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The purpose of this study was to explain differences between employees who feel a sense of belonging and those who feel a sense of otherness in terms of their opinions about diversity works in their organizations. We conducted an empirical study to examine the perceptual differences between two independent groups of the study “who feel a sense of belonging” and “who feel a sense of otherness.” We collected data from 792 employees working for organizations in different sizes, industries, and capital structures, which enriched the representativeness of the sample. The findings show that out-group members remain less satisfied with diversity works in their organizations based on four main issues such as “competence of diversity actors,” “embeddedness of diversity works in organizational policies/practices,” “diversity awareness in the HRM functions,” and “diversity-related employee satisfaction.” This paper makes two contributions. First, it contributes to the extant literature an understanding of the differences between those who remain indifferent to diversity works and those who care to see, speak, and hear about them. Second, with a few exceptions, extant studies on diversity works have been dominated by Western-centered research. Research is needed on countries with different macro-contextual conditions, such as different legal regulations, socio-political status, and history. For this study, survey data were collected from people who work in Turkey, a country which has limited legal measures and underdeveloped discourses for equality, diversity, and inclusion. The paper provides significant insights into leading diversity works in national settings with less developed supportive mechanisms for diversity.
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Introduction

A recent report by the Organisation for Economic Co-operation and Development (OECD, 2020) demonstrated challenges to a broader recognition of diversity works (policies, practices, and interventions of workforce diversity), one of the most significant of which appears to be the indifference of individuals to diversity issues and concerns. Using the metaphor of three monkeys, which refers to the maxim “see no evil, hear no evil, speak no evil,” which signals remaining indifferent, we question whether it is the individuals among those employees with a sense of belonging or otherness are the ones who transcend such indifference to diversity works. We define diversity works as all efforts at the organizational level to engage with, plan, and manage workforce diversity. This paper explores who remains indifferent to diversity works and who cares to see, speak, and hear about them. To query this interesting phenomenon, we turn to social identity approaches, which explore in-group and out-group behaviors (see Tajfel and Turner, 1979; Turner et al., 1987). According to these approaches, cognitive processes and behaviors change based on group identity. We query whether there are differences between in-group (the group to which the person feels they belong, having similar characteristics) and out-group (a group to which the person does not feel belonging, having different characteristics) members in terms of their perceptions of diversity works. So, we question whether feeling a sense of belonging (feeling or experience of having similar characteristics) and otherness (feeling or experience of having different characteristics) (Özbilgin and Woodward, 2004) in the organization explains indifference to diversity works. As indifference presents a significant barrier to effective implementation of diversity works, it is essential to understand how in-group (who feel a sense of belonging) and out-group (who feel a sense of otherness) members respond to diversity works. Such an understanding of different attitudes toward diversity can offer organizations ways to craft their diversity works to cater to the divergent needs and responses of in-group and out-group members.

Human resource management (HRM) often takes on the policies and practices that regulate the relationship between the organization and employees (Gilbert et al., 1999; D’Netto et al., 2014; Sabharwal, 2014; Berger et al., 2016). In countries where diversity management has not developed a unique professional identity, the HRM often takes on the role of managing diversity. Benschop (2001) explained that there is a tendency to treat employees as a homogeneous group whose differences are ignored in the HRM activities. Worse still, the unitarist approach to the HRM even assumes that the interests of employees and employers are aligned (Geare et al., 2006). However, the perceptions, thoughts, feelings, and behaviors of people who see themselves as part of the established order in the organization and those who feel a sense of otherness due to their particular characteristics may be different (Allen, 2010). The HRM function is uniquely positioned to have insights into employees’ sense of belonging and otherness through its access to employee surveys and professional practice.

This study has two major contributions to the literature on diversity works. First, this research contributes to the extant literature an understanding of the differences between those who remain indifferent to diversity works and those who care to see, speak, and hear about them. The literature on the antecedents, correlates, and consequences of diversity works views the relationship between diversity and organizational outcomes as complex and multifaceted (e.g., Shore et al., 2009). Evidence from the studies shows that workforce diversity on its own has both negative and positive consequences (see Yadav and Lenka, 2020). What makes the difference is the effective management of diversity if the organizations wish to accrue the benefits of diversity (Özbilgin et al., 2016). This study shows how employees respond to diversity works based on their position in the axis of belonging and otherness at work.

Second, with a few exceptions, extant studies on diversity works have been dominated by Western-centered research (see Karsten et al., 2011). Because the assumptions of managerial concepts developed in industrialized countries may not be directly transferred to peripheral contexts due to differences in the corporate environment (Erçek, 2016), the assumptions and findings of research conducted in Western-centered countries cannot be universally accepted (Klarsfeld et al., 2019). Therefore, research is needed on countries with different macro-contextual conditions, such as their legal regulations, socio-political status, and history. For this study, survey data were collected from people working in Turkey, an underrepresented context that provides a unique setting to explore diversity works with both Western and non-Western characteristics (Erdur, 2022). Populist and negative reactions to diversity works are rampant internationally (Vassilopoulou et al., 2016; Saba et al., 2021). As a country, which has limited legal measures, and underdeveloped discourses for equality, diversity, and inclusion (Özbilgin and Yalkin, 2019; Kornau et al., 2021; Küskü et al., 2021), Turkey has an increasingly diverse workforce and offers an important context in which to study how individuals with either a sense of belonging or a sense of otherness respond to the limited provision of diversity works. We particularly problematize the indifference of those with a sense of belonging to diversity works in the Turkish context.


