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Abstract 
	  
Globalization and demographic changes are posing new challenges for firms that compete for 

superior human capital resources, and this ‘war for talent’ is especially fierce among MNCs 

whose main asset is knowledge, like the consultancy industry. As the demand for future 

leaders increases, it is essential for such firms to ensure an efficient flow of diverse talent 

through the whole organization. Previous research has mainly treated diversity management 

and talent management separately, despite the fact that the two concepts are interrelated. This 

thesis aims to close this gap by exploring how global consultancies incorporate diversity into 

their talent management practices. By combining in-depth interviews and secondary data from 

three case companies, conclusions were drawn regarding the views and outcomes of diversity 

and through which practices the concept was integrated with the management of talents. Some 

interesting findings were that the main diversity focus was concentrated on gender issues and 

that global talent management was not highly prioritized in the participating case firms. With 

regards to talent management, the most highlighted strategy for achieving diversity was by 

focusing on attracting employees from different diverse groups. 

 
 
Keywords: Talent Management, Diversity Management, Strategic Human Resource 
Management, Talent Pools  
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1. Introduction 
 

Although the integration of world markets is hardly a novel phenomenon, it is continuously 

presenting new challenges for multinational corporations (MNCs). One important paradigm in 

international business studies has been the focus on knowledge management as the primary 

source of sustainable competitive advantage in comparison to more tacit resources. Since 

knowledge inevitably is connected to human beings, scholars and practitioners are now 

calling for more research in the field of talent management as well as global talent 

management (Collings & Mellahi, 2009; Tarique & Schuler, 2010; Collings, 2014; Al Ariss et 

al, 2014; Lewis & Heckman, 2006). Human resource practices have always been important to 

all kinds of firms, but due to this changing context, it can be argued that having talented 

employees staff the organization’s key strategic positions has never been more crucial 

(Collings, 2014; McDonnel et al, 2010; Tarique & Schuler, 2010). 

 

The current surge of interest in the talent management field is based on several new 

challenges that face organizations today. For example, the demand for leaders is 

prognosticated to be increasing faster than the supply (Stahl et al, 2007; Tarique & Schuler, 

2010). Several countries, such as Sweden, the US and Japan are experiencing demographic 

changes in terms of an aging population as a result of lower birthrates. Hence, it might prove 

difficult to find replacement for all the retiring leaders from the so-called baby-boomer 

generation. Collings (2014) further states that organizations continue to struggle to find the 

necessary global talent, both qualitatively and quantitatively, needed to function in a global 

context.  

 

Moreover, as markets are becoming more interrelated and country borders become blurred, 

firms with international operations are increasingly competing for the same talent (Stahl et al, 

2007). Another issue sparked by globalization is that workforce characteristics are also 

changing in the sense that employees are becoming more mobile and pursue boundary-less 

careers, making competition even more fierce (Tarique & Schuler, 2010; Collings, 2014). 

Correspondingly, the ethnocentric approach is becoming outdated and the use of expatriate 

managers in foreign subsidiaries is decreasing, meaning MNCs must look for local talent in 

different parts of the world to a higher degree than before (McDonnell et al, 2009). These 

contextual changes imply that new kinds of managerial skills are needed, international 
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competence arguably being the most coveted of such skills (Becker et al, 2004; Gregersen et 

al, 1998).  

 

In essence, the combination of changing population demographics, talent shortages and 

intensifying global competition entails that strategic talent management is more important 

than ever (Tarique & Schuler, 2010). There are several different definitions of what 

constitutes talent management. According to Collings and Mellahi (2009), one fundamental 

pillar is the development of talent pools. A talent pool is a group of employees who are 

identified as having high potential and being high performers and therefore are expected to fill 

important strategic positions in the company in the future. In other words, talent management 

strives to ensure that the flow of employees into positions throughout the organization is 

adequate (Pascal, 2004). This is in line with the notion that succession planning, that is, 

recruiting ahead of the curve, has substituted vacancy-based recruitment (Sparrow, 2007).  

