Equal Opportunity discourse fighting against discrimination 

and unequal opportunity for both genders.  The main Foundation on which this discourse is 

based is moral imperative to ensure fairness to all employees and applicants. They respect 

equality legislation and communicate that differences do not need to be valued; they just need 

to be ignored while making decision in any work practices.   

The Trend discourse is not a response to a problem or an expected improvement of practices. 

The third case acted on Diversity and Inclusion as a trend in the society and to follow the 
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government initiatives and trend. It is kind of a reactive response. Diversity management 

enables the leaders and managers to take part of the latest development of management 

practices. They believe that it does not present any additional resource for the business, but it 

is just a way of modern management.   

The fourth raised that the gender diversity is unrelated to the organization, that they do not see 

a serious problem of under representation of women in their structure. They show that corporate 

social responsibility (CSR) is a highly valued in their organizations and they look to use gender 

diversity in a CSR initiatives such as tackling the people of determination (women with 

disabilities for instance) as a way of serving the society and not waiting for an outcome. And 

that if they bring diversity, it is within the CSR discourse.  

 

Move Beyond the Business Case Discussion 

The business case for improving diversity, equity, inclusion and belonging in the workplace has 

already been recognized and is supported by a growing body of evidence in the empirical world. 

The first case study “Sodexo” is one example in Diversity Best Practices. It shows how they 

increased return on investments through D&I initiatives. "For every $1 it has invested in 

mentoring, it has seen a return of $19, according to Dr. Rohini Anand, the company’s senior 

vice president and global chief diversity officer." (Sodexo Publications). Therefore, 

organizations and business leaders should not anymore hesitate on linking diversity and 

inclusion to the organizational growth strategy: The D&I priorities must be explicitly defined 

based on what will drive the business growth strategy.  

Discrimination- Fairness Paradigms MTECH is an example of how the organization adopt an 

equal opportunity paradigm as a moral and reactive response (Thomas and Ely, 1996). 

Nevertheless, Thomas and Ely (2002) discovered in their studies a strategic paradigm (the 

learning and effectiveness paradigm) that would include the “fairness” and the “access and 

legitimacy”.  

 

5.5.2. Diversity and Inclusion Implementation 

 

Findings in this theme address the different dimensions of the diversity and inclusion strategy 

from the design, to the implementation decoded policies and then cascaded down into initiatives 

undertaken within the organizations as well as their implementation.    
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5.5.2.1. Multi-level Strategy is the Key  

 

This study confirms that success in improving diversity can only be achieved when multi-level 

strategies are implemented over a sustained period (Priest et al., 2015). 

Even though the relational diversity framework (Syed and Ozbilgin, 2009) as well as the 

“inclusive workplace model” (Mor Barak, 2005) refers to this multi-level interactivity or multi-

layered perspectives of the diversity and inclusion management issue, this study show another 

multi-layered concept, which is more related to the implementation of the gender diversity 

strategic plan in a multi-layers: create a climate of change, raise awareness, have a diversity 

and inclusive discourse, engage leadership, engage employees, put in place accountability, 

design new HR inclusive policies, communicate internally and externally, liaise with external 

communities on different levels (suppliers, clients, sectoral and cross industrial level, etc..). 

 

Improving diversity and equality shall not be considered an ‘add on’, or a ‘nice to have’, but is 

a positive part of the organizational culture, and a value to taking care of their workforce.  We 

see how the two multinationals, where largescale equality practices and initiatives have been 

implemented, are a little earlier in this journey and still diversity and inclusion is not yet fully 

embedded. They both recognize that they have a lot yet to do in that field. Sodexo for instance 

created a Roadmap for a Better Tomorrow 2025, founded on the shared principles of D&I and 

Corporate Social Responsibility. Those two functions meet for strategic planning sessions  and 

share reports and communications. They are encouraged to collaborate and learn from each 

other. And every year, the priorities of both functions are reflected in the annual integrated 

report. Even though, when talking about diversity, attention goes immediately to the HR 

processes and practices, diversity and inclusion is far beyond than this. It encompasses 

everyone’s responsibility from the CEO to every department, business unit and employee.  

The two local companies had only instated few initiatives with no consistency. This was 

reflected in a limited effect on creating a climate of change.  

 

So, Diversity and Inclusion is a journey reflected in the organization through an agenda where 

all departments collaboratively contribute as a part of their engagement with initiatives, 

feedback and review process and move in a similar consistent direction.  

Organizations avoid to ‘re-invent the wheel’ by encouraging synergy between different 

business units, sharing information and resources using the collective commercial power which 

lead to economy if scale and ensure a consistency of approach where different business units 
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or teams approach gender equality similarly, employees’ experience of the workplace is 

consistent and predictable, wherever they are deployed internally; this fosters engagement and 

productivity.   

Gender Diversity and Inclusion needs a comprehensive strategy, sustainable and meaningful 

climate of change with a basis for communicating is committed, engaging stakeholders around 

specific objectives and building long-term support is required (figure 47). Another essential 

condition is the measurement of this success and reporting of initiatives will ensure clarity of 

direction and provide a robust basis for performance progress.  

Therefore, in the cases 3 and 4, diversity and inclusion were restricted to simple “Female talent 

development programs”, extending “maternity leave” (ANGE case) or mentorship and CSR 

activities (IMAE case). 

In what follow, I attempt to conceptualize in a model (figure 47) the key points extracted from 

the case studies and their diversity and inclusion strategies. While we might think that this 

roadmap would be gathered from a one “successful” case study, I assure that the analysis were 

equally taken from the positive successful initiatives in some cases and from the lack of 

existence, or even the failure of other initiatives in some others of those four cases. 

 

Figure 47 – Model : Gender Diversity Management and Inclusion Roadmap 
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5.5.2.2. Create a Climate of Change  

 

As mentioned above, the diversity and inclusion shall be embedded in the organizational 

culture. Organizations promote this change as a new identity value. Therefore, creating a 

climate of change is a long phase where the organizations prepare the ground and not declare 

the change suddenly to avoid resistance from those who are on dominant positions. In parallel, 

the company shall design a platform where the change process will be managed. It took Sodexo 

more than five years in creating a climate of change, while IMAE and ANGE jumped directly 

to the tactics before creating a climate of change or preparing the ground. 

 

5.5.2.2.1. Preparing the Ground  

 

Preparing the Ground comes from the Top where the CEO shares a convincing vision to his 

employees, call them for joining the adoption of this new value through communicators and 

speeches addressed to the employees, then it comes the leadership commitment and the 

appointment of a Head of Diversity and Inclusion who takes in-charge a successful 

implementation of process of change.  

 

CEO Compelling vision  

From this study, we can conclude that companies that have successfully engrained gender 

diversity at the leadership level are more likely to place gender diversity among the top 3 

priorities on their strategic agenda, to have strong support from the CEO and leadership, and to 

integrate gender diversity at all levels (CASE 1, 2 and 3). 

Sodexo looked after that, to change agents and role models at all levels. Those gender diversity 

champions develop and communicate a compelling change story to support the programs, 

policies, and processes that the CEO along with the leadership have put in place.  When CEOs 

and leaders articulate a compelling vision, embedded with real accountability for delivery, and 

cascaded down through middle management, gender diversity and inclusion will be easily 

effectively implemented. 
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Appoint a Head of Diversity and Inclusion 

“Appointing a Head of Diversity and Inclusion is of a big impact on the employees perceptions, 

When we see a new division is created, “AH!, we all feel it is serious and we have to be 

aligned..” Int. 11.  

Cox Model referred to establish a D&I council, but that might be insufficient as organizations 

need a single point of contact to manage the implementation. “ Head of Diversity and Inclusion 

might be the one to blame, or even to congratulate, or to be questioned […] The head is 

important as he/ she is the one who cascades down all the initiatives […] we, as HR Department, 

have a lot on our plate.. we can execute and assist the D&I, but it shouldn’t be our 

responsibility”. Int.12 

 

Leadership Commitment  

In case I, II and III, we saw a relatively good representation of women (35 to 44%) in the 

Leadership Team and all the interviewees agreed on the importance of leadership commitment 

in cascading down the CEO vision into measurable progress. In the fourth case, although 

interviewees acknowledge and confirmed their commitment to a gender diverse atmosphere, 

the fact that the leadership team does not include a female role model. This will reduce the 

credibility of the leaders while promoting diversity and inclusion. 

Moreover, when the “tone is set  from the top”,  senior management can take the lead from their 

superiors and work with their subordinates on addressing conscious and unconscious bias and 

developing holistic programmers and initiatives to support and train women in their 

professional roles. 

“While not necessarily new, I believe that innovative strategies to engage men as allies continue 

to be important, leader’s commitment to mentor and to sponsor female talent continues to yield 

positive results”, Int. 10 

One of the challenges that face diversity leaders is to secure commitment from key stakeholders 

of the organization for effective implementation of diversity policies. In fast changing 

environments and high employee turnover, commitment issues can be particularly complex, 

where lines of management are multilayered are changing. A robust business case is one of the 

key tools the diversity leaders use to secure organization-wide commitment to diversity. If they 

lack data and evidence to support business case arguments, many of the decisions on diversity-

related matters will be left to intuition, biases, stereotypes, and individual opinions about the 

internal and external labor markets. A strong business case must be based on evidence but there 

are diverse interests within organizations and externally. To be successful the argument must 
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satisfy these divergent interests and organizational priorities. Diversity leaders need to 

encourage dialogue in which different stakeholders can express their expectations of diversity 

management and can collaborate. This is an important means of achieving commitment. In 

many organizations, diversity councils help to promote diversity and achieve widespread 

commitment.  

 

5.5.2.2.2. Identify and address Systemic Barriers 

 

Organizations shall start by identifying and addressing Systemic Barriers before they waste 

efforts in well-intentioned but poorly targeted initiatives. In identifying those barriers, we refer 

to the societal, cultural, macro context as well as the structural barriers as discussed (Kanter, 

1977), and individual Barriers. Individual Barriers (as shown in the relational model of Syed 

and Ozbilgin (2009) are influenced by the Macro and Meso context. Organizations review 

personal, organizational societal or systemic barriers (Jabeen, 2001). 

The first case study shows how the systemic barriers can be revealed through focus group 

discussions, employee engagement survey and employee happiness index.  

Organizations are challenged to find best solutions to their systemic barriers. For instance, while 

in the case 2 and case 4, interviewers (leaders) claim that there is a shortage of female talent in 

the telecoms and the facility management fields, it might be a lack of intentionality in sourcing, 

hiring and developing diverse talent. And when they are given incentives and accountability by 

reporting on quarterly basis or having their KPIs affected by their engagement level, those 

leaders will manage to get more talented and qualified women in their pipeline or talent pool. 

Lack of accountability may be one of the top reasons of failure of the D&I efforts. 