Theoretical background, literature review, and hypotheses


Conceptual background from the perspective of social identity

According to the research, individuals are generally more attracted to those similar to themselves, and they tend to communicate better with them. As a reflection of this, they work more harmoniously (O’Reilly et al., 1989), experience less relationship conflict (Jehn et al., 1999), have a lower turnover rate, and feel more loyalty to their organizations (Tsui et al., 1992). On the contrary, people are less attracted to “others” who are not like themselves and they display difficulty in communicating with dissimilar others (Triandis, 1959), and this experience of difference creates a negative reinforcement in relationships (Martins et al., 2003). In other words, individuals do not trust those they see as different from themselves (Blalock, 1967). Moreover, as the workforce diversity increases over social identity categories such as gender, race, ethnicity, and age, some psychological barriers may arise between the social interactions of different groups (Blalock, 1967; Kamasak et al., 2019). These barriers can be a significant threat that can lead to other problems within the organization. Therefore, according to the principle of social similarity, it is stated that when people are given a free choice, they tend to work and establish relationships with people who are similar to them (Tsui and O’Reilly, 1989; Martins et al., 2003). Of course, organizations can choose to let or not let workforce diversity enter the organization for various reasons (see Ely and Thomas, 2001). However, economic, political, and social developments trigger heterogeneity and greater diversity. In this case, a lack of competencies to understand and craft diversity works causes problems. Ignoring diversity and individual differences in business and management can pose a serious threat to individual rights and the social order and harmony at work. Therefore, organizations try to engage in diversity works to overcome diversity challenges and accrue organizational benefits.

Managing diversity is complicated by social identities, which color individuals’ judgment of their competencies compared with their in-group and out-group members (e.g., O’Reilly et al., 1989). Therefore, we think that the social identity approach, which explores in-group and out-group perceptions and behaviors, offers a helpful theoretical lens through which we can examine the differences between people who feel a sense of belonging and those who feel a sense of otherness in terms of their perceptions of diversity work issues at work. Social identity approaches imply that perceptions, thoughts, and behaviors of one’s personal identity are different from one’s social identity, which emerges in their association with a social group (Tajfel and Turner, 1979; Turner et al., 1987). This means that differences in opinions come to the fore, especially in certain contexts where individuals define themselves through belonging to a group. In other words, social divisions occur in situations where individuals are influenced by their social identities. When people perceive themselves as members of a group, they simultaneously think and act differently from their personal identities (Avanzi et al., 2021). While individuals are likely to favor members of their in-groups above and beyond members of out-groups in their social interactions, the formation of social identity along with gender, ethnicity, or other demographic lines could lead to negative consequences such as ethnocentrism, mutual influence, shared norms, groupthink, normative behavior, emotional contagion, and stereotyping (Hogg and Terry, 2000).

This process also runs in organizational contexts. Identifying themselves with a social group (e.g., gender, age, ethnicity, etc.), people can classify themselves with their career (personal level), with their team or department (group level), or with their whole organization as a specific form of social identification (Ashforth and Mael, 1989; Van Dick and Wagner, 2002). This kind of self-categorization causes depersonalization in which individuals represent the relevant group prototype above and beyond their personal identity (Hogg and Terry, 2000). The main reason for this situation is the motivation to get rid of uncertainty and to have positive self-esteem by gaining a place in reality. Since having a positive self-esteem derives partly from individuals’ social identity, people tend to attribute more positive traits to their in-group than out-group (Tajfel and Turner, 1979). In other words, people must perceive their in-group as superior to out-group to feel better.

Consequently, this situation causes indifference to injustices against the out-group members and discrimination against them (Tajfel et al., 1971). This is particularly important for our study, as diversity works attempt to remedy the historical inequalities that haunt workforces. Individuals from historically disenfranchised groups such as women and minority ethnic groups are likely to be more interested in what diversity works could offer them. However, individuals from dominant in-groups in society are more likely to be disinterested in diversity works.

How identification affects job satisfaction, job involvement, extra-role behaviors, and turnover intention can be seen in some meta-analyses (Riketta, 2005; Lee et al., 2015; Steffens et al., 2017). However, such studies are not concerned with belonging and otherness and concern for or indifference to diversity works. In brief, individuals’ perception is influenced by their social identities in the way that individuals act in the interests of their groups, do not accept criticism from their group, consciously or unconsciously hold their group members in a more advantageous position, and do not see the injustices done to others (Mergen and Ozbilgin, 2021). Therefore, we think that when the context is diversity works, the perception of those who feel a sense of belonging and otherness may be somewhat different. We examined two salient aspects of the social identity approach, i.e., in-group (with a sense of belonging) and out-group (with a sense of otherness) responses to diversity works across the following four dimensions: (1) opinions on the competence of diversity actors, (2) opinions on the embeddedness of diversity works into the organizational policies/practices, (3) opinions on diversity awareness in the HRM activities, and (4) opinions on diversity-related employee satisfaction. We selected these dimensions to cover employees’ opinions, observations, experiences, and perceptions regarding organizational attempts to manage diversity. Even though categories such as gender, ethnicity, and disability still dominate diversity works (see Sinicropi and Cortese, 2021; Triana et al., 2021), because of universally accepted human rights values, diversity works are more profound when it considers the intersections between diverse groups and power relations (Tatli and Özbilgin, 2012; Köllen, 2021). Therefore, in the case of our paper, we examine the feelings of belonging and otherness, rather than picking any particular category of diversity, to mobilize the social identity approach.