 

In the light of the challenges facing MNCs today, who then are the employees that make up 

the talent pools? We know that superior human resources are a key to competitiveness and 

that MNCs are realizing that these resources may be found in different parts of the world 

(Bryan et al, 2006). Research by Stahl et al (2007) has shown that many firms experience a 

push for global standardization, a phenomenon that might allow large talent pools to be 

developed. However, such pools will be shallow, as they will lack the diversity needed to 

adapt to contextual changes, and firms that underestimate global-local tensions risk severe 

talent shortages in the future (Ibid). Also, there is evidence suggesting that despite political 

pressure, social groups that have historically been discriminated against, such as women and 

minorities, are still being overlooked when it comes to the search for future leaders (Lau Chin, 

2010; Groysberg & Connolly, 2013). In other words, drivers impacting on twenty-first 

century organizations have shifted the need towards increased representation of diverse social 

groups in the workforce. For this reason, Lau Chin (2010) argues that in order to be relevant, 

there is an urgent need for the theoretical realm concerning future leaders to incorporate the 

concept of diversity. 

 

Provided that both practitioners and researchers agree on the centrality of talent management 

for MNC performance, it is noteworthy how little academic progress has been made in the 

field (Al Ariss et al, 2014; Collings & Mellahi, 2009; Tarique & Schuler, 2010; Lewis & 

Heckman, 2006). Similarly, Lau Chin (2010) asserts that despite the fact that management 
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theories evolve with a changing social context, theories have remained alarmingly silent when 

it comes to the subject of diversity among future business leaders. The diversity concept has 

been defined in many ways at a conceptual level, but for organizations it is mainly about 

benefitting from interpersonal differences (Stewart & Harte, 2010). 

 

For the most part, the concepts of talent management and diversity management are treated 

separately in the literature, despite the fact that in the eyes of practitioners they go hand in 

hand (Stewart & Harte, 2010). As Groysberg and Connolly (2013, p. 74) put it: “Workforce 

diversity begins with the search for talent”. According to Stewart and Harte (2010), this 

separation is unfortunate when it comes to bridging the gap between research and practice, a 

quest that is presently of utmost importance for MNCs finding themselves in the midst of the 

“war for talent” (Chambers et al, 1998). Consequently, there is a pressing need for more 

studies that seek to link the two concepts (Stewart & Harte, 2010).  

 

The purpose of our study is to address this lack of connection between talent management and 

diversity management through exploring how MNCs manage diversity among their future 

leaders by examining their talent management practices. One industry that is highly dependent 

on knowledge and talents is the consultancy industry, and therefore the research question is: 

 

How do global consultancy firms incorporate the diversity concept in relation to their talent 

management practices?  

 

This question can be broken down into more narrow sub-questions: 

 

How do global consultancy firms view diversity? 

What do they want to achieve and why? 

How do they go about to achieve their diversity goals? 

How is the concept of diversity incorporated into talent management? 

1.1. Disposition	  of	  the	  thesis	  
	  
The following chapter begins with a look back at human capital theory, which is the 

foundation on which concepts such as talent management and diversity management stand. 

Hence, theories from various different research branches will be reviewed, for example 

strategic human resource management, talent management and diversity management. 
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Finally, these theories will be combined using a diversity lens in order to form a theoretical 

frame that will be used to take on the research question. Thereafter follows a methodology 

section, where the research design, sample and methodological issues will be discussed. 

Subsequently, the results of the study will be presented and discussed in an analysis section. 

Finally, the conclusions of the thesis will be presented and implications for managers and 

future researchers will be discussed. 
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2. Theory 

2.1. Human	  capital	  theory	  

According to the resource-based theory of competitive advantage, companies that possess 

valuable resources that their competitors cannot easily imitate or substitute for will 

outperform those that lack such resources (Barney, 1991). As research has progressed in 

describing these types of resources, knowledge embedded in human capital has emerged as 

the arguably most universally valuable one (Acedo et al, 2006; Barney, 1991; Kogut & 

Zander, 1992). Human capital theory is oftentimes complemented with social capital theory, 

which key proposition is that networks of relationships can make up or lead to resources that 

can be useful both to individuals and collectives (Dakhli & De Clercq, 2004). At the 

organizational level, social capital signifies the value to an organization created by the 

relationships formed by its members (Nahapiet & Ghoshal, 1998). 