 

We see in this study that diversity management generally start with a centralized 

implementation starting from a common vision and policy, but it shall be customized to each 

subsidiary’s contextual characteristics. Case 1 adopted the same process of identifying barriers, 

thinking about solution in round tables discussions but came up with different practices and 

prioritizes them based on the local market needs. However, the case 2 shows that a centralized 

diversity management policy, platform, and practices slower the change and the inclusion 

outcomes.  



P a g e  214 | 279 

 

Examining the barriers holding women back, from biases and double standards to a lack of 

sponsorship support, can push the company towards creating a gender intelligent workplace. 

One in which employees feel that their uniqueness is valued and that they belong.  

 

5.5.2.2.3. Internal Communication  

 

The four cases have installed an internal communication channel between employees and their 

leaders or high management. This channel is a guarantee to the employee of his/ her inclusion 

as a unique and valued employee.  

As long as the communication Top down is important in highlighting organization’s 

achievements in D&I, in raising awareness, in creating Role Models storytelling, and engaging 

all employees, a Bottom Up communication is also a great ways to foster an atmosphere of 

acceptance, and raising each ones voices whether  it is one-to-one (in mentorship) or in trainings 

or in townhalls.  

 

5.5.2.2.4. Design inclusive Practices (Top Down, Bottom Up, Horizontally) 

 

Diversity challenges differ from organizations to another, approaches to address them vary as 

well. Here again, the need to be responsive to different national cultures may explain why 

multinational organizations have tended to leave much of the implementation of diversity 

programs to managers at national level (Fredman, 2014).  

 

Customized Practices” more than “Best Practices” 

“Unfortunately, not all the individuals who decide to work for your organization fit into the 

organization’s policies, unspoken norms, and patterns as they were originally designed for. It’s 

the organization responsibility to redesign their processes to create an environment where all 

their employees can thrive”. Int. 9 

From an organizational perspective, gender equality starting points and levels of readiness and 

maturity differ from organizations to others. We shall go shift our thinking from “Best 

Practices” to “Customized Practices”, go beyond simple “inclusive workplace” and venture into 

more versatile experience  that fits the needs of all their employees, into a place where the 
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practices are customized to the employee’s expectations more than a place where the best 

practices are executed. 

We saw in the study organizations which have recently started or are about to start (CASE 3 

and 4) their gender equality journey. Often the hardest question is “where do we start?” and 

“what does progress look like?”. Those who have already in their gender diversity path (CASE 

1) ask “how can we make faster progress?” or “how can we achieve more impact from our 

effort?”. Those who might ask “are we doing it the right way?” (CASE 2). There is not a “fit-

all” solution.  

5.5.2.2.5. Internal Networking (Mentoring, Sponsorship) 

As discussed in the internal communication, Networking, Mentoring and Sponsorship are 

important initiatives of which organizations can yield fast good impacts on their female 

employees.  

Internal Networks give the female employees good exposure with the high management team, 

and role models from both genders. It also engages the male employees to be supportive and to 

build coactively with the female employees an inclusive atmosphere. Mentoring young female 

employees by senior manager teams will allow them to learn and improve their knowledge, to 

increase their confidence level, and to benefit from the learning curve.  

5.5.2.3. Engage Employees and Hold Them Accountable 

 

With the work pace, people are tasked with deliverables. If bringing diversity and inclusion is 

perceived as something else to do, without a clear understanding of why it matters to the main 

deliverables, D&I will fail. Accountability was identified as one of the key success factors for 

the diversity and inclusion ( Cox, 2001; Kreitz, 2008). 

 

Compliance with macro context 

5.5.2.4. Implement and Sustain 

 

Once the climate is ready and the organizations stakeholders are well engaged, then a good and 

effective implementation can be in place and be sustainable.  
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5.5.2.4.1. External Communication 

 

External communication allows the organization to share knowledge, to build a gender 

inclusive reputation. External communications raise awareness and bring the society and the 

public consciousness to gender neutral and less of stereotypes and bias. Case I advise their 

clients to be gender inclusive, they also push their employees to train their clients. Few 

examples are recognized in the UAE region, but in India Sodexo has already a wide portfolio 

of clients training on D&I, collaboration with clients on sponsoring D&I events and initiatives.  

 

5.5.2.4.2. Measurement and Monitoring 

 

“We can’t manage what we can’t measure “ Int.1. Therefore, setting goals, targets is important 

to follow the achievement and to monitor the progress. Case 1 introduced their D&I to their 

scorecards, as a performance management system, in which they measure the engagement of 

leaders in recruitment, in trainings, in sponsoring female young employees, etc.. 

It is a way to keep the fire in the organization and the move on. Otherwise, D&I will be restricted 

to personal interpretation, personal efforts, and sometimes under personal bias.  

 

5.5.2.4.3. Extend Diversity Management 

 

While our topic is about gender diversity, we see in the four case studies that Diversity concept 

is extended to many other criteria : culture, origin, generation, race, ethnicity, people of 

determination, etc..  

However, sexual identity and sexual orientation are not applied in this region as the society and 

the macro context do not tolerate this “taboo” to be publicly shown or discussed.  

 

5.5.2.4.4. Corporate social Responsibility  

 

While case 2 limits somehow their gender diversity to a “corporate social responsibility” 

activities, Case 1 showed how this CSR can be an advance commitment towards the macro 

contextual and communities. It is a way to “pay the community back and to improve their gender 

relations concepts”. Int.2 . “We sponsor women entrepreneurs in rural regions to empower 

them and help them unleash their potential”.   
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5.6. A CROSS-CASE ANALYSIS 

 

A more in-depth analysis of archival data and analysis of participants’ interviews during the 

period under study have yielded the results shown in the below paragraph and provided a 

horizontal comparative scheme.  

Table 15 reexamines, at first, in the four cases, some key points of the data collection process 

undertaken in each of the four cases  starting from the selection rationale, the scope of analysis, 

the methods of data collection, the access level to the data needed, number of interviews, 

analysis methods, department studied, etc..). This review is important to ensure some extent of 

fairness, symmetry in conducting the case studies.  

Then, table 15 restates the analysis method and states the literature themes linked to each of the 

four cases. In case 1, we can reflect the relational diversity framework where Sodexo considers 

the macro context while transferring their global Diversity  and Inclusion into a local one. We 

identify also the four level of the Inclusive workplace as well as the key matters of the Change 

Diversity Management Process. In case 2, the analysis of the codes emerged in this case echo 

with the “Equal Opportunity and Fairness Paradigm”. As of Case 3 AND 4, “Compliance” 

Theme emerged where ANGE is applying gender diversity and improving the women’s 

situation to meet the government guidelines, regulations and laws and started effectively and 

setting the women inclusive practices, but IMAE is still lagging behind.  

The four cases are organizations operating in what we call “male-dominated fields” whether it 

is the construction, facility management or  telecommunications and internet solutions. Some 

disparities exist when talking about women in top management in each of the cases (from 40 % 

locally in Case 1 to 15% in Case 2, to 45% in Case 3 to 0% in Case 4).  

We conclude that case 1 has a Global diversity strategy and a local one since 2015. Each region 

has a local D&I Department reporting to a Global D&I team. Case 2 has a Global Diversity 

shared team centralized in mother company, with no representatives of direct D&I in regions. 

Case 3 has put in place a D&I policy, but Case 4 does not have any D&I policy. As per the 

diversity discourse, we see also some disparities among the four case studies from a business 

case (case 1), to an equal opportunity and fairness paradigm (case 2), to compliance (case 3 ) 

and corporate social responsibility (case 4). Other disparities appear also in the Diversity 

strategy: Sodexo adopts a comprehensive “aggressive” D&I strategy with a top Down, Bottom 

up and horizontal implementation to make sure that in each level, departments and work teams 

are well diverse in terms of gender. MTECH adopts a Bottom up “normative” implementation, 
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praising the evolution of each employee fairly and starting recruiting women mainly from the 

entry level to lower the impact costs of such initiatives as well as to increase the talent pool of 

women. ANGE adopts same approach of Bottom Up implementation, as they have a deficit in 

women representation in the lower entry levels.  

  

As also observed earlier, the level of leadership commitment, communication and practices in 

place differs from case to case.  
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Table 15 - The Collected Data Matrix 

 

Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- 

Rationale for 

comparison in this study 

Multinational (male 

dominated sector) 

Multinational (male dominated 

sector) 

Private Local (male dominated 

sector) 

Private Local (male 

dominated sector) 

Country (Scope of 

analysis) 

UAE (Regional Office)  

However data is on the 

MENA Region 

MEA (Middle East and Africa 

Region) 

UAE UAE 

Methods Semi-structured, Face to face 

Interviews, observations, 

meetings attendance, 

networking lunch and dinner, 

documents and presentations 

review, sites visits  

Semi-structured, Face to face 

Interviews, webex meetings, emails 

exchanged, documents review, 

observations 

Semi-structured, Face to face 

Interviews, observations; 

documents and presentations 

review 

Semi-structured, Face to 

face Interviews, 

observations; narratives 

schemes,  

Type of Study Exploratory  Exploratory  Exploratory  Exploratory 

Type of Data  Qualitative Qualitative  Qualitative  Qualitative  

Access Was easy / open access Long process; slow access Quite easy with limited access 

With some rupture (with the 

resignation of Director of Human 

Resources) 

Very limited access/ 

limited to HR Department 
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Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- IMAE 

Study focus Local Diversity and Inclusion 

Department 

HR Department – 

Communication 

Leadership Commitment 

through interviews and 

discussions with leaders  

D&I is not local (study of D&I 

Department through internal 

platform, company yearly 

documents, internal 

communications, websites and 

webinars) 

HR Department – Communication  

Leadership Commitment through 

interviews and discussions with 

leaders 

HR Department (taking the 

resposnibility of D&I) 

Communication (through 

observations and social media) 

Leadership Commitment through 

interviews and discussions with 

leaders 

HR Department (taking 

the resposnibility of D&I) 

Communication (through 

observations and social 

media) 

Leadership Commitment 

through interviews and 

discussions with leaders 

Interviewees number/ 

/duration 

9 interviews / 11 discussions  

Observations + documents 

review 

Equivalent to 15 working 

days  

 

8 interviews / 3 discussions  

Observations + documents review 

Equivalent to 10 working days   

6 interviews / 1 discussion  

Observations + documents review 

Equivalent to 13 working days   

5 interviews / 5 

discussions  

Observations + documents 

review 

Equivalent to 5 working 

days   
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Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- IMAE 

Analysis method Thematic coding using a 

grounded approach (Glaser 

and Strauss, 1967). Syed and 

Özbilgin’s (2009) relational 

framework was used to 

identify themes at each level; 

Mor Barak (2005) was also 

referred to while exploring the 

diversity and inclusion 

perspectives. 

Process change was also 

mined  

 

Thematic coding : analysed and 

grouped according to themes that 

emerged related to the theoretical 

propositions  

And  

Interpretative, narrative approach. 

Equal Opportunity and fairness 

paradigm were reflected in this 

case 

Interpretative, narrative approach. 