Opinions on the competence of diversity actors

The relevant competence of diversity actors, who assume responsibility for implementing diversity-related activities, is a necessary condition for the effective implementation of diversity interventions (Riccò and Guerci, 2014; Carstens and De Kock, 2017; Dang et al., 2022). The support, pioneering, and leadership of the senior management, as significant diversity actors, are considered prerequisites for the successful implementation of practices within the scope of diversity management in an organization (Herrera et al., 2011; Ng et al., 2020). If the senior management cannot be sufficiently competent and well versed in managing diversity, the scope of activities to be carried out in this context (Ng and Burke, 2005; Dang et al., 2022) and the level of adoption and acceptance of the activities attempted to be carried out would be low (Ng and Wyrick, 2011; Carrillo Arciniega, 2021). It is essential to examine whether there are any differences in opinion about the competence of diversity actors between in-group and out-group members.

On the contrary, although the most significant responsibility for paying attention to diversity within the organization and the implementation of the programs created within this scope belongs to the senior management, for this understanding to spread within the organization, both HRM unit managers and other managers must assume responsibility (Pitts et al., 2010; Riccò and Guerci, 2014; Mullins, 2018). To manage diversity effectively, all employees in the organization should be included in the process, and they should carry out the operation together (Kalev et al., 2006; Shen et al., 2009; Palalar Alkan et al., 2022). If this can be achieved, the organization’s strategic-, tactical-, and operational-level practices could be harmonized to achieve diversity goals, which may lead to both an increase in the scope of diversity management and an increase in the benefit obtained from the activities. If so, to increase the practices within the range of diversity works within the organization, especially the groups responsible for this should have enough knowledge of workforce diversity and its management. As the knowledge level of the responsible persons on the subject increases, it will be easier to understand the relevant diversity issues among employees. Consequently, the scope of the diversity factors taken into account in organizational practices will naturally expand. According to social identity approaches, individuals do not accept the negative evaluations of their group because these evaluations of their group are perceived as their own. Relatedly, it can be said that even if the diversity actors would not be competent enough, those who feel a sense of belonging will perceive them as competent. Therefore, we can predict that individuals who feel a sense of belonging would be less likely to problematize the competence of the diversity actors, as their interests would be aligned with those of their organizations. Therefore, in Hypothesis 1, we question whether the people who feel a sense of belonging and those who feel a sense of otherness have different perceptions of the competence of diversity actors at work.








	

	H1: Those who feel a sense of belonging will perceive their diversity actors as more competent than those who do not.







Opinions on the embeddedness of diversity works in organizational policies/practices

Although some relationships are mentioned (e.g., Ely and Thomas, 2001; Point and Singh, 2003; Ward et al., 2022), there is no clarity about the causal relationship between accepting, adopting, and managing diversity and individual, group, and organizational benefits (Kellough and Naff, 2004; Pitts et al., 2010; Yadav and Lenka, 2020). But simply complying with established quotas and government regulations does not mean managing diversity effectively (Syed and Ozbilgin, 2019). Accepting and managing diversity within the organization is, in a sense, a significant effort to imagine and support a workplace that recognizes and accommodates differences (Friday and Friday, 2003; Acar, 2010; Berrey, 2014). For this reason, for diversity to be accepted within the organization and to make the necessary arrangements, diversity considerations must be systematically incorporated into the organizational strategies and general policies (Davis et al., 2016; Calvard, 2020). Additionally, fostering a climate of inclusion is essential to achieve diversity goals (Mor Barak et al., 2016). Although developments in this area differ according to institutional contexts, studies (see Riccò and Guerci, 2014) state that activities within the scope of managing diversity are often managed without realizing that they should be a part of the organization’s basic strategies and policies. Unless it is transformed into a part of the organization’s strategy and policies, it will not be easy to develop the activities carried out within the scope of managing the diversity in the workforce to meet the expectations of all parties. Social identity approaches posit that individuals who feel a sense of belonging in organizations are more likely to have their interests aligned with the strategies and practices of their organizations.








	

	H2: Those who feel a sense of belonging will be more likely to perceive that diversity considerations in their organization are embedded into the organizational policies/practices than those who do not.







Opinions on diversity awareness in the human resource management function

Working together with people with different characteristics in certain respects is not a guarantee of effective management of diversity (Sartori et al., 2022). It is necessary to create supportive cultures that will consider all stakeholders’ concerns, including employees from underrepresented backgrounds (Nadarajah et al., 2022). For this to be achieved, there is a need for management practices (Ehrke et al., 2014; Roberson, 2019) and inclusive functions for all employees (Geiger and Jordan, 2014; Roberson and Perry, 2021) that can make people work together in harmony. In many studies (e.g., Pitts, 2006; D’Netto et al., 2014; Berger et al., 2016), it is stated that diversity can only be managed through the HRM activities of the organization. According to some studies, organizations that became aware of this situation started to change their HRM practices by the end of the 1990s (Kemper et al., 2016) and diversity management has become an increasingly important part of HRM in organizations (Davis et al., 2016). Indeed, workforce diversity is one of the main challenges in HRM (Showkat and Misra, 2022).