 

Nevertheless, the importance given to human capital as a resource has varied over the years. 

Adam Smith (1776) highlighted the importance of quality in human capital when writing 

about “the acquired and useful abilities of all the inhabitants of members of the society” (p. 

119) and “the state of the skill, dexterity, and judgment with which labor is applied” (p. 1). In 

a later era, Taylor (1911) proposed that all workers are replaceable and can therefore be 

considered as a cost for the firm. In present times, however, employees are generally seen as 

providers of knowledge and skills that can create economic value (Youndt et al, 1996). This 

view has gained increased attention since several researchers have found a positive correlation 

between various human resource (HR) activities, such as careful selection processes and 

training activities for the employees, and enhanced firm performance (Kleiner et al, 1987; 

Terpstra & Rozell, 1993). 

 

Over the years there have been many different opinions regarding what human capital actually 

is and how it should be defined (Ployhart et al, 2014). One reason for this incongruence in 

relation to the subject is that human capital has been researched from many different 

disciplines, such as economics, management strategy, HR and psychology. In order to 

establish a definition that summarizes all these disciplines, Ployhart et al (2014) suggest the 

following definition of human capital resources: “…individual or unit-level capacities based 

on individual KSAOs that are accessible for unit-relevant purposes” (p. 374). KSAO stands 

for knowledge, skills, abilities and other characteristics that can be of relevance for the firm 
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when it comes to generating economic outcomes. In other words, while some individuals’ 

KSAOs can be valuable per se, this does not necessarily mean that they produce economic 

value for the firm, and it is thus only the individuals with the right KSAOs that are relevant 

for the firm that thus qualify as valuable human capital (Ibid.). 

 

In brief, there are many different ways to look at human capital resources from a theoretical 

perspective (Ployhart et al, 2014). There seems, however, to exist a general consensus 

regarding the strategic importance of human capital for firms in competitive environments, 

implying that the effectiveness with which firms manage to exploit this resource can lead to 

the difference between success and failure (Barney et al, 1991).  

2.2. Strategic	  human	  resource	  management	  

Traditional human resource management (HRM) is often related to administrative tasks, such 

as planning, staffing and compensation issues, and it includes several stakeholders such as 

customers, investors, society and the organization itself (Tarique & Schuler, 2010). Strategic 

human resource management (SHRM), on the other hand, is focused on building sustainable 

competitive advantage, which entails a focus on organizational performance as well as the use 

of HR systems to solve business problems (Becker & Huselid, 2006). In other words, the 

strategy part of SHRM can be said to be the bridge connecting HR practices and systems to 

the overall financial performance of the firm (Ibid). As mentioned previously, human capital 

can be of different value to an organization, and one example of an SHRM model is how 

organizations go about to attract, develop and retain the human capital that is most likely to 

lead the firm to future success. This type of SHRM, which only concerns managing the top 

talents of the firm, is known as talent management. 

2.3. Talent	  management	  

Pascal (2004) describes talent as “the fuel of the human capital engine” (p. iv). In the past, the 

interest in the management of talent has mainly been driven by consulting firms and other 

businesses, but in recent years academics have also started to pay more attention to the subject 

(Al Ariss et al, 2014). Despite the current surge of interest in talent management, there is still 

a lack of theoretical frameworks (Lewis & Heckman, 2006; Nijs et al, 2014); several arbitrary 

definitions seem to be in circulation in the literature.  
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For instance, some authors use the term talent management interchangeably with terms such 

as “human resource planning” (Lewis & Heckman, 2006). Indeed, several scholars agree that 

a key component of talent management consists of adopting a strategic approach towards 

traditional HR processes such as attracting, selecting, developing and retaining talent (Ibid). 