Identified themes within 3 

analytical clusters: macro-country, 

mesoorganisational and micro 

individual.  

Compliance theme emerged 

Interpretative, narrative 

approach.  

Pure Compliance theme 

emerged. 

Limited initiatives and 

commitment  

Women in Top 

Management  

32 % (globally), 40% locally  8% (globally), 15% (locally) 45 % 0% 

 The key to recruiting, 

retaining, and promoting 

minorities is not the human 

resource department,” says 

Int.5 . “It’s getting line 

management to buy into the 

idea. We had to do more than 

The main barrier to increase 

women in the top level is their 

scarity as well as their scarcity 

within the middle management in 

the organisation. “External 

Recruitment of a Senior Leaders is 

very rare. The opportunity goes 

Family Business explains the high 

rate of women at the Top 

management 

Feamle Representation in 

the senior level was 10% 

before 2015.  
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change behavior. We had to 

change attitudes.” 

almost all the time to the existant 

talent”, Int. 12  

Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- IMAE 

Overall Gender 

Diversity Strategy 

Top Down and Bottom up and 

all levels (Horizontally) 

Bottom up / Different levels Bottom up  Small win interventions 

(No clear strategy) 

Diversity and Inclusion 

Policy (available) 

Yes (Globally and Locally)  Yes (Globally)  Yes   In progress 

Internal Network  Yes (70 per cent female – 30 

per cent male) 

Local Network established in 

May 2019; Global exist long 

time back  

“The best change stories 

provide all workers with an 

understanding of how their 

contribution relates to the 

organization’s overall 

vision”. Int.  

Yes with 26 per cent male 

participation 

Global Network with participation 

of UAE team 

“Stories are very important in a 

performance transformation, since 

they are a critical mechanism to 

inspire the workforce and create a 

shared sense of purpose” Int. 14 

 

Female Network Will be 

established in 2020 with little 

male participation 

No network 

Communication  Very high High on Gender Equality (webinars 

on Unconscious bias, on fairness 

and equal opportunities, 

networking, mentoring) 

Medium (Externally) but 

internally is Fair 

Fair 
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Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- IMAE 

Incident trigger (year of 

kick of) 

2001 (Globally), 2010 in the 

region and 2015 (very serious 

targets) 

 2000 globally, 2015 (region) 2015 (compliance with local 

authorities’ aspirations)  

2010 with quality 

management and 

performance management 

implementation but 2015 

for compliance purposes 

D& I Initiatives  - Mentoring 

- Leadership Development 

Programs  

- Internal Network with 

women issues events 

schedules 

- Awareness Training 

- D& I trainings  

- Mentoring 

- Leadership Development 

Programs  

- Internal Network with women 

issues events schedules 

- Awareness Training 

D& I trainings 

- Female Development 

Programs 

- Mentoring  

- Parental Leave 

- Workshops 

 

 

 High Potential Employee 

(Personal development 

Programs) 

No Discrimination is 

tolerated 

 

Human Resources 

vs. D&I 

Distinct but not fully 

separated 

- Distinct globally (HR oversees 

the D&I locally) 

- HR oversees D&I 

 

There is nothing called 

D&I, But HR handling the 

related matters.  

Discourse  

( it was not data collected 

as it is but more data 

interpreted from the case 

studies) 

- Business case  

Motivation is to improve the 

organizations profitability  

 

 

 

- Equal Opportunity  - Compliance / Trends Discourse - Corporate social 

Responsibility  
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Study Characteristics - Case I – Sodexo MENA - Case II- MTECH - Case III- ANGE - Case IV- IMAE 

Practices changed - Employee SOP changed to 

include equal 

compensations and benefits 

to all employees.  

- Flexibility working hours / 

teleworking/ virtual and 

remote work 

- Giving the option to 

working mums to leave 

twice 2 hours earlier or take 

the Tuesday off. 

- Training on unconscious 

bias  

- Workplace suitable 

conditions 

- New business development 

targets  

- Monitoring on targets 

- Accountability 

- Clients relationship focused 

on gender diversity and 

inclusion  

 

- Employee SOP changed to 

include equal benefits to all 

employees (close the gender pay 

gap) 

- Flexibility working schedules 

- Work / life balance (teleworking, 

etc..) 

- Training on unconscious bias  

 

- Maternity leave extended from 

45 days to 60 days with return 

ship schedule program  

- Flexibility working (2 options 

are given 7am to 4 pm or 8am 

to 5 pm schedules.  

- Female Talent Development 

and Leadership Program 

- Internship of Emirati 

Female Graduates was 

introduced  

- Absher Initiative 

(Emiratization) 

- Program Elhamy 

(women empowerment) 

- Flexibility working (2 

options are given 7:30 

am to 3:30 pm or 8 :30 

am to 4:30 pm 

schedules 

- Training on unconscious 

bias 

- Personal development 

programs   

 

Observations - D&I is very well 

embedded (newsletters, 

communications on the 

employee Boards, in 

meeting rooms, in the 

On the welcoming Board no 

message about D& I. However, 

communication exist on the 

platform 

- The D&I Award in the HR 

office 

- Quality management 

awards communicators: 

No Gender Diversity 

messages 
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reception areas, common 

areas) … 

Employees are mixed... no 

segregation in the offices 

- A communicator on the Talent 

Development in the reception 

area. 

Segregation in the offices (Emirati 

Family Business culture) 

- Message Sheikh Zayed 

on Women 

empowerment in the 

principal meeting room.  

No segregation in the 

offices  

Study Characteristics Case I – Sodexo MENA Case II- MTECH Case III- ANGE Case IV- IMAE 

Leadership Commitment  - High - High 

“In developing an implementation 

plan, senior leadership must bring 

managers into the process.  

Multiple action-planning 

workshops can introduce the 

enterprise-wide performance and 

health aspiration, identify critical 

behavior shifts for each priority 

practice (….). Leaders need to 

understand the priorities as well as 

the corresponding mind-set and 

behavioral shifts, since they will be 

responsible for role-modeling 

them”. Int 16 

 

- High 

“Our management recognizes the 

immense contribution of Emirati 

Women in our society and in our 

organization in particular” Int. 20 

Medium (Emiratization 

and Diversity in general is 

priority) 

Target / Objectives - Clear Target with 

timeframes 

- Clear Target - No clear target  No target set 
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Study Characteristics Case I – Sodexo MENA Case II- MTECH - Case III- ANGE Case IV- IMAE 

Accountability High (Leaders and 

managers’ report on 

quarterly basis their 

progress in terms of 

recruitment and training on 

gender diversity) 

Fair to weak - weak weak 

Legal Compliance  It is needed but not 

mandatory 

It is perceived as it is important for 

new business with government 

entities... They will be assessed 

based on their gender diversity 

- National Directives and Laws - National Directives and 

Laws 

Conducting Employee 

engagement survey  

Yes. “And based on the 

engagement survey results, we 

analyze our situations and we 

think about possible solution”. 

Int.1 

“We do believe in this 

statement “ companies that 

did no work to diagnose 

mindsets never rated their 

change programs as 

“extremely successful,” 

whereas companies that took 

the time to uncover and 

reframe mindsets were four 

times as likely to rate their 

“Yes, of course we do and based on 

this we see how we can foster our 

leadership programs and 

succession planning”. Int. 11 

“Yes, we do, employee 

satisfaction survey. This is 

crucial to improve our practices 

based on our employees’ 

perceptions”, Int. 19 

“Our corporate 

performance 

management 

department takes good 

care of our employee 

satisfaction and 

engagement survey 

yearly surveys”, Int. 25 
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change programs as 

“successful.” Int. 1 

Level of organizational 

Commitment  

- Sustainable (Gender equality 

embedded) 

Activation (Strategy in place and 

communicated) 

 

Functional (Interventions 

provided but ad-hoc) 

-  

Compliant (Gender 

equality effort focused on 

compliance) 

CEO Compelling Vision 

Cascaded down into 

Business units 

- CEO and senior 

leadership commitment ▪ 

CEO and executive 

commitment drive 

diversity through each of 

our Business Units ▪ 

Diversity Leadership 

Council provides 

oversight of diversity 

strategy and progress 

- ➢  

 -  -  

Benchmarking on D&I - Ongoing benchmarking 

with others to incorporate 

best practices 

“Yes, we do benchmark 

but also we customize our 

practices based on our 

needs” Int.2 

Yes, the first benchmarking exercise 

in the region started in September   

- No - No 
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5.7. EXPLAINING FAILURE TO CHANGE BEHAVIOR   

 

While in previous sections, the intra-organization results shed the light on Diversity and 

Inclusion implementation process and practices in each case and highlighted somehow the 

processual roadmap for an effective implementation, it’s interesting in this section to explain 

the failure to change behavior in some cases such as case 4 mainly and (case 2 and 3 to certain 

extent).  

 

Cost Impact. In case 2 and case 4, the “cost” emerged as a key factor of evaluation. MTECH, 

being in a restructuring period, implementing a more aggressive Gender Diversity in the 

organization and achieve parity in Leadership positions has a high cost impact (that explains 

their various initiatives of internship for female fresh graduates, their recruitment of women at 

entry levels, their partnerships with NGOs to promote women via small non fixed budgets. In 

Case 4, for instance, the organization, deploying labors and site managers in different sites and 

providing them with accommodations, assessed that recruiting more women in projects sites 

will encumber IMAE with additional costs to arrange special accommodations.  

“In our worksites, our labor lives in very small spaces, sharing their rooms, and their utilities 

in a labor camp, where we have a big team preparing for them meals ready at their doors…we 

have prepared for them recreational rooms in the common areas where they can play baby foot, 

chess, ping pong, etc..  can you imagine if we put our female labors in the same camp, what 

will happen?... our female labors will cost us higher in terms of accommodations and 

transportations as we will take them flats outside the camp (higher rent payment) added to that 

we have higher cost in terms of absence as female tend to have higher absence rate” Int. 30.  

 

Commitments may go then unfulfilled because in some projects or cases, organizations  

calculate costs and benefits and assessed based on that cost and impact. So, in some agreements, 

where there are no strong normative expectations about gender parity, organizations are likely 

to bypass that objective.  

However, we cannot blame organizations for having bad intentions or unfulfilling their 

commitments. Obviously some financial, administrative, or technical incapacities can all inhibit 

behavioral change. “ when it comes to recruiting women, our yearly quota allows us to add on 

our visa sponsorship more men than women”, explains Int. 12. “Recruiting female engineers, 

site managers or assistants is hard as we count on our counterparts in other regions abroad. 
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Recruiting process of women is longer . “Regulators need to check if there is proper 

accommodation, good and proper conditions before approving for the visa... this is costly in 

time and money especially when you have 30 days to deploy a big project”. Int. 21 

The failure of some organizations to gender diversity commitments often reflects more pressing 

concerns such as the lack of adequate resources, more than a conscious decision that diversity 

management is not in their interests. Indeed, those organizations believe that in case of a 

facilitative rather than an enforcement model of compliance in recruitment will boost their 

diversity and inclusion initiatives.  