For this reason, examining diversity awareness in the HRM functions is relevant. To keep justice and impartiality, to be liable to the needs of different people, and to offer equal opportunities through the HRM functions are critical to see the commitment of HRM departments to diversity. Reflecting on the idea of social identity approaches, individuals act to keep their group interests superior to those of the other group to perceive their group in a better position to maintain a positive self-image. Conversely, they behave in such a way that keeps other group members in a disadvantaged position (Tajfel et al., 1971; Schneider and Northcraft, 1999; Kramar and Jepsen, 2021), so that we can predict that individuals who feel a sense of belonging at work would not find the diversity awareness of the HRM function inadequate as they would not view diversity interventions as relevant or necessary for their belonging at work. We formed Hypothesis 3 to understand the difference between the employees’ opinions on the issues of fair and impartial conduct of the processes carried out in organizations within the scope of HRM, creating sensitivity to differences and realizing them in a way that ensures equal opportunities.








	

	H3: Those who feel a sense of belonging will be more likely to perceive that there is diversity awareness in the HRM functions in terms of (H3a) justice and impartiality, (H3b) sensitivity to the needs of people from diverse backgrounds, and (H3c) equal opportunity than those who do not.







Opinions on diversity-related employee satisfaction

When employees’ individual identities are salient and they identify with their career, their behaviors and attitudes will be influenced by personal characteristics. On the contrary, if an employee perceives themselves as a member of a team, department, or organization (when the group-team identity is salient), their behaviors and attitudes will be affected by those social ties (Ashforth and Mael, 1989). There are findings that diversity reduces job satisfaction (e.g., Choi, 2013) and employee satisfaction, which refers to the extent to which employees are satisfied with their job in general or the specific facets of the job within the organization (Dineen et al., 2007), and hurts the psychology of employees in general (Taras et al., 2019). However, as highlighted in studies examining the positive relationship between diversity climate, diversity training, trust, and turnover (e.g., Ward et al., 2022, Zhang and McGuire, 2022), the adverse effects of diversity can be compensated for if managed (Stazyk et al., 2012; Showkat and Misra, 2022) and employee satisfaction levels can increase (Pitts, 2009); minority employees may accrue benefits from diversity management activities (Pitts, 2009; Ward et al., 2022). Some studies (e.g., Memon et al., 2021) indicate that the level of employee satisfaction with the HRM practices has a significant effect on the overall satisfaction level of employees.

According to current research, people’s experiences with events shape their responses within the organization (see Bond and Haynes, 2014). In this case, employees (those who feel a sense of otherness) who indicate dissatisfaction with the HRM practices in terms of managing diversities, that is, those who have low levels of satisfaction in this regard, will naturally have low levels of overall satisfaction. However, there are studies that have found that the satisfaction levels of different groups among employees will be different (e.g., Tsui et al., 1992; Küskü, 2001, 2003), and the availability of studies that emphasize the satisfaction level of those who feel a sense of belonging and otherness is restricted. Social identity approaches imply that when an individual perceives themselves as a member of an organization, they will get a high level of satisfaction because satisfaction is more likely associated with the relationship with the other members of the group (Leach et al., 2008). The more individuals identify with their organization, the more personnel are satisfied and the more job satisfaction (Van Dick et al., 2006). Therefore, it made sense to us to construct Hypothesis 4.








	

	H4: Those who feel a sense of belonging will show a higher score of diversity-related satisfaction than those who do not.









Methodology


Procedures, sample, and data collection

Diversity management practices vary across countries and organizations (Kellough and Naff, 2004; Bacouel-Jentjens and Yang, 2019). Differences in social concerns and environmental dynamics of the countries should be considered when using the same measurement tool in different countries. Ignorance of contextual differences may result in misleading results. In this study, we have paid attention to using measurement tools appropriate for the research context. For this purpose, we investigated relevant literature and conducted interviews to ensure the contextual appropriateness of the measurement tool.

Data collection through questionnaires is one of the sources of research challenges. “Linguistic, contextual misunderstandings, and respondent carelessness” are potential problem creators that are difficult to determine and correct their effects by statistical analysis (Einola and Alvesson, 2021). To deal with these challenges, we conducted a pre-study to examine and minimize the gap between what we are trying to collect and what respondents attribute meaning to the questions. Doing pre-study mitigates some of the problems that are produced by a gap between “the mind of the researcher” and “the mind of the respondents” (Einola and Alvesson, 2021, p. 3). After testing the functionality of the questionnaire with a pre-study, we made the necessary corrections to the form and moved to the data collection stage.

We collected data from the following two channels to increase the representativeness of the sample: (1) members of the alumni association of the university where the first researcher works and whose graduates are distributed in all cities of the country and (2) Linkedin connections of researchers. To understand whether there is a difference between the data coming from two different channels, the data were collected over two different online systems. Because there was no statistically significant difference between the data collected through different systems, all incoming data were combined and included in the analysis. We sent messages to potential participants that have the purpose of the study, ethical assurances, and the web address of the questionnaire. In this message, we also requested them to share our announcement message with their professional networks to increase the number of participants. We sent our announcement messages ten days after the first invitation.

To deal with the problem of social desirability (Spector and Brannick, 2009) as a result of the usage of the self-administered questionnaire method (Babin and Zikmund, 2015), the participants were informed that the collected data would be used only for scientific purposes in the form of aggregate results and generalizable statements and the collected data will be confidential (see Podsakoff and Organ, 1986). Consent of the participants, voluntary filling out questionnaires, the confidentiality of identities and responses, and using the collected data only in academic studies eradicate ethical concerns about data collection and use (see Ritchie et al., 2013).