According to Al Ariss et al (2014) there is also an ongoing discussion regarding if talent 

management is about managing all employees in the firm (an inclusive approach) or simply 

about managing the high-performing employees (an exclusive approach). If a company adopts 

the inclusive approach it can be difficult to differentiate talent management from conventional 

human resource practices (Collings & Mellahi, 2009).  

 

The perspective used to define the concept also varies greatly; some see talent management in 

terms of outcomes while others focus on processes, decision, alternatives or mindsets 

(Collings & Mellahi, 2009). Also, some authors view talent, that is, high performing and high 

potential employees, as a resource that should simply be managed according to performance 

levels (Lewis & Heckman, 2006). This means that the employees are categorized according to 

their performance, and high performers are rewarded accordingly, irrespective of their role in 

the firm. Another perspective on talent is succession planning, which, in contrast to the 

performance view, begins with the identification of key positions that are critical for 

competitive advantage and ensuring there are promising candidates available when a position 

becomes vacant (Collings & Mellahi, 2009). Pinpointing these positions can be more easily 

said than done since a large number of firms traditionally view their positions according to 

what input is needed, such as skills, education or capabilities, rather than looking at the 

outcome of the position (Becker & Huselid, 2006). It can also be challenging to know which 

positions actually are strategically important and why, as well as how to differentiate the 

value between different positions (Ibid). For example, the same job title can have different 

values in different companies; a computer programmer in a software company is of course 

more valuable than a person with the same title in a company where it is just a support 

function (Ibid).  

 

The theory of what talent management should include has also varied with time; at the term’s 

conception it was mainly about the recruiting of top-management, and how to attract and 

select the best candidates (Al Ariss et al, 2014). This view focuses on strategies to find and 

select intelligent candidates and how to evaluate the best managerial characteristics in an 

effective manner (Ibid). As the research field of talent management progressed, a number of 
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more rigorous definitions about what talent management is have been made; for example, 

Collings and Mellahi (2009, p. 304) define it the following way: 

“…activities and processes that involve the systematic identification of key positions that 

differentially contribute to the organization’s sustainable competitive advantage, the 

development of a talent pool of high-potential and high-performing incumbents to fill 

these roles, and the development of a differentiated human resource architecture to 

facilitate filling these positions with competent incumbents, and to ensure their continued 

commitment to the organization.” 

There is also an ongoing discussion on whether there is one best practice that companies can 

use in order to best manage their talent and their HR-strategies in order to create value, or 

whether there might be several different configurations that companies can choose from 

(Becker & Huselid, 2006; Collings & Mellahi, 2009). According to Collings and Mellahi’s 

(2009) definition above, the best way to use talent management is to identify key positions 

that create value for the company, develop a talent pool of high performing and high potential 

employees, and ensure that the HR-strategy is built to help fill these positions.  

2.3.1. Global	  talent	  management	  
	  
An important part of talent management, especially for large MNCs, is how to handle talented 

personnel globally (Tarique & Schuler, 2010). According to Tarique and Schuler’s (2010) 

summary of several papers regarding of global talent management they conclude that global 

talent management essentially is “to attract, develop and retain individuals with high levels of 

human capital […] consistent with the strategic directions of the multinational enterprise in a 

dynamic, highly competitive, and global environment” (p. 124). However, the multi-

nationality of the context in which MNCs find themselves presents different challenges in 

comparison to domestic talent management, and therefore demands additional strategic 

efforts. Managing a workforce in various countries while still keeping a coherent HR-strategy 

is far more difficult than on a national level (Rosenzweig & Nohria, 1994), and due to factors 

such as the scarcity as well as the flexibility of younger, globally competent managers, the 

competition between multinational firms is extra prominent (Bartlett & McLean, 2006). 