 

Lack of Internal Organizational Local Resources.  While implementing diversity and 

inclusions initiatives and practices, Case 2 links those practices to time, cost, and commitment. 

Indeed, Human Resources shall not take the lead in Diversity and Inclusion, as once adopted, 

HR will lack of time and commitment to fulfill and follow the D&I agenda. Diversity and 

Inclusion shall be headed by a D&I Leader who dresses the Responsibility Matrix, define the 

focus area of each of the stakeholders,  set the targets and baselines, and monitor their progress. 

In case 2, MTECH Has a D&I shared resources heading the 67 countries with no representatives 

in any of these countries. He liaises with local HR who are already fully taken by their daily 

routines and busy work schedules. Moreover, HR team is empowered on the ‘how to’ – 

generally HR ‘in the business’ is supportive of diversity and inclusion – but they do not know 

enough to guide leaders and their internal clients.  

 

D&I considered as a “nice to have”. Case 2 and 4 studies showed a widespread problem: 

diversity and inclusion are still treated as enhancements not as core to business success. There 

are still many challenges to the idea that diversity does enhance results, or that the lack of 

women representation in the upper level is not a personal choice, but has to do with the 

organizational culture and inclusive climate.  

UAE Political discourses still focus on voluntary measures, legitimised by a discourse on 

flexibility and freedom of choice rather than as a set of moral and legal obligations.  Undeniably, 

the business case argument for diversity management may distract attention from structural 

inequality and moral constraints in a way that legally yields a financial outcomes. Promoting 

diversity as a business case as well as a social responsibility prevails as a trend in UAE political 

discourses and regulatory frameworks to mount the diversity and inclusion intiatives  among 

UAE companies.  
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Gender-diversity programs aren’t enough. While they can provide an initial surprise,  they 

might often lose their enthusiasm and old habits resurface. Values last if they are lived every 

day by the leadership from the top down. If gender diversity fits with that value set, almost all 

employees, mainly men, will engage more in bringing inclusion. “ It is what we call the Push 

and Pull strategy, Push strategy for women in the business through development programs, 

mentoring, sponsorship; Pull Strategy by engaging senior leadership on the ‘how to’. Ideally 

starting with the senior leadership team, educate the groups, challenge them to experimentation 

and action, empower them to discuss this in the business”. (Int.10) 

 

Organizations have got a long way to go.  Comparing the two last cases to the two first ones 

reveal that the first two has been backed in their diversity and inclusion journey by their mother 

companies progress in terms of diversity management. In case 1, although the local subsidiary 

put a place a D&I proper processes and practices based on their assumptions of enablers and 

barriers and kicked it off once the local regulators and the markets encouraged it, but they 

benefit largely from the global intraorganizational culture of D&I, the roadmap of effective 

measures already experienced in different countries ahead. Case 3 and 4 are only started 

focusing on this journey with the new government directives announced in 2015 and jumped 

into gender inclusive practices and tactics before preparing a diversity climate.  

Diversity and Inclusion is a long transformational journey where organizations may face 

impasses, attempt to  adjust  their practices to overcome some challenges as the resistance to 

change, the stubborn mindset, the high costs, the acceptance of change, etc..    

  

5.8. SUMMARY 

 

In this chapter, I presented a first phase of results analysis where an intra-organization focus 

allowed me to fulfill two of the research objectives. I explored the influential perceived factors 

that push the organization to implement a “Diversity an Inclusion” Strategy. It is often upon a 

critical incident, that the Board decides to commit to “Equality, Diversity and Inclusion” and to 

embed this culture within the organization. 

Second, I analyzed the implementation of the D&I strategy in a processual approach, and not 

only by a list of requirements. The four cases show disparities in each phase. Then, I dressed a 

recap in which I reviewed their different actions in each phase. This review does not aim to 

generalize but to highlight the achievement of some and the possible deficiency of measures in 
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some others.   A cross case investigation was crucial to explore more emergent analysis and to 

understand the potential reasons behind failure to change behaviors.  

In Chapter six, I present another analysis perspective, the Inter-Organization Analysis. By inter-

organizations, I refer to two channels of interactions: the first being the upstream interaction 

“en amont” with the political legislative and regulatory authorities and the downstream 

interaction “en aval” with the communities (among organizations, with subcontractors, clients, 

societal communities, etc..  
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6. CHAPTER SIX – INTER-ORGANIZATION RESULTS  

 

A second dimension of this research is the inter-organizations evaluation. By inter 

organizations, I attempt to study another layer of exploration which is the interaction (influence 

and impact) of those organizations with the external “World”. Two channels of interactions 

were identified : the first being the upstream interaction “en amont” with the political 

legislative and regulatory authorities (socio- cultural-political context) - (cf. section 6.1) and 

the downstream interaction “en aval” with the communities (among organizations, with 

subcontractors, clients, societal communities, etc.. )-(cf. section 6.2) 

 

I  reiterate first the positively changed UAE macro context with a brief recap of societal and 

cultural change occurred in the last decade (with regards to women empowerement and 

patriarchal relationship), institutional efforts made by the government to reinstate a positive 

inclusion and “tolerance” atmosphere as defined by the UAE Leaders. I then expose the results 

of the study in accordance with the third research objective of studying the intercation of the 

organizations with the external community. 

 

6.1. MACRO AND MICRO EMPOWERED CONTEXT 

By 2010, many consultants and economic development organizations warned the low share of 

organizations with female top managers in MENA Region (more specifically in the GCC 

countries), the significant persistent barriers at legal, societal, cultural, and structural levels. 

They affirmed, in opposite side, that women in the GCC have the drive and talent they need to 

succeed at the highest level, and they are willing to work hard to get there. 

Recently after, this picture has totally started to change in Kuwait, Qatar, UAE, Oman and 

Saudi Arabia, especially in the government sector and in the political discourse.  

As a matter of fact, this picture has totally changed in the last two years especially in the 

government sector, where the representation of women exceeded the 60% in lower management 

and the 30% in decision making positions (example of UAE).   

Historically, those countries were among the most traditional societies when it comes to the 

position of women. Being a Muslim country governed by Shari’aa, the power relations in 

gender as well as the patriarchy scheme “the guardianship” defined previously the gender 

relations as well as the role of women (Metcalfe, 2010).  
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Although the state legislations of the UAE do not discriminate on the basis of gender with 

respect to education, employment or the quality of services provided: “Equality, social justice, 

ensuring safety and security and equality of opportunity for all citizens shall be the pillars of 

the Society.” (Article 14, UAE Constitution).  However, the women’s active and status and 

achievements in the UAE Public sphere are not the product of on the gender mainstreaming 

legal atmosphere, rather a product of the far-sighted policies of the country’s leaders. Emirati 

women have benefited through political empowerment and Leadership Development 

programmes launched by UAE President His Highness Sheikh Khalifa Bin Zayed Al Nahyan 

in 2007. 

In 2013, the UAE cabinet made it compulsory for companies and government agencies to 

appoint women to their boards71. the UAE became the first Arab nation to require female 

representation on boards of directors in the public and private sectors, and the second 

country worldwide following Norway. 

 

In 2015, the UAE Gender Balance Council was formed to give women equal opportunities in 

the public sector. A clear and high support was given to women to advance their effective 

participation in the economic and  political sphere.  Today, Emirati women account for 59 per 

cent of the national UAE labor force market in fields as diverse as engineering, science, 

healthcare, media, computer technology, law, commerce, university lecturers, government and 

the oil industry. This positive development was not only the result of substantial enrolment by 

women in education, but also because of the open social attitudes towards women’s 

employment and the fact that work was increasingly being seen not merely as a source of 

income but as part of establishing a personal as well as professional identity. Today, women 

hold 66 per cent of the jobs of the public sector, 30 per cent of which are decision-making 

positions (UAE, 2016). The UAE continues to work on removing social and psychological 

barriers that impede the full integration of women into the workforce, especially in the private 

sector encouraging the organizations through a gender mainstreaming guidelines, and 

enhancing the legal and institutional framework by introducing new policies to create a 

supportive work environment for women and unlock new opportunities for them to realize 

their full potential.  

 

 
71 Source: “MENA Businesswomen”, Al Masah Capital Management Limited, 2013  
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6.1.1. National Gender inclusions Directives, Initiatives and Policies 

 

On December 5th, 2018, a new package of national legislation and initiatives for women 

was published. The latter covers three main areas: legislation and policies; services and 

international representation. It includes policies, legislation and initiatives that support the 

advancement of women as an active partner in society. The government views the 

empowerment of women as crucial to improving their level of political participation in the 

country. Few years earlier,  a “Dubai Women Establishment (DWE)” was formed as a 

statutory body of Dubai Government in 2006 under law no. (24) by His Highness Sheikh 

Mohammed bin Rashid Al Maktoum, to champion women in driving the socio-economic 

future of Dubai through influencing policies, sharing knowledge and leading initiatives, to 

as it would be  more effective when women have themselves contributed to the legislative 

process.  

Through its ongoing work, DWE aims to increase the number of women joining the 

workforce and enhance their representation in decision-making positions, by providing 

recommendations to shape policies; conducting in-depth research and studies, data 

profiling and knowledge exchange to drive engagement; fostering strategic partnerships 

across the public and private sectors; and developing customized, interactive programs 

with leading institutions across the world to enhance the skills and capabilities of women, 

and foster the next generation of women leaders.  

A list of National Policies has been issued:  

 

Maternity Leave. A full-time or part-time employee is entitled to a 90-day paid maternity 

leave from the delivery of the child ( maternity leave was passed from 6 weeks to 12 

weeks). An employee who has gone through a miscarriage is entitled to sick leave, while 

an employee who gave birth to a child with disability is entitled to childcare leave of one 

year, renewable up to 3 years. Furthermore, the employee can combine maternity leave, 

regular annual leave, and leave without pay, for a maximum of 120 days.  

Childcare Center. A Decree states that Dubai Government entities must establish a nursery 

for employees' children below the age of four if the total number of children of all female 

employees within the entity is over 20. If the total number of children is less than 20, two 

or more government entities can jointly establish a nursery. Government entities may also 

contract nurseries close to their headquarters if the entity does not have adequate space for 
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the nursery. There are currently 52 National Child Care Centers (NCCCs) across more than 

20 government entities.  

While this decision decree initially launched to provide convenience to women working 

under government entities. Adjustments were attached to encourage private organizations 

to arrange for childcare centers agreements close to their offices.  

Women on Boards. In 2012, DWE signed an agreement with Dubai Financial Market 

(DFM) to enhance strategic cooperation and support women in the financial and 

professional fields by enhancing their participation and representation on boards of 

directors. The initiative led to the UAE Cabinet’s decision to make female representation 

on the boards of directors of all corporations and government entities mandatory.  