The sampling frame of the study that includes employees working for organizations of different sizes, industries, and capital structures enriched the representativeness of the sample. Although 3,485 employees clicked on the questionnaire’s web address, 854 employees answered the questionnaire (a response rate is 24.5%). Achieving a high response rate is difficult. This particular challenge could be explained by potential respondents’ “declining political and social engagement” and their reluctance to participate due to “increasing number of requests for survey participation” (Breakwell et al., 2020, p. 382). Although using an online questionnaire facilitates access to a representative sample, a lack of contact with units of the sample can explain the non-response rate as well. We removed 15 observations with large numbers of missing data from the study based on the missing data process suggested by Hair et al. (2019). We tested the outliers and the assumptions of normality. Owing to their limited sample size, we excluded the answers of those working in the public sector. We analyzed the data from 792 respondents after the elimination process. This sample size is statistically adequate (Hair et al., 2019) to test our hypotheses. Of the 792 respondents, 311 respondents (39.3%) stated that they “feel a sense of otherness,” while 481 respondents (60.7%) said that they “feel a sense of belonging” in the organization. Approximately 40% of the respondents in both groups were women. The majority of the respondents were in the “28–35-year age range” (36.9%) (the lowest age 22, the highest age 64). 54.7% of the respondents have an associate or bachelor’s degree. 48.6% of those “who feel a sense of otherness” and 56.5% of those “who feel a sense of belonging” were working as “managers” (see Table 1).


TABLE 1    Demographic profile of the respondents.

[image: Table 1]

The percentage of respondents working for organizations in the manufacturing sector was 54.3. 45.7% of the respondents were working in the service sector. Employees working in large enterprises were represented with a high percentage (72.1%). A representation of the capital structure of organizations respondents were working for was balanced. 47.1% of them were working in “fully domestic capital” organizations (see Table 2).


TABLE 2    Profile of the organizations where respondents work.

[image: Table 2]

Considering the channels through which we collect data, the study population consists of relatively qualified employees with associate/bachelor’s degrees. Considering the characteristics such as the profile of the workforce and the distribution of enterprises in Turkey, it can be said that the sample rate of this study is sufficient to represent the population.



Measures

We used five-point Likert-type scales in this study, as suggested by Hinkin (2005), to collect information about the feelings and opinions of respondents. The Likert-type scale makes it easier to understand and decreases the time to measure constructs (1: strongly disagree, 5: strongly agree). We explained the differences between employees who feel a sense of belonging and those who feel a sense of otherness based on the following four main issues: “competence of diversity actors,” “embeddedness of diversity works in organizational policies/practices,” “diversity awareness in the HRM functions,” and “diversity-related employee satisfaction,” in connection with the hypotheses that we have formulated based on a context that focuses on the Turkish background.


Opinions on the competence of diversity actors

Although the middle managers and direct supervisors also have roles, people working in the top management and HRM units of the organizations have the primary responsibility for decisions on and practices of diversity management. Therefore, we focused only on those who work in the top management and HRM units as actors in the diversity issue. The competence of diversity actors was measured with two items (Cronbach’s alpha = 0.848). Items measure to what extent they are perceived knowledgeable on diversity management practices (items: Our organization’s top managers have adequate knowledge of managing diversities. HRM employees of our organization have adequate knowledge of managing diversities).



Opinions on the embeddedness of diversity works into the organizational policies/practices

To understand the extent to which employees perceive that diversity works are incorporated into business practices, we used eight items (Cronbach’s alpha = 0.937) based on prior research (e.g., Pitts, 2006; Choi and Rainey, 2010; Herrera et al., 2011; Sabharwal, 2014) on the embeddedness of diversity (e.g., item: Diversity management practices are integrated into the organizational policies and strategies).



Opinions on diversity awareness in the human resource management functions

We measured the opinions on diversity awareness in the HRM functions (recruitment, promotion, training, career development, and appraising performance and compensation) based on three dimensions as follows: (1) justice and impartiality (six items, Cronbach’s alpha = 0.919; e.g., Training procedures and policies are conducted fairly and impartially for all employees in our organization), (2) sensitivity to the needs of a diverse workforce (six items, Cronbach’s alpha = 0.918; e.g., Training procedures and policies are generated based on the needs of diversified people in our organization), and (3) equal opportunity (six items, Cronbach’s alpha = 0.884; e.g., Training opportunities for diversified people were restricted in our organization). These items were adopted from Brinkman’s (1992) items related to recruitment, promotion, and training. One item from the “equal opportunity” dimension was removed to enhance explained variance and make it clearer (omitted item: Performance of diversified employees was measured based on the same indicators with other employees).



Opinions on diversity-related employee satisfaction

This dimension was measured based on four items (Cronbach’s alpha = 0.904). Items question to what extent employees are satisfied with studying in the organization and HRM practices of the organization. Additionally, suggested organization for “acquaintances” and “acquaintances who are diverse” were other questions respondents answered (items: 1—In general, I am satisfied with the Human Resource Management activities in the organization I work for; 2—All things considered, I am generally satisfied with working for this organization; 3—I recommend all my acquaintances to work in this organization; and 4—I recommend all my acquaintances who are atypical to work in this organization).




Method of analysis and hypothesis tests

Mainly two independent groups of the study, namely, “who feel a sense of belonging” and “who feel a sense of otherness,” were examined whether there was a significant difference between these two independent groups in terms of their opinions about diversity works in their organizations. We compared the opinions of these two groups based on the four dimensions, namely, “competence of diversity actors,” “embeddedness of diversity works into the organizational policies/practices,” “diversity awareness in the HRM functions,” and “diversity-related employee satisfaction,” with a t-test.