According to Collings (2014), it is therefore indispensable for MNCs to build an HR-structure 

that can ensure a flow of talented global workforce throughout the firm.  
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2.3.2. Talent	  pools	  
	  
As mentioned previously, talent management includes various things such as identifying key 

positions and key employees, but a large focus is typically given to what is known as talent 

pools (Stahl et al, 2007). Talent pools are composed of key performers within the company 

that are considered to be potential future leaders (Mäkelä et al, 2010). Since companies are 

more global than ever, these talents can typically be found all over the company and not only 

in the parent country or at the headquarters (Stahl et al, 2007). Stahl et al (2007) note that 

most companies today follow a talent pool strategy, meaning that they hire people believed to 

be talents and then try to find an appropriate position for these employees instead of simply 

waiting for a position to open up and then fill it. Conger and Fulmer (2003), on the other 

hand, claim that it is not enough to simply have highly talented staff waiting in line to fill a 

position in order for talent management to work; according to their view the talent pool 

system also needs to be flexible and focused on developmental activities.  

 

Usually, employees are evaluated through formal performance appraisals in order to establish 

whether or not they are considered as material for the talent pool (Mäkelä et al, 2010; Stahl et 

al, 2007). These appraisals are often conducted by the subordinate’s closest manager, but 

sometimes even by peers or other managers (Mäkelä et al, 2010). Most firms also try to 

develop their high-performing employees by offering them formal training, development and 

job rotation (Stahl et al, 2007).  

 

There are different strategies that companies can pursue when building their talent pool, but 

one thing that they all should have in common is an understanding for the global competition 

that is increasing in the world (Stahl et al, 2007). MNCs need to build pools that are 

standardized globally in order to attract the best talent but at the same time they need to be 

locally adapted (Ibid). This way the talent pool will both have enough depth and diversity to 

be able to both capitalize on economies of scale when hiring global talent but also being able 

to adapt to changes in the environment (Ibid).  

2.3.3. Summary	  of	  the	  talent	  management	  concept	  
	  
Despite the various perspectives on talent management, the key elements can be summarized 

as follows: Talent management begins with the identification of talents and of key positions. 

When this has been done, the actual flow of the key talent into the key positions can be 
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managed, using attraction, selection, development and retention practices as well as 

succession planning. This summary is represented by figure 1 below. 

 

Figure 1. Talent management  

 

 
Source: Own illustration 

2.4. Defining	  diversity	  	  

Since the late 1990s, MNCs are finding themselves in a “new organizational paradigm” due to 

increased diversity and cross-culturality in their workforces (Gilbert et al, 1999; Martín 

Alcázar et al, 2013). As mentioned in the introduction, this shift is one of the challenges faced 

by today’s global organizations, resulting from demographic, geographic and social 

transformations, as well as the imperative for innovation. For example, women are 

participating in the workforce and in higher education to a greater extent than before in 

several parts of the world, and workforces in general are becoming more mobile (Garib, 

2013). An emerging body of research also underscores the strategic benefits of transferring 

employees from subsidiaries to headquarters in order to leverage local market and cultural 

knowledge (Collings, 2014). The focus on diversity has substituted the previous approach to 

equality, which was centered on treating everyone the same way (Stewart & Harte, 2010). 

What characterizes the diversity view is that its focus is recognizing and trying to maximize 

the value of the differences between social groups instead of simply assuming that they are 

the same (Ibid).  

So what does ‘diversity’ mean? In simple terms, it has to do with being different, but similar 

to the issues with talent management, it is also a concept lacking a single widespread 

definition when it comes to human resources, not least within the management literature 
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(Garib, 2013; Williams & O’Reilly, 1998; Jehn et al, 1999). At a conceptual level, diversity 

among people is best explained from a social psychological perspective. Humans have a 

tendency to create categories in order to simplify the world (Allport, 1954), and any attribute 

that is used to tell that person A is different from person B may serve as a basis for 

categorization (Williams & O’Reilly, 1998). Irrespective of the attributes’ relevance for the 

task, they can lead to in-group and out-group distinctions, where the in-group possesses 

attributes that are considered to be good and the out-group lacks such attributes or possesses 

other qualities that are considered to be bad (Garib, 2013).   