Law on Equal Wages. In April 2018, the UAE Cabinet approved the issuance of the ‘Law 

on Equal Wages and Salaries for Men and Women’. Men and women in the UAE are be 

equally paid to ensure gender equality in the workplace is set to take effect. 

Beyond this legislative framework, the government continues to make the necessary efforts 

to mainstream and promote gender equality and justice in all government and private 

institutions. The UAE has taken great strides towards achieving gender equality and 

launched in 2017 “ The Gender Balance Guide: Actions for UAE Organizations”, which 

will be adopted by private and public organizations, as well as institutions, as a tool to 

advance gender balance in the workplace. 

 

6.1.1. Responses to the National Gender Mainstreaming Guidelines 

 

With regards to the four cases responses to the national directives and guidelines and 

compliance with the regulations and laws, I gauge the level of interaction and response of the 

two local private companies (cases 3 and 4) as “direct”, “high” and “imperative”. Nevertheless, 

when it comes to design the strategy or execution and implementation, those two companies 

lack the knowledge and the know-how.  As for the two multinationals (cases 1 and 2) the level 

is less “direct” and “imperative” as they have different criteria of regulations as being 

multinationals. Yet, we can examine and see how the multinationals (although they had in their 

culture, the diversity and inclusion, they did put in place effective strategies or even some fast 

winning initiatives only in 2015 when they saw the changing legislative and the prepared socio-

cultural macro context. 
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The four organizations confirmed all receiving the “Gender Balance Guide: Actions for UAE 

Organizations - September 2017” and that it focuses on advancing and measuring progress in 

three key areas : women in senior leadership positions, women in specialized and technical 

fields and building workplaces that support gender balance. The Handbook or Guide states that 

it will be enforced first in local authorities and public institutions and then will be addressed to 

private organizations without mentioning the deadline.  

ANGE handed me a copy of this guide and affirmed putting in place an action plan to follow 

the  guide with five key levers : (1) commitment and oversight, (2) integrating gender into 

policies and programs (e.g. Human Resources Management policies, Gender Responsive 

Budgeting etc.), (3) Promoting gender sensitive engagement of personnel and (4) Improving 

gender balance in leadership; (5) Gender sensitive communication  

The guide notes also that  “achieving gender balance results seeks to bring about meaningful 

organizational change which requires action in many areas. However, it is important to 

highlight that not all the recommended actions need to be undertaken by all organizations, nor 

do all actions have to be implemented simultaneously. What matters is a planned approach, 

tailored to the needs of each organization, that delineates which actions should be taken and 

in what order” (UAE Gender Balance Guide- UAE Organizations 2017 p. 19) . 

 

Case 4 affirms that National Directives are as strong as laws and shall be of immediate 

execution effect. “we trust in our Leaders far-sighted vision and we asked our HR and 

Corporate Performance Management Departments to come up with their best practices to start 

implementing the Gender Balance Toolkit and achieve gender parity” (in an informal 

discussion with the COO). He added “ This guide has different levels... the Golden, the silver 

and the Bronze. We admit that we have long way to go, “humm”... but we will be there 

“inchalla” (with a large smile). We are proud of our management systems; we had many ISOs 

w quality awards and we believe we can get the Golden with time”.   

 

6.2. DOWNSTREAM INTERACTIONS LEVEL  

In this section, I present the different levels that those case studies showed interactions with 

their external world. While case 1 just started engaging and communicating with external 

partners and communities , once they felt their internal diversity and inclusion maturity level is 

sufficiently and acceptably high to share knowledge, lessons learned, transfer this know how to 
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other organizations, some others like case 4, for instance, considers the gender diversity a key 

element of their corporate social responsibility and feels they need to contribute and help the 

“Government” in their efforts. We see here the “patriarchy” again but not formulated in gender 

relations but more from Country Leaders-Society relationship and perspectives. Out of respect 

to the government’s efforts, and initiatives, to the Leaders ‘commitments, H.H. Sheikh Khalifa 

Bin Zayed Al Nahyan and Sheikh Mohammed Bin Rashed Al Maktoum, the local organizations 

hurry to set the same landscape and image.  

Below, I identified the different levels of interactions and coordinations that diverse culture 

organizations are very to cope with.  

 

6.2.1. Interaction with Peers  

Interaction with peers is maintained on two main levels : comparative benchmarking (in French 

l’observatoire) or business partnership (organizations with other clients or suppliers 

organizations, or organizations with other comparable ones).  

 

6.2.1.1. Comparative Benchmarking  

 

Three organizations had conducted a benchmarking to see where they stand versus their local, 

regional, and international peers. They referred to consulting agency to advise on surveys, and 

outlooks on the Gender diversity achievement in the UAE, the best practices and the case 

studies scholars might have done on the topic or on the region.  

Case 1 and Case 2 participate regularly to International Awards in Diversity and Inclusion. 

Being referred in terms of inclusion builds a good corporate image as an Employer of Choice. 

Case 3 affirmed her objective to apply to the local D&I award by 2021.   

 

6.2.1.2. Business Partnership  

Another way of interacting with peers is through “salons”, workshops, forums, round tables 

summits, etc.. where they sit with different companies representatives and share mutually their 

initiatives, their achievements, etc.. 

During my 3-year EDBA journey, I had assisted to many of these professional gatherings   and 

I was literally informed about at least three to four of big events of that kind.  
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Case 1, 2 and 3 have participated in many forums in the Region and especially in the UAE. 

Case 1 has also participated in the partnership with some clients to do some events on the 

importance of D&I at their client’s premises or even in different salons.  

Sodexo encourages their leaders and managers to give training to clients and to their suppliers. 

They make sure to include in their proposal a gender balanced service team.  

 

6.2.2. Interactions with  Social Communities 

Raising awareness of social communities is especially important in this region as the 

stereotyping and the gender biased mindset still exist in some large components of societies. 

Changing that mindset takes time and huge investment from the government and political 

sphere as well from the corporate ones. The organizations play key role in raising awareness 

through social targeted advertisement, events, or initiatives.  

 

Case 1, for instance, is committed also to promote the economic development of diverse and 

inclusive local businesses around the world, supporting small and medium-sized businesses, 

suppliers of minority groups, and those with diverse workforces, female entrepreneurs., etc... 

Case 2, MTECH  finds in sponsoring in forums, in events with schools, universities, STEM 

workshops, and in providing internships a tool to improve the “give back” to social 

communities and improve the societal level of awareness on the gender balance, equal 

opportunity and fairness imperative.  

Case 4 IMAE has also many initiatives in this perspective by encouraging women in the social 

community to innovate, to participate in different sponsored initiatives. 

Case 3 contributes to empowering women and raising awareness through many women 

councils, women networks, women mentorship programs outside their wall. “We support the 

community in participating in Dubai Women Business Council, where we have monthly talks, 

updates and sometimes networking lunches or dinners […] we also sponsor some small women 

initiatives like women at work, the Ameliorate group, and “how women rise” events” (Int.20 ) 

 

6.2.3. Interactions with Social Media 

To “walk the talk” and to follow the Business Trends, Organizations are using more often social 

media to discuss about the gender balance needs and to inform their audience and clientele of 

their initiatives, of their beliefs and actions taken.  
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More and more organizational campaigns of “Balance for Better”,  “He for She”, “This is Us” 

“Let’s all talk about the talk , so we can end the need to have it”,  “Stronger together”, “We all 

Win”, “Together it’s beautiful” , “Women Drivers” , “Future is Female”, “Each for Equal” 

and many other marketing and informative campaigns that aim to raise awareness and surely, 

building that inclusive image.  

In this study, case 2 uses “glassdoor”, “facebook”, linked in and “Instagram” as main channels 

of communication on diversity and inclusion. Case 2 -“we believe that glassdoor and facebook 

are used by young people and we target those people… we need young women and student to 

feel that our company needs their talents”(Int. 12), and Case 3 “Instagram is referred by all 

communities, locally regionally and internationally... It is the fastest  communication channel 

of nowadays (Int.19).  

Case 1 communicates mostly via linked in “a professional network where the potential 

candidate can notify our commitment and pledge to diversity, equality and inclusion, we do not 

communicate on the local level on Instagram, however we have it on a global level”(Int. 3).   

 

6.3. SUMMARY  

In this chapter, I present a different dimension of research findings: the inter-organizations 

evaluation. I explored the interaction of the organizations in terms of diversity and inclusion 

practices or initiatives outside their walls “en amont” (upstream) and “en aval” (downstream). 

 

I restated at first the changing socio-cultural context in the UAE as well as the national gender 

mainstreaming guidelines officially enforced by the Emirati government since 2015. Studying 

this upstream dimension shows that the interaction with the public policy or national 

machineries is effective when there is a clear and direct impact on the organization, and less 

effective when the organizations are not directly influenced by those regulations and 

legislations.  

 

As for the downstream, empirical evidence showed three main interaction channels: with peers, 

with social communities and with social media.   
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7. CHAPTER SEVEN- DISCUSSIONS 

 

 

 

 

This research argues the under-representation of women in high upper levels in organizations. 

It builds assumptions on the organizational structural role in achieving gender parity in higher 

management.  

To do so, this thesis draws several literatures together from diversity management approaches 

and appeals the multi-layered aspect of diversity and inclusion implementation. It builds 

multilayered investigation and  analysis on three models: the Relational Diversity Framework 

(Syed and Özbilgin, 2009) proving the interrelated effect of the macro-meso-micro components 

of his diversity management model;  the Change Process Model for Diversity Management 

(Cox, 2001) which describes five important components linked in a circular manner to ensure 

an effective diversity change management in a continuous improvement loop; and the  

Inclusive Workplace Model (Mor Barak, 2005) which states the four level of leveraging 

diversity and inclusion and allow a good implementation of D&I Strategy.  

 

This research examined the implementation of diversity and inclusion strategy of four 

companies based in the United Arab Emirates to get an understanding of D&I strategy 

implementation as a process, where we analyze how D&I Policy is interpreted, understood, and 

enacted on the ground. After profoundly presenting the intra-organizational and inter-

organizational findings respectively in chapters five and six, I aim in this chapter to interpret 

the above findings in light of what has been already discussed in the literature and what has 

been known about the research problem being studied (section 7.1), to describe any new insights 

that emerged as a result, and to explain how the findings help in filling-in the gaps encountered 

in the literature, in addition to the major contributions to the theory and practice (section 7.2).  

This chapter presents the discussion of the analysis in relation to the relevant research questions 

and indicators used to investigate and understand the gender diversity management applied in 

the case studies and what has been known from the relational approach in diversity management 

(Syed & Ozbilgin, 2009) and its organizational implementation within a multinational (Nishii 

«To claim that the researcher somehow explores the real world directly, without mediation of 

language, and then represents, mirrors, or translates that world into a precise word picture is 

today unthinkable. » (Van Maanen, 1996, p.378) 
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and Ozbilgin, 2007) and local company aiming to have an inclusive workplace framework (Mor 

Barak, 2009). 