To summarize the variables with a minimal loss of information and define fundamental dimensions, we performed exploratory factor analysis before testing hypotheses (Hair et al., 2019). We tested the existence of correlations between variables based on the Bartlett sphericity test and the Kaiser–Meyer–Olkin sampling adequacy measure to assess the appropriateness of the factor study, and we did not detect any problems.




Results


Opinions on the competence of diversity actors

Those who feel a sense of otherness evaluated the competence of diversity professionals as lower than those who feel a sense of belonging. According to independent t-test analysis, the results of Levene’s test for equality of variances showed no violations, p = 0.32. The difference between the opinions of the respondents “who feel a sense of otherness (out-group)” (M = 2.74, SD = 1.08) and “who feel a sense of belonging (in-group)” (M = 3.15, SD = 1.03) was significant [t(764) = 5.29; p < 0.001, Cohen’s d = 0.43]. So, Hypothesis 1 is supported (see Table 3). A lack of knowledge of those responsible for implementations regarding the scope of diversity works is the possible cause of their inability to address the concerns of people who do not feel a sense of belonging.


TABLE 3    Mean comparison of sense of otherness and sense of belonging on perceived diversity works.

[image: Table 3]

On the contrary, diversity actors who are the formulators and practitioners of diversity works will network with their “in-group” and share more information based on the social identity approaches. This does not happen with those who are in their “out-group.” People who feel a sense of belonging rate the competencies of the diversity actors as adequate.


Opinions on the embeddedness of diversity works into the organizational policies/practices

The results of an independent sample t-test indicated that Levene’s test for equality of variances showed no violations, p = 0.12. Employees “who feel a sense of otherness” assessed diversity works of their organization and harmonization of these practices with the general organizational policies relatively weaker (M = 2.63, SD = 0.97) than employees “who feel a sense of belonging” (M = 2.85, SD = 0.91). Hypothesis 2 is supported based on the significance of the difference between the groups [t(607) = 2.80; p < 0.005, Cohen’s d = 0.23]. This finding can be a sign that employees tend to support the decisions and priorities of those in the same group. Decisions and priorities to integrate diversity works into the organizational policies may be raised by employees who feel a sense of belonging. On the contrary, to what extent organizations have a diverse workforce, their attempts will be questioned as long as diversity works are embedded into the organizational policies/practices to meet the demands and priorities of people in the “out-group.”



Opinions on diversity awareness in the human resource management functions

Justice and impartiality, sensitivity to the needs of diverse people, and equal opportunity are prominent indicators of diversity awareness in the HRM functions. The results of Levene’s test for equality of variances showed violations, p = 0.01. The test statistics of equal variances not assumed showed that employees “who feel a sense of otherness” evaluated justice and impartiality in HRM functions (M = 2.95, SD = 1.04) less than employees “who feel a sense of belonging” (M = 3.42, SD = 0.95). The significant difference between the two groups supported Hypothesis 3a [t(591.86) = 6.30; p < 0.001, Cohen’s d = 0.47]. A sensitivity to the needs of people from diverse backgrounds in HRM functions was another dimension. Similarly, the results of Levene’s test for equality of variances showed violations, p = 0.03. The test statistics of equal variances not assumed showed a difference between the opinions of employees “who feel a sense of otherness” (M = 3.02, SD = 0.95) and “who feel a sense of belonging” (M = 3.36, SD = 0.89). Based on the t-test result, Hypothesis 3b is supported [t(587.03) = 4.82; p < 0.001, Cohen’s d = 0.37]. Organizational attempts to provide equal opportunity in HRM functions were perceived relatively lower by those who feel a sense of otherness (M = 3.05, SD = 0.96) compared with those who feel a sense of belonging (M = 3.41, SD = 0.85). Hypothesis 3c is supported [t(558.17) = 5.11; p < 0.001, Cohen’s d = 0.40]. The results of Levene’s test for equality of variances showed violations for this dimension, p = 0.000. According to the analysis of these three hypotheses, employees who feel a sense of otherness evaluate justice and impartiality, sensitivity to the needs of diverse people, and equal opportunity in HRM functions weaker. Diversity actors who are the formulator and practitioners of diversity works may give more voice to employees who feel a sense of otherness to make the HRM functions comply with the principles such as equality, fairness, and justice.



Opinions on diversity-related employee satisfaction

In general, diversity-related satisfaction levels of employees who feel a sense of belonging were higher (M = 3.53, SD = 0.90) than those of employees who feel a sense of otherness (M = 3.09, SD = 1.07) in the organization. Because of a significant difference between the satisfaction levels of the two groups, Hypothesis 4 is supported [t(577.08) = 5.87; p < 0.001, Cohen’s d = 0.44]. The results of Levene’s test for equality of variances showed violations, p = 0.000. The indifference of individuals to diversity issues in the context of the limited provision of diversity works confronts organizations with the adverse effects of a lack of job satisfaction among employees.





Discussion

Ethnic and other types of diversity are rapidly becoming visible in organizations as Turkey hosts many migrants, refugees, and displaced persons from the Middle East, Asian, and African countries due to various political and social instabilities (UN News, 2018). This makes Turkey an important context for research on diversity works. In general, various studies (e.g., Küskü et al., 2021; Erdur, 2022) indicate the inadequacy of supportive equality laws and the reliance on organizations to self-manage diversity efforts without accountability structures the apparent absence of supporting discourses such as business case arguments. There are contradictions and paradoxes in diversity works in Turkey. Despite the growing significance of diversity in the Turkish labor market in terms of generic categories of gender, ethnicity, age, disability, and local concerns such as internal and international migration, there is limited provision for diversity works in organizations.