Colloquially, the term diversity tends to be associated with demographic factors that are 

highly visible, such as age, gender and ethnicity. Williams and O’Reilly (1998) explain that 

because of the high visibility of such properties, they are more likely to be used as bases for 

social categorization than other factors that are harder to detect at first glance. Such visible 

categories are often what are used as bases for discrimination, along with other factors whose 

visibility varies. For example, sexual orientation and religion have to do with the mind, but 

can also be expressed in observable ways. Likewise, different types of disabilities can also be 

more or less observable and therefore also be a source of social categorization and 

discrimination.  

However, less salient attributes such as knowledge, skills and abilities may be of equal or 

even higher importance when it comes to reaping the benefits of diversity in an organizational 

context. Differences in such attributes, for example values and cognitive processes, lead to 

what is known as human capital diversity (Martín Alcázar et al, 2012). Other intangible 

attributes such as cultural background, education and social background also pertain to the 

unobservable level of diversity. Another way of looking at diversity is from the 

information/decision-making perspective (Garib, 2013). This perspective views employee 

diversity as a set of different capabilities, so instead of either being categorized according to 

in-group or out-group membership, employees are judged on the different types of knowledge 

and experiences they can bring to the group (Ibid). The different types of observable and 

unobservable diversity are summarized in table 1 below.  
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Table 1. Classification of diversity 

Observable diversity ←    → Unobservable diversity 

Ethnicity 

Gender 

Age 

 

Disabilities 

Sexual orientation 

Religion 

Cultural background            

Social background               

Education      

Values  

Beliefs  

Cognitive processes 

Source: Own illustration 

2.4.1. Diversity	  outcomes	  
	  
In addition to the obvious progress in the realm of social justice, research has shown that there 

also seems to be a “business case” for diversity, for example when it comes to performance 

and employer branding. Performance-wise, heterogeneous groups tend to be more creative, 

innovative and better at problem solving and decision-making (Cox & Blake, 1991). Other 

advantages are enhanced market understanding and marketing ability, greater organizational 

flexibility and better overall performance (Allen et al, 2008). George Halvorson, CEO of 

Kaiser Permanente, states that “my sense is to hire stars, and the constellation is far more 

effective if it’s a diverse constellation” (Groysberg & Connolly, 2013, p. 76). These benefits 

of diversity are in line with the information/decision-making perspective described in the 

previous paragraphs. 

Moreover, diversity has been known to increase overall organizational attractiveness, since it 

appeals to skilled workers from various social groups (Groysberg & Connolly, 2013). Jim 

Rogers, the CEO of Duke Energy, explains how this works on a psychological level: “You 

have to be intentional and make sure you populate your organization with leaders who 

represent diversity. That creates an environment that allows those with diverse backgrounds 

to say, ‘If they can, I can.’” (Groysberg & Connolly, 2013, p. 76). Considering the impending 

talent shortages that will face MNCs worldwide, diversity can thus be a powerful tool when it 

comes to attracting and retaining the best talent available, as well as reducing costs related to 

turnover and even lawsuits (Allen et al, 2008).  

It should be noted that in terms of employer branding advantages, it is how the potential 



	   16	  

recruits perceive the firm’s diversity that counts (Garib, 2013; Allen et al, 2008). In simplified 

terms, successful management of unobservable traits such as education, knowledge and 

experience will lead to performance advantages, and a diverse representation of observable 

traits, such as gender, age and skin color will lead to employer attractiveness advantages. 

Nevertheless, these attributes are of course not mutually exclusive (Garib, 2013). For 

example, a female employee can be more relationship oriented than her male peers, and a 

worker of a different ethnicity may possess knowledge of another culture. In other words, 

observable and unobservable diversity types are not necessarily distinct, but interconnected. 

Still, it is important not to confuse the source of different outcomes, since appearances can be 

deceiving and stereotyping often provokes other negative consequences. 