  

7.1. REITERATION OF THE RESEARCH PROBLEM, METHODOLOGY, AND FINDINGS 

 

After an in-depth literature review, I traced the multi-level understanding of this topic and 

research question. Talking about gender and diversity management within organizations 

requires a multifaceted treatment: from a feminist theory perspective in organizations studies 

to its broader concept of diversity management than towards an inclusive workplace.  

Three theoretical streams were considered and led to three underlying diversity management 

models that, each, deal with a certain aspect of the research question. The relational diversity 

framework presumes the relations and influences of the three levels macro, meso and micro 

while putting in place a diversity management strategy. The Cox Change Process Model of 

Diversity Management deals with the processual approach of the implementation. And finally, 

the “Inclusive Workplace Model” of Mor Barak, endorses the four level of organizational 

measures to be taken in order to reach an “inclusive workplace”.  

   

Given the theoretical framework which the study is considering, this study aims to understand 

the following research question: How UAE corporate organizations design and implement 

gender diversity and inclusion in their structures, policies, and practices to improve their 

gender representation in their upper echelons? 

   

Through the four embedded case studies, analyzed in a processual approach, I came up with 

answers to my research questions by tackling those three below questions: 

a- What are the perceived influential factors of effective organizational change for 

instituting diversity initiatives in UAE based organizations?  

b-  How do corporate organizations implement gender diversity and inclusion in their 

policies and practices and what makes the difference? 

c- Given the governmental, political commitment of closing gender gap, and a changing 

socio-cultural context, how do UAE organizations interact with? And what impact does 

in have on their diversity management strategy? 
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The finding analysis showed that the perceived influential factors are definitely defined by the 

relational diversity framework where the “readiness” of the macro and the “willing” of the 

micro influence the organizations and push them towards conceiving a Diversity and Inclusion 

strategy. Nevertheless, this need a “critical incident” to kick off the D&I strategy with a clear 

and compelling discourse and motive for the organizations. An intra organization analysis 

approach allowed to follow the process undertaken by some companies (case 1 for instance) 

and to highlight the main gaps in the process adopted by others (case 2 and 3) that hinders them 

to have a good multi-layered implementation of the Diversity and Inclusion comprehensive 

strategy. 

Then, the results show that the four case studies started reflecting on diversity and inclusion in 

2015 despite the fact that for the multinationals, the D&I concept and global strategy exist long 

time back and for the local companies, the government showed a full commitment to women 

empowerement in 2006 and a public policy and community awareness starting 2010 . The 

results showed an interesting interaction between organizations and the external communities 

to value and show their gender diversity commitment. Those interactions will be discussed later 

below in light of the third objective and comparing to the “inclusive workplace model”.  Here 

we see the interference between the macro and the micro and their impact on the meso level 

decision.  

Going back to the intra-level, I developed a model pattern in which I highlighted the processual 

approach from Critical Incident → Create a Climate of Change (prepare the ground, identify 

intrinsic and hidden barriers, communicate internally, leadership commitment, etc..)→ Engage 

and Organize (design inclusive HR Policies, hold employee accountable, ..) → Implement 

and Sustain (measure, report and monitor, external communication, continuous improvement, 

adding new dimensions to Diversity, and extend diversity impact to external communities, etc..) 

The identification of the hidden and intrinsic barriers through circle table discussions, exit 

interviews, surveys, townhalls, one-to-one communication channels allow the organization to 

have a better understanding of their employees needs and design the HR policies and practices 

that match their expectations. Thus, organizations can prioritize the measures to be taken as per 

the perception of their employees which engage them more and yield into employee 

satisfaction, inclusion, and retention. In the UAE context, few of the main hidden barriers are 

the maternity leave, the child-care, and the return ship (return to work after a long leave).  Cases 

1 and 3 worked on those measures and achieve tangible results in a short term. Maternity leave 
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could be non-sense for organizations where employees are single or fresh graduate. It is more 

important to be designed as per the employees present and direct needs.   

Through these research questions, this study contributes to this under-researched area of 

diversity and inclusion at organizational level in an under-researched region using multiple 

“processual” embedded case studies. Case studies, more than interviews, can explain and 

highpoint the research questions of the research. By processual embedded case study, I aimed 

to draw a magnificently complex research design where the embedded aspects allowed me to 

understand and study simultaneously the multileveled context; identify then analytically what 

was not yet been explored in the academic literature and what could be considered as a 

contribution to managerial knowledge.   

 

7.2. CONTRIBUTION TO KNOWLEDGE  

 

Scholars usually look for simple theories and concepts that explain a lot of things so that they 

can generate a profound understanding and theoretical contributions. However, this 

contribution does not happen by chance, it results from an urge a real motivation to create 

understanding and then value. In case studies, generating and interpreting data is, to a great 

extent, an overlapping process (Eisenhardt, 1989). As in fact, interpreting data requires a serious 

effort to bring order, structure and meaning to the collected empirical data. As those empirical 

data or results cannot only be treated as such, but instead as clues, linking ideas to be treated 

and interpreted.   

I confess the interpretation process is a messy, time-consuming, creative, fascinating and I made 

resulting at some point speculation or restatement in order to generate ideas, linking them to 

move conceptually from the research setting to a more general level of analytic understanding 

(Coffey and Atkinsson 1996) and successfully led to unpublished originality and contribution. 

 

7.2.1. Contribution to the Literature and Theory 

 

According to Whetten (1989), theoretical contributions can be made in several ways: by adding 

or deducting concepts from an existing model; by borrowing perspectives from some other field 

in order to challenge the underlying rationales supporting accepted theories; or by applying an 

old model in a new settings.  
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In this study, I borrow the “processual approach” in studying change and dynamics in business 

relationship from  Pettigrew (1997) and attempted to explore and understand the diversity 

management model applied in the UAE organizations, and consequently challenge the diversity 

management literature.  

As showed earlier, the research findings are consistent with the relational perspective of 

diversity management practices (Syed and Özbilgin, 2009), the strategic change model of Cox 

(2009) and the inclusive workplace framework (Mor Barak, 2005). Each one enriches my 

multidimensional diversity management Roadmap (figure 47).  

7.2.1.1. Relational Framework for international transfer of diversity 
management practices  

Syed and Ozbilgin (2009), proposed a relational framework that takes into consideration 

multilevel factors when developing a context-specific approach to diversity management, where 

they also observed that “the prospects for equal opportunities at work need to be contextualized 

in a wider political economy, drawing together the threads of social and economic change, 

ideologies of gender relations and institutional and legal developments”. Evidence from this 

study confirms that first the dichotomy between localizing diversity management practices  

(case 1) and systematizing the diversity management processes and practices across all branches 

(case 2) is visibly false. Especially that the case 1 and 2 have both started investing in D&I in 

this region once the local context supported.  Socio-cultural and political context impacts upon 

diversity management practices in the Middle East and Africa Region. This research 

contributed in studying this framework in a non-Western Muslim where the gender relations 

can be still viewed as in a patriarchal culturally traditional country even if it is nowadays less 

conservative.  

Though, this multilayered contextualization on the diversity management strategy applies also 

to the local companies and not only to the multinationals wishing to transfer their diversity and 

inclusion models to its subsidiaries in other countries. Only, when in 2015, a National Gender 

Balance Council  was established with a clear agenda towards closing the gender gap by 2025, 

the four organizations started to invest from lightly to heavily in gender gap in all levels.  

Another interpretation of the impact of the relational model or the “macro context” on certain 

measures of the D&I strategies is the “Emiratization”. This quota enforced by the government 

is more characteristic of this local market than to any other. Organizations adapted (case1, case 

3 and 4) adapted their recruitment practices to match the governmental compliance regulation. 
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They also went to tick both boxes (gender and Emiratization) by looking for female Emirati 

candidates.  

7.2.1.1. The Diversity Change Process Model  

 

Evidence confirms Cox Model (2001) of strategic change management within a process of five 

components: leadership, research and measurement, education, alignment of management 

systems, and follow up, liaised by the communication. However, this Cox Model (2001) lacks 

three essential components that I can confirm from this study. 1- the critical incident 2- the 

climate and culture of diversity management 3- a circular process of change involving the time 

and the maturity. 

 

Cox (2001) proposes his organizational model for cultural change as a “response to the 

challenge of diversity”. Leadership plays an important role in the Model for Cultural Change. 

Nevertheless, as organizations explore ways to leverage diversity, there is a need to create a 

diversity inclusive climate, to creating an environment that drives equality and inclusion in 

sustainable solutions. Yet, this is not an overnight change, but a transformational change 

triggered by a critical incident, then developed as we have seen above into three main phases : 

create climate of change, engage and energize, implement and sustain.  

A comprehensive approach is needed (Top Down, Bottom Up and horizontal approach) and 

shall be driven by the inclusive CEO vision and the leadership support. The study contributes  

to Cox Model by adding a processual approach, a multilayered concerted actions perspective 

where different parts and departments of the organizations are working and moving in a similar, 

consistent direction. Well-targeted initiatives with a coherent internal communication engaging 

stakeholders around specific objectives and building long-term support increase the 

effectiveness of the implementation of diversity and inclusion. It is important to explain how to 

build an effective gender strategy, and how to use this to generate momentum and sustainable 

progress. 

Indeed, the contribution of this study to the Cox Model is that allow organizations to envision 

with a structured approach for prioritizing effort and investment: from how or where to start 

(critical incident), to what does progress look like, to how we can make faster progress or how 

we can achieve more impact from our effort, and avoid wasted poorly-targeted initiatives.  
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7.2.1.2. The Inclusive Workplace Model   

The third objective of the study was to explore how the organizations implementing diversity 

and inclusion interact with the external communities and macro contextual. 

Inter-organizations interpretation of the results embraces the interaction layers of the diversity 

and inclusion strategy adopted by an organization with their national and international 

counterparts. Those results pass along the Inclusive Workplace Model (Mor Barak, 2005) which 

proposes a three-stage continuum of practices that takes inclusion beyond the corporate walls, 

from corporate charity through corporate social responsibility to corporate inclusion strategy, 

treating the community and wider society as true stakeholders. 

Empirical observations confirmed that organizations need to expand their notion of diversity to 

include, in addition to their workforce, the larger systems that constitute their environment, 

values and utilizing individual and intergroup differences within its workforce, cooperating 

with, and contributes to, its surrounding community, alleviating the needs of disadvantaged 

groups in its wider environment, collaborates with individuals, groups, and organizations across 

national and cultural boundaries.  

However, the study showed another interaction type with the external community that does not 

contain a philanthropic objective as defined by (Mor Barak, 2005), but an altruistic objective 

based on sectoral synergy, national synergy where organizations within the same sectors or 

even from different sectors sharing knowledge with peers from lessons learned, successful 

initiatives, story-telling, highlighting the role of models. Organizations by creating role models 

within the society push indirectly to higher inclusion and wider openness to others, raise the 

level of awareness, build a business trendy movement of “Inclusive workplace” and “Great 

place to work” – the Employer of Choice. 