Furthermore, legal and constitutional arrangements for diversity and inclusion remain ceremonial (Özbilgin and Yalkin, 2019) because of the country’s political discourse and policies characterized by nationalism, Islamism, and patriarchal traditionalism (Erdur, 2022). Due to a general atmosphere of indifference and socio-economic turmoil at macro-national and meso-organizational levels, Turkey’s position in terms of gender equality has declined from the first quarter to the last quarter among 150 countries in the previous 20 years (Yamak et al., 2016). As highlighted in previous research (e.g., Küskü and Ataman, 2011), due to the high rate of unemployment and the effect of social and religious values, organizations increasingly prefer recruiting men over women. There remains the challenge for Turkish organizations to develop effective diversity works to garner benefits of diversity such as cognitive, pragmatic, and moral legitimacy (see Özen and Önder, 2021). In particular, it is important for organizations to understand how employees receive diversity works across identity lines.

All four hypotheses, which we formed taking into account the four prominent aspects in the development of diversity works in organizations, were accepted: opinions on (1) competence of diversity actors, (2) embeddedness of diversity works into the organizational policies/practices, (3) diversity awareness in the HRM activities, and (4) diversity-related employee satisfaction. Accordingly, the satisfaction levels of those who feel a sense of otherness in the working environment are lower than those of those who do not feel a sense of otherness. As we outlined above, this result may not be surprising because individuals who feel a sense of otherness are likely to face more challenging circumstances than individuals who feel that they fit in. However, our findings are significant as no previous study has attempted to understand whether the in-groups and out-groups hold different views of diversity works. In the context of a country with adversarial and poorly supported diversity efforts, it is again poignant to see that out-group members are more dissatisfied with diversity works. As a note of caution, we acknowledge that there are ethical problems in enterprises operating in Turkey, such as unfair discrimination among employees, non-promotion, and non-reward of employees according to their abilities (Torlak et al., 2008). These adverse conditions may also help explain why out-groups are more dissatisfied with diversity works in our study.

We controlled organizations’ sector, size, and capital structure where respondents were working to understand whether opinions on four dimensions differ based on these variables. Findings supported the argument that there is no significant difference based on the sector (manufacturing/service). This can be interpreted as expectations and judgments of employees on organizational diversity practices are independent of the sector they are actively working in. The size of organizations produced a significant difference in the “embeddedness of diversity works into the organizational policies/practices.” Diversity work integration was found higher by respondents working in large-sized organizations than in medium-sized organizations. We found that the capital structure of organizations created a significant difference. The competence of diversity actors who are responsible for implementations regarding the scope of diversity works in foreign-owned and joint ventures was perceived as higher. Correspondingly, respondents working in foreign-owned organizations or joint ventures evaluated the embeddedness of diversity works into the organizational policies higher. As expected, their diversity-related employee satisfaction was higher. Additionally, our sample’s lifestyle, culture, education, profession, age, and gender were the most frequently cited diversity dimensions.

Discontent with diversity works occurs at multiple levels, causing a level of cynicism about diversity efforts among workers and scholars alike. Authors such as Dobbin and Kalev (2018) and Noon (2018) have identified the reasons for rising levels of cynicism and dissatisfaction with diversity interventions as an overemphasis on training- and individual-level interventions and a lack of focus on systemic and institutional change in diversity efforts. A recent report (CIPD, 2019) also highlights that apathy and indifference to diversity prevent diversity interventions from being taken up within organizations. Indifference to diversity works presents a major challenge. For example, Kalev et al. (2006) show that those who should be centrally responsible remain indifferent to diversity works, and diversity efforts may be ultimately abandoned. We take this debate further and contribute to an understanding of who might help the individuals who remain cynical and dissatisfied with diversity interventions be. Earlier research on belonging and otherness has highlighted that individuals and groups that feel a sense of belonging have privileged access to resources, opportunities, and networks of power at work (Özbilgin and Woodward, 2004; Neiterman et al., 2015). Yet, we do not know how individuals who feel that they belong and those who feel a sense of otherness evaluate diversity works in organizations.

Social identity approaches imply that, with the effect of stereotyping and depersonalisation, identification with a group changes the individual’s emotions, thoughts, and behaviours (Tajfel and Turner, 1979; Turner et al., 1987). Individuals put group interests above their interests and discriminate against the out-group (Tajfel et al., 1971). Discrimination of out-group members occurs because identification leads individuals to make sense of the world based on in-group values, eliminate uncertainty, and increase their self-esteem as part of a group (Jetten et al., 2017).

As diversity interventions seek to promote social justice and fairness, the out-group members who are more likely to feel excluded experience higher levels of dissatisfaction with the diversity practices, competencies, and policies at work. According to social identity approaches, individuals simultaneously belong to many social categories and some identities sometimes become more important than others. For example, organizational identity can be more important than ethnicity, age, gender, etc. (Hogg and Terry, 2000). Accordingly, diverse people can be combined in a team, and team identification can be enhanced by pro-diversity beliefs (Van Dick et al., 2008). Pro-diversity beliefs decrease identity threat; as a consequence, team members react more positively toward diverse members, and this allows members to work harmoniously, cause creative and quality solutions for tasks, and increase performance (Van Knippenberg et al., 2004), and this also provides positive self-esteem to diverse employees (see Wilkins et al., 2018). Our paper shows how people in an organization cognitively might ignore atypical individuals and unequal practices because of their social identity. We hope that our results may be helpful for organizations to understand this kind of perceptual process to recultivate more pro-diversity beliefs, be aware of apathy and indifference to diverse people, and get advantages from them.