In simplified terms, observable and unobservable diversity can lead to higher firm 

performance and therefore competitive advantages in different ways. In theory, observable 

diversity will lead to employer branding advantages, since it will make the organization more 

attractive to a larger and more diverse group of talents, and the firm will therefore have a 

larger pool from which to select the top candidates. Unobservable diversity, on the other hand, 

will instead affect team performance in the sense that variety among the sources of input in 

for example team projects will increase creativity, innovation and decision-making. Thus, 

both being able to recruit top talent and achieving team performance advantages lead to 

higher performance. This summary is represented in figure 2. 

Figure 2. Diversity and firm performance  

Source: Own illustration 
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There are also other potential negative impacts related to diversity, for example 

communication difficulties and inter-group conflict (Cox & Blake, 1991). For this reason, in 

order for diversity to serve as a competitive advantage, firms are required to engage in 

systematic and planned change efforts from a management point of view (Gilbert et al, 1999; 

Allen et al, 2008; Martín Alcázar et al, 2012). In order for firms to embed diversity into 

organizations, the subject of diversity management needs to be integrated with theories of 

SHRM and talent management (Martín Alcázar et al, 2012; Stewart & Harte, 2010). For 

instance, homogenous talent practices undoubtedly exclude certain talent pools (Stahl et al, 

2007), and a failure to include diversity management in HR practices can thus clog the 

pipeline of leadership talent.  

2.4.2. Diversity	  management	  
	  
In academia, the vast majority of SHRM models have neglected diversity in the workforce 

(Martín Alcázar et al, 2013). The same goes for research within talent management, despite 

the fact that diversity management and talent management have many common features, such 

as implications for attracting, recruiting, selecting, developing, retaining, promoting and 

exciting employees (Stewart & Harte, 2010). Nevertheless, some advances have been made, 

such as the view that diversity should not only be seen as an end in itself, but also as a tool for 

obtaining competitive advantage (Martín Alcázar et al, 2013). Furthermore, a firm’s 

perspective on diversity must be in line with its strategy, organizational structure and 

environmental uncertainty, and organizational characteristics that moderate the relationship 

between diversity and firm performance must also be taken into account (Ibid). Additionally, 

there are different types of diversity that have different outcomes on group functioning, and 

therefore MNCs must clearly define what diversity means to them (Ibid). In essence, 

successfully managing diversity in the ‘new organizational paradigm’ requires a complete 

reconsideration of SHRM and talent management theories and practices (Martín Alcázar, 

2012; Stewart & Harte, 2010).  

When it comes to the integration of diversity management into the corporate culture, Allen et 

al (2008) argue that creating a diversity goal is far from enough. Instead, MNCs need to invest 

in appropriate programs that provide tangible tools and practices that help diverse workers 

rise through the ranks, and are at the same time highly visible in order to spark motivation 

(Ibid). This is in line with Stockdale and Crosby’s (2004, p. 12) definition of diversity 

management as “a voluntary and planned program designed to make differences between 
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employees a source of creativity, complementarity and greater effectiveness”. Likewise, 

Martín Alcázar et al (2012) conclude that the extent to which the outcomes of diversity are 

positive or negative depends on how SHRM practices are formulated and integrated in a 

diversity-oriented system. When it comes to finding future leaders, a high representation of 

diverse social groups at the top generally promotes diversity at all levels throughout the entire 

organization (Groysberg & Connolly, 2013), which can be seen as a way of securing diversity 

in the talent pool.  

Another outcome of diversity management can simply be to compensate for elements of 

injustice that sometimes exists in talent management. For example, Mäkelä et al (2010) 

suggest that in many cases performance appraisals are not the only determinant of whether a 

candidate is chosen to be included in the talent pool or not. In their research they found that 

cultural and institutional distance between the talent and the decision-maker for the talent pool 

was one factor that influenced the decision (Ibid). Another important factor was if the talent 

and the decision-maker shared common traits, and that the more similar the talent was to the 

decision-maker, the likelihood of being included in the talent pool increased (Ibid). This is of 

course problematic since irrelevant workplace characteristics are taken into account. First, the 

recruiter may be blind to more suitable candidates just because they are different from him- or 

herself, and secondly, the behavior is likely to cement prejudice. Many countries have strict 

laws against discrimination, however, in the cases described by for example Mäkelä et al 

(2010) the laws do not apply since the behavior tends to be subtle and even unconscious. This 

element is not only a problem for discriminated groups, but it is a competitive disadvantage 

for the firm as well in the sense that non-business related aspects play a role.  