7.2.2. Managerial Contribution 

A “real research-practice” gap persists as diversity practitioners are still dissatisfied as they 

estimate the academic research is not very helpful to achieving their corporate mandates, they 

don’t know if those best practices can apply to their diagnosis (Kravitz, 2010). Indeed, 

practitioners in general get referred to the academic literature and extract a list of practices as 

brought by many scholars (Aronson, 2002; Kreitz, 2008) without being guided by  a processual 

approach and understand the importance of creating a climate of acceptance of that change and 
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nurturing a culture of diversity and equality as well as engaging the employee and energizing 

them.. Those two process phases are crucial to ensure a good implementation and sustain that 

gender diversity management. 

This study is particularly important to managers who are looking to build more inclusive 

workplaces. It gives them insight on four examples of managing diversity and gender equality 

whether adopting a business case or an equality or even a CSR discourse. Given the increasingly 

heterogeneous profile of today’s organizations and more likely the future’s workforce in terms 

of sex, race, ethnicity, disability, belief or religion, age, sexual orientation and gender identity, 

challenges as well as opportunities are yet to come for managers and HR practitioners. Even 

though each case is unique, the key fundamental success factors of gender diversity 

management are (1) confirming the leadership engagement and commitment; (2) building a 

strong business case, creating a climate of change and align D&I perspectives to the core 

business values; (3) Designing and implement a holistic strategy with a simultaneous top-down, 

bottom-up, and horizontal to engage and energize all the business units; (4) establishing clear 

metrics and accountability measures to ensure a good implementation and sustainability. 

On top of these comes the importance of appointing a D&I in-charge, separated from HR 

department and engaging all employees at all levels.  

Making progress on gender diversity in the Arab Countries and namely the GCC countries 

requires an integrated ecosystem: direction setting, commitment and accountability, training 

and mentorship programs, reframing biased mind-sets, and supportive infrastructure and 

policies and not only women talent development programs. All of these must be held together 

by a clear, visible, and compelling vision and commitment from top management, without 

which any effort will fail. Targeted leadership-development efforts that include formal 

mentorship and networking opportunities are one place to start but not the only as we have seen 

in case 2. Structured leadership-building programs are vital. They should include training in 

overcoming biases, given the huge importance that personal and institutional biases play in 

hindering women’s leadership opportunities. 

It is crucial to set the appropriate ground for the ‘business case’ for diversity from the viewpoint 

of managerial interests and expectations. Indeed, this is in line with the evidence largely put 

forward by the North American dominated scholarship and managerial discourse of diversity 

which relies heavily on the assumptions of the business case for diversity to enhance the 

organizational effectiveness. It gives the leadership a powerful motivation to get the diversity 

and inclusion model in place in the organization. On the other hand, the arguments based on 



P a g e  248 | 279 

 

legal, ethical reasoning, social justice and corporate social responsibility also coexist along with 

arguments for the business case. Noon (2007: 778) raises a critical point with regards to the 

business case for diversity by arguing that “if the business case for diversity were so compelling, 

why are not all firms adopting it?” There are possible explanations behind the reluctance or 

unwillingness of firms in adopting the business case for diversity arguments due probably to 

the contradictory research evidence on the business case for diversity whether it necessarily 

results in favorable performance outcomes for organizations (Özbilgin and Tatli, 2011). In this 

regard, the role of context in shaping the organizational diversity policies and programs should 

not be underestimated. Some cultures express diversity as corporate social responsibility or 

adopt social justice and ethical perspective rather than in terms of revenue generated at the end 

of the day. For example, in Japanese culture, organizations are more likely to pursue a corporate 

social responsibility approach as a reasoning or justification for diversity instead of business 

case or competitiveness (Özbilgin and Tatli, 2008).   

Moreover, the organization has a thoughtful responsibility to redesign their processes if they 

wish to create an environment where all their employees can thrive. Organizations shall switch 

their thinking from “Best Practices” to “Customized Practices”, go beyond simple “inclusive 

workplace” and venture into more versatile experience that fits the needs of all their employees, 

into a place where the practices are customized to the employee’s expectations more than a 

place where the best practices are executed. 

Finally, identifying good practice on workforce gender equality, and on diversity and inclusion 

in general, is not only about research and evidence, it is also about effective implementation.  

 

7.3. LIMITATIONS AND OPPORTUNITIES FOR FUTURE RESEARCHES 

The thought-provoking findings of this study shall be considered bearing in mind some 

limitations, but do not affect the research findings which remain reliable and valid.  

Non generalization of Findings. The study adopts a qualitative research method with 

embedded case studies design and undertakes a processual approach analysis. Case studies are 

often criticized for lack of generalizability (Yin, 1991). In case studies, the empirical reality is 

often studied in terms of a few research objects and aim to  promote profound understanding  

and analytical generalization of the case studies within a context-bound script and not statistical 

generalizations.  
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Reliability and Validity of Findings. Although might some researchers debate about the 

reliability of cases studies and their interpretation, the abductive approach adopted can be 

considered as a continuous process of integrating and reviewing theory as a going back and 

forth exercise to review results, assess my assumptions, reappraise some concepts, etc.. A 

careful data triangulation sourcing with a cautiously transcriptions of the data collected and 

generated show how the research data was generated and how I was able to draw links and 

obtain conclusions.  

Time is especially important. Although the case studies were not accompanied chronologically 

(it is not longitudinal research), I made efforts to go back in time in the studies and restitute 

their journey as occurred. In a processual approach, it is crucial to take time into consideration 

(Gehman et al., 2017) and to highlight the evolving phenomena and emergent incidents and 

events.  

A limitation to this study is that time, in the case studies, was taken as a linear function as 

participants tell the story linearly and it is sometimes difficult for them to remember past details 

about events or some crushes in initiatives. They just give bottom line results about incidents, 

events, or practices.  

Acquiring greater diversity does not guarantee achieving real inclusion. Even though 

organizations managed to raise the number of women joining by some “quota”, they can easily 

loose them in the upcoming year if no practices of acceptance, openness and inclusion were in 

place. Their exit interviews may reveal additional clues about the limitations of diverse hiring 

strategies when there are not inclusive practices in place to support the engagement and success 

of all employees. 

Inclusion is a proactive and never-ending process which means that it continues to evolve even 

though we talk about immediate implementation. Managers need to learn continuously how to 

engage subordinates in the work. In reality, time is circular, discontinued in some periods, and 

linear in some other phases.  

Other Dimensions (Generations, Gender Orientations). Another limitation to this study is that 

it did not take into consideration the Gen Z population. Gen Z is even more challenging than 

the millennials and are expected to become the fastest growing generation in the workplace in 

the next five years. Referred as “digital natives”, Gen Zs are the first generation that has never 
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known a time without social media, mobile technology, or instant connectivity with people and 

ideas anywhere and anytime. They expect immediate access to information. They are 

comfortable with multi-tasking, and the ability to learn quickly and independently is a 

frequently cited characteristic for a generation born in a digital world. Based on their comfort 

with autonomous learning and expectations of quick accomplishment, Generation Zs is inclined 

to value independence and control as part of their career experience. How managers and leaders 

will then deliver inclusion?  

Moreover, LGBTQIA72 were not considered in this study as they are still a taboo in the society. 

Organizations in this region limit the gender identity to two male and female.  

Last, this study assumes that women are a one bulk ignoring the multitude of differences and 

factors that can enter to this study.  

Intersectionality among women. In UAE, women are allocated into many rubrics from 

Nationals, to European expatriates, Arab expatriates, Asian expatriates and then they are 

scrutinized also by their ages, their family and visa status … Many standards, criteria, and 

conditions that I could not enter details as this would need a separate investigation. We refer in 

this study to women as a unique category, however, a tangible segregation and classification of 

women based on their origins might occur within the organization as it is present in the social 

communities. It would be interesting for future investigation as in this research I focused on the 

organizational structural and strategic implementation of diversity and inclusion management. 

Opportunities for Future Researches.  The limitations explained above open the door for future 

researches which could introduce new insights to the literature, theory, and practice.  

 

  

 

  

 
72 lesbian, gay, bisexual, transgender, queer (or questioning), intersex, and asexual (or allies). 
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CONCLUSION 

 

 

Gender Equality is a well-known subject but it is not the one we have mastered. Despite  a 

considerable body of growing literature, of advice, theory and opinion, the reality is that still 

only a small number of women have been making it to the top or feel that they are fulfulling 

their potential.  

In attempt to understand the big issue and why this progress is being slow, and to analyze how 

can the organizations move the needle, a multilayered exploration of factors is needed. Hence, 

I reviewed the theoretical literature on feminist theories in organizations studies (chapter one) 

and the different diversity management paradigms and approaches (chapter two).   

 

Up to the 1980’s, organizational studies and feminist theories were disconnected due to their 

distinctive areas. Organizational literature was dominated by academics striving to solve 

problems of male managers while feminist studies were dealing mainly with women and the 

power of patriarchal relations (Irefin et al., 2012).  The main area feminists have stressed about 

gender inequality is that it is not an individual issue. Gender inequality is rather deeply rooted 

in the structure of societies, built into the organization of families, work, politics, religions, and 

the economy (Lorber, 2005). Several studies explored how women experienced barriers at all 

levels not only at the top, and these barriers significantly slow down a woman’s career 

advancement and detract from her performance in the profession (Murrell and James, 2001). 

Few years later, the concept of “Diversity Management” has risen to deal not only with 

women’s issues within organizations but to manage well the diversity resulted from the 

“What is excellent diversity and inclusion work?” the organizational leader asked the inclusion 

practitioner.  

“It depends” the inclusion practitioner rightly replied.  

“On what?”the leader asked. 

 The inclusion practitioner responded, “Your goals, your starting point. Challenges. Your culture. 

Size of your organization. Sector you are in. Like that. One size does not fit all”.  

The leader sighed. 

(Unknown)  
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globalization and where different types of minorities appeared in organizations (race, ethnicity, 

religion, etc..).  

Diversity management, being a cross-disciplinary field, leveraged theory, research, models, and 

practices with practical foundations and actionable tactics and behaviors (Wheeler, 2013, 

p.559). Surprisingly, unlike some other areas of the organizational sciences in which research 

knowledge precedes practice, research on diversity management still lags practice (Nishii and 

Özbilgin, 2007).  I focused my research on the diversity management approaches where key 

models were reviewed and I drew my investigation on three main different models to shape a 

multilayered conceptual framework predicating on a notion of gender as a complex social 

process enacted across a range of organizational phenomena or perspective, from formal 

policies and practices to informal patterns of everyday interaction within a certain macro 

context.  

Most recent researches examined gender issues within developing countries or regions. While 

there will be some common concerns that men and women may share globally, it is important 

to examine the specificities of socio-cultural and political processes that shape social and 

organization systems and their impact on women’s opportunities and barriers. Given that 

Middle Eastern women are less represented in senior management and leadership positions, 

there is thus a need to review women’s specific social status in Middle Eastern societies to gain 

an accurate picture of why this is the case.  