However, our study shows perceptual differences in terms of the effectiveness of diversity works between in-group and out-group members. In-group members show little concern for the effectiveness of diversity works, when diversity works are poorly coordinated and practiced, suggesting the strength of the interplay between social identity and shared concern. Meliou et al. (2021) argue that responsible leadership, i.e., leadership that cares about improving effectiveness of diversity works, emerges out of shared concerns. Thus, our study sheds light on where responsible leaders could draw inspiration for improving diversity works: the opinions of out-group members. Our study calls for attention to differences among workers when shaping diversity works (see Marescaux et al., 2021). To accrue even the much mentioned economic benefits of diversity (Gilbert et al., 1999; Köllen, 2021; Nadarajah et al., 2022), organizations should transcend one size fits all, standardized HRM and diversity works activities for all employees, and co-design HRM practices and diversity works to cater for not only the in-group members but also the out-group members.



Practical implications

In Turkey, diversity works operate with limited legal protections, low levels of responsibilization of organizations, and poorly formed supportive discourses (Küskü et al., 2021). In this context, our findings highlight that out-group members are dissatisfied with diversity works in organizations. There is a need to move toward more robust legal supports, responsibilization of organizations, and supportive diversity discourses for diversity works to be perceived on equal footing by in-group and out-group members at work. Achievement of this will benefit organizations not only morally but also strategically, such as improving organizational performance (see Siegel, 2020; Showkat and Misra, 2022). Similarly, understanding perceptual differences across social identity lines could help improve HRM processes and career choices and chances of employees (Özbilgin et al., 2005).

The management of organizations should also deal with in-group and out-group differences in assessing the effectiveness of diversity interventions. Specific interventions could be planned to transform the three monkeys of diversity into active supporters. It is of particular import for in-group members to support diversity interventions as allies. Our findings suggest that senior management and managers of HRM units in organizations should not be indifferent to the opinions of employees who feel different. Thus, we call for attention to indifference to difference and how this should be monitored and managed in organizations. Doing this is also essential in terms of sustainability approaches (see Ehnert and Harry, 2012) that emphasize that organizations should also consider their activities’ short- and long-term effects on many stakeholders.



Limitations and future research directions

Although our study has many important insights to contribute to developing diversity works in business life, naturally, our findings also have some limitations. First, in this study, we did not compare the perceptual differences between out-group and in-group employees based on a particular diversity category (such as age, gender, ethnicity, and race) that caused them to feel different. Instead, we asked about their perception of belonging and otherness work in recognition that sociodemographic characteristics alone may not fully account for in-group and out-group formations. Second, to categorize the participants in terms of belonging and otherness, we have just asked whether they feel a “sense of belonging” or a “sense of otherness.” A question like this is too scarce to attribute an in-group out-group distinction robustly and could be linked with other issues of organizational identification which are pretty distinct from diversity issues. Third, the sample of this research consists of trained, highly skilled/qualified employees.

Future studies could focus on low-qualified workers who are more likely to feel threatened in their positions, bringing different results. Fourth, public sector employees are not included in the research. Private sector organizations, which we focused on, are relatively more dynamic and ready to adapt to external changes (see Tüzüner, 2014). It will be beneficial to conduct similar studies on public sector employees in future studies. Another issue to be careful about when interpreting existing data is the size of the companies the respondents work with. The vast majority of enterprises operating in Turkey are small- and medium-sized enterprises. Even though most of these enterprises try to improve their HRM practices in parallel with economic, social, and technological developments, they have practices reflecting Turkish culture (Tüzüner, 2014). Although it is possible to see the reflection of Western values in managerial practices, imprinting effects of traditional values are still available in Turkish management culture (Aldemir et al., 2003). The fact that the majority (66.6%, see Table 2) of the enterprises in which the people included in the sample of this study work is large-scale organizations. Future studies could focus on small- and medium-sized enterprises, which may bring different results.

The characteristics of the organizational (such as workforce composition and organizational status) and external (such as the impact of the social environment on the social identity process) context affect the practices related to workforce diversity and the perception of these practices by the employees very closely (Joshi and Roh, 2009; Bacouel-Jentjens and Yang, 2019). For this reason, it would not be right to generalize about developing countries based on the results of this study, which was created by collecting data from Turkey. To better understand the grievances arising from the point of view of groups who feel different and to make efforts to eliminate the grievances, we must continue to work toward different contexts.



Conclusion

In this paper, by collecting data from Turkey, where demographic diversity and concomitant fault lines grow without adequate institutional awareness and effort, we contribute to the debate on the satisfaction and dissatisfaction with diversity works as manifest in perceptual differences between in-group (who feel a sense of belonging) and out-group (who feel a sense of otherness) employees. We demonstrate that the out-group members transcend the three monkeys and express dissatisfaction with diversity issues at work, whereas in-group members are not affected by the absence of attention to diversity works in general. Our empirical contribution is the need for diversity research to focus on in-group and out-group members to explore the varied perceptions of diversity work in organizations.
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