 

This study was triggered by an existing observation within UAE Based organizations: Although 

organizations pledge to close the gender gap in their structure and make considerable efforts to 

recruit and advance women in the corporate ladder in the country, and the recent positive socio-

cultural change towards women and the high political commitment to women empowerement,  

women representation in the management and leadership is yet too low and organizations fail 

in retaining their female talent. 

I proposed that the answers lie in organizations’ failure to question and change existing thinking 

about what constitutes the most appropriate and effective ways to recognize and value 

differences among employees, understand and interpret behavior into inclusive trend. Thus, my 

focus is on the organizational level (meso level) even if some might consider women departing 

from their organizations at mid-career can be a purely personal choice and a preference to give 

priority to family and personal life over their career aspirations.  

As deliberated earlier, this research aims to focus on the meso or organizational level, given the 

recently updated favorable macro context (cf. chapter three) and micro context (cf. the 
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introduction). My ultimate objective was to understand and assess the diversity and inclusion 

policies and practices that would allow the gender parity to be achieved in top management 

positions.  

This thesis argues the complementarity of three models in conceiving the diversity and 

inclusion strategy. Each of these models were criticized for ignoring certain aspect, I believe 

that they complement each other’s in providing a multi-level analysis in the Gender Diversity 

Management. With all their key mutual areas in common as well as their respective gaps, they 

represent my theoretical base study framework. They contribute in different phases in the 

diversity management implementation in the organization. In the pre-implementation, a study 

on the relational framework and interconnection between the macro, meso and micro is to be 

considered (Syed and Özbilgin, 2009). Cox Model (2001) sets the processual steps to me made 

in order to insure a good implementation of Gender diversity. Yet, he misses some aspect of 

organizational culture, contextual matters, etc.. and the inclusive workplace sets the inclusion 

level as a standardized process improvement of interaction of the organizations with internal 

stakehlders (level 1) and external stakeholders (levels 2, 3 and 4). 

More specifically in the Emirati Context, in their survey conducted in 2015, Pearl Initiatives 

affirm that women have the determination and talent they need to succeed at the highest level, 

and they are willing to work hard to get there. As of now, women still represent an enormous 

unexploited resource for the organizations in the MENA due to significant barriers on the legal, 

societal, cultural, and structural levels. Since 2000, the UAE continues to work on removing 

social and psychological barriers that impede the full integration of women into the workforce, 

especially in the private sector encouraging the organizations through a gender mainstreaming 

guideline, and through progressive legislation and policies to create a supportive work 

environment for women and unlock new opportunities for them to realize their full 

potential.   

A clear and high support was given to women to advance their effective political participation 

and representation in the political and public sphere.  Today UAE women account for 59 per 

cent of the national UAE labor force market in fields as diverse as engineering, science, 

healthcare, media, computer technology, law, commerce, university lecturers, government, and 

the oil industry. This positive development was not only the result of substantial enrolment by 

women in education, but also because of the open social attitudes towards women’s 

employment and the fact that work was increasingly being seen not merely as a source of 

income but as part of establishing a personal as well as professional identity.  
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Beyond this legislative framework, the government continues to make the necessary efforts to 

mainstream and promote gender equality and justice in all government institutions, with a focus 

on raising awareness through the education system.  

On the other hand, according to Pearl Initiative’s survey in 2017, women value their careers 

and are motivated by the ambition to learn and grow professionally, followed by compensation 

and the desire to be independent and self-reliant. Women believe that the most important factor 

encouraging them to progress in their career are the “organizational culture”, followed by the 

“leadership commitment” and then come the “ supportive family” and “supportive society”, 

“training and development programs” and at the end comes the “role models’ factor.   

Women in the region and namely in the UAE, seeking work opportunities in the private sector, 

aspire to “flexibility for work and life balance”, “active consideration” of women in recruitment 

policies and succession planning, followed by “policies” that nurture a company culture that 

supports women in the workforce and changing “mind-sets”. Organizational mind-sets and 

“stereotypes” were for a long-time primary reason to why women have limited opportunity to 

reach higher management. Hence, Facing the  ‘leaking pipeline’ and the low representation of 

women in the upper management level, companies seek how to nurture their high-potential 

women and create a more equal and positive working atmosphere. 

 

In chapter four, I present my research strategy and design. I adopted an abductive qualitative 

research approach with a four embedded case studies to empirically investigate my research 

questions and to explore how the UAE based organizations implement their diversity and 

inclusion strategy, to understand why do they implement it and to what extent the macro socio-

cultural context impacts their policies and the implementation of their strategy. I, afterthought, 

presented the data collection process with a triangulation of data sources.  

Carrying an exploratory purpose more than a descriptive one, I adopted a processual analysis 

approach to understand the intra-organizations results presented in chapter five, and the inter-

organizations results analysis in chapter six.  

The intra-organizations results were elaborately reflected in chapter five with a cross case 

exploration to identify the enablers and as well the reasons behind a failure to change behaviors 

in some cases. This chapter is of great importance as it describes with full details the diversity 

and inclusion journey in each organization with its main enablers, barriers, discourses, 

measures, commitment level, communication.. etc.. 
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Chapter six studied another analysis perspective : the interaction of the organizations with the 

external stakeholders in two main levels, the downstream and the upstream. It shows the 

different responses of organizations to legal and regulatory frameworks, and from the other side 

the interactions channels of organizations with peers, communities, stakeholders, and social 

media (whether for corporate social responsibility or synergy goals ). 

Chapter seven reexamined the results considering the extant literature and highlighted what has 

been known earlier and what has this study contributed in terms of concepts to the theoretical 

knowledge as well as to the managerial one. Notably, this study contributed in adding to Cox 

Change Model a nonlinear processual approach to change. Change should not be defined as a 

one-off process but seen as a dynamic and ongoing process composed of a critical incident(s) 

and  three phases decoded into events and activities that are likely to influence both present and 

future. Apart from its analytical and explanatory value in those four cases, the processual 

approach confirmed that change is indeed a complex and multifaceted phenomenon, and 

diversity and inclusion management strategy is long transformational, dynamic process with 

multilevel factor analysis and implementation.     

 

One of the most important lessons that can be learned from the processual approach is that 

change is mostly a non-linear dynamic process which should not be characterized simply as a 

rational series of decision-making activities and events. The processual approach challenges the 

rational, linear theories of planning and change and, instead, tries to explore the often complex, 

haphazard and contradictory ways in which the phenomenon emerges, and aims to construct a 

model that allows for an appreciation of conflicting rational models, objectives and behaviors.  

Conducted based on a qualitative case studies, this research poses some limitations as discussed 

earlier in chapter seven and calls for future researches to be done in other regions or on different 

sectors and to integrate other dimensions of diversity.  
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APPENDIX A -INTERVIEW GUIDES 

(Exploratory Interviews – Year 1) 

 

1. What are your current responsibilities? 

2. If you could work in a great place of corporate atmosphere, would it be your organization? 

Shall it be a gender equitable one?  

3. How far you estimate your organization is from closing gender gap? 

4. Do you believe that gender equity shall be also represented in the leadership positions? 

5. What actions your organizations took with regards with the government directives? 

6. How challenging is it to implement the gender mainstreaming guidelines? 

7. Tell me about a time when is the last upper-level decision or a policy change? 

8. Have you ever had to make a sticky decision when no policy existed to cover it?  

9. What have been major obstacles in the program implementation? 

 

  



P a g e  268 | 279 

 

APPENDIX B -EXPLORATORY INTERVIEWS SCHEDULES 

 

 

  Positions Sector Duration 

1- Maysoun Ramadan  Commercial Manager Healthcare 39 mins 

2- Dr. Raja Al Gurg  Managing Director (Family 

Group) 

Commercial – Holding  35 mins 

3- Dr. Nihal El Daly Co-founder (consulting) Consulting 47 mins 

4- Cheryl Pino Manager  Finance 62 mins 

5- Maya El Omeiri  Executive Director  Corporate Banking / 

Investment  

40 mins 

6- Ziad Ghosn Managing Director  Consulting 45 mins 

7- Nada Messeikeh Vice Provost – Support Services Education 94 mins 

8- Dr. Linzi Kermp Associate Professor (Women in 

Management) 

Education  53 mins 

9- Helen McGuire Co-Founder (hopscotch) Recruiting Agency 

Female talents 

50 mins 

10- Badr Jafar HR Director Real Estate Development  52 mins 

11- Sylvia Bottini Founbder and CEO  Coaching agency 48 mins 

12- Muneera Al Hammadi Manager – People Happiness 

and Management  

Airport 40 mins 

13-  Fadi Matar Public and Governments Affairs  

Regional Director  

Chemical Company 46 mins 
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APPENDIX C – INTERVIEW GUIDE CASE STUDY 

 

1- What is your current responsibility? How long have you been working here? 

2- Did you have a support system?  

3- Did you ever note a glass ceiling?  

 

4- Can you give us a general overview of what your organization has been doing, in terms 

of gender parity? When did you begin to focus on this agenda? Why were you, as an 

organization, convinced that you needed to focus on workforce equality? What 

specifically happened at that time?  

 

5- Does your organization have a gender diversity policy?  

a. if yes, why does your organization implement diversity initiatives? Is it by 

compliance to UAE Regulations? Is it the Right thing to do/social good? is it a 

business case for improving the organizational performance and/ or to attract and 

retain talent?    

b. If not, what in your opinion the challenges delaying the organization from putting 

in place such initiatives? 

 

6- When did diversity strategies for your organization get implemented?  Who was 

involved in the implementation?  Did your organization follow any specific models or 

strategies?  

 

 

7- What type of initiatives did your organization propose? 

a. If training? → target audience? Topic? Frequency? 

b. Internal Network? → Objectives? Participation? Results? 

c. Flexible work schemes? Work-life balance? 

d. Equity Pay?   

e. Why did you focus on these areas specifically? 

f. How are the practices and processes? Women friendly? 

g. Is there equal opportunity or affirmative action prevailing in the recruitment? 

 

8-  What are your doing to improve gender balance? What role did you have at the initial 

stage in instituting and implementing diversity?  

9- Do you think that those initiatives have been successful? 

10- What types of metrics are you using? In your experience, what types of metrics are 

working best? Why ?  

11- Do you have any “institutional barriers” such as restrictive hiring requirements, internal 

promotion, etc.   

12- Do you think there were any factors or precursors that enabled the equality initiatives to 

become successful? If yes, what are they? 
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13- Do you feel there has been a strong and consistent level of buy-in across managers and 

staff within the organization?   

 

14- Were there any groups/members of staff that played a key role in driving this agenda 

forward?  

15- Are there staff networks involved in driving/supporting this work, and what is their role? 

Is there any accountability measure built into these initiatives?   

 

16- How can you be assured that this work sustainable, in the long-term? 

17- What is next? Which more initiative for the future? 
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