One controversial way to try to counter this behavior is through affirmative action. Although 

the intent of such policies or legislation is to provide equal opportunities, the method is 

however far from problematic (Martín Alcázar et al, 2012). Ng and Burke (2005) state that 

there have been negative reactions from all types of workers, not only the white male majority 

but also from the intended beneficiaries such as women and minority groups. Due to the limits 

of affirmative action policies, many companies instead rely on diversity management, that is, 

seeking to benefit from inter-employee differences (Ibid). The effectiveness of diversity 

management can vary greatly. Martín Alcázar et al (2012) conclude that isolated interventions 

are not sufficient when it comes to promoting the appreciation of differences between 

individuals, and that both affirmative action policies and diversity management approaches 
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have failed to achieve both business and ethical goals. Similar to the conclusions of 

Groysberg and Connelly (2013), they argue that a complete organizational cultural change is 

needed to reach diversity and inclusion outcomes.  

2.4.3. Diversity	  management	  tools	  
	  
The discussion boils down to what concrete measures actually pay off. As mentioned 

previously, the suggestions from academics are oftentimes abstract. What is ‘a differentiated 

HR architecture’? How does one go about to integrate diversity management into the overall 

strategy of the firm? Among the many scholars who point out which policies and practices are 

not working very well, there are a few that do present more hands-on recommendations.  

For instance, Allen et al (2008) demonstrate that highly observable practices, such as minority 

mentoring, minority networks, as well as minority internship programs can create a climate 

that is open to diversity. Likewise, Groysberg and Connolly (2013) highlight the importance 

of that the top leaders, such as the CEO, make diversity and inclusion a strategic priority. 

They also suggest some very concrete practices regarding how to create a culture that favors 

diversity: First, they argue that firms should actively measure diversity and hold managers 

accountable for the numbers. This is related to another point, which is that recruitment should 

be done from diverse pools of candidates. Second, they propose that it is important to support 

flexible work arrangements, so that for example parents can combine continuing their career 

while also having time for their children (Ibid). Third, they claim that leadership education 

and mentoring programs should be offered to groups for candidates with disadvantaged 

backgrounds (Ibid). Fourth, diverse quality role models at the top will promote diversity 

throughout the whole organization. Last but not least, Groysberg and Connolly (2013) suggest 

that dedicating a high-ranking position to a chief diversity officer whose job is to make sure 

that the process is institutionalized.   

2.5. Theoretical	  summary	  -‐	  Connecting	  talent	  management	  and	  
diversity	  management	  

Talent management is about managing the flow of talent through the human capital engine 

(Pascal, 2004), something that is facilitated if a coherent HR architecture is in place (Collings 

& Mellahi, 2009). According to Stahl et al (2007), this architecture must include diversity 

management aspects, or else certain talent pools might be overlooked. Before this integration 

can take place, it is natural that MNCs must assess their diversity situation within the 
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organizational borders as well as in the environmental context (Delery & Doty, 1996), and 

then set up diversity goals (Allen et al, 2008).  

 

One way to implement diversity management into talent management is to make sure it 

permeates all HR practices, such as attraction, selection, development and retention (Stewart 

& Harte, 2010). In the recruitment process, for example, Mäkelä et al (2010) found that 

recruiters tend to have an unconscious preference for candidates that have similar cultural and 

institutional backgrounds. Selecting recruiters from diverse social groups can be one way to 

counter this behavior. Also, a diverse group of representatives at for example recruiting events 

at universities as well as in promotions and on the MNC’s webpage will likely lead to the 

attraction of a more diverse pool of candidates (Groysberg & Connolly, 2013). Hence, 

diversity should be in focus already in the attraction process.  

 

In the same line of thinking, employees from disadvantaged backgrounds tend to be neglected 

when it comes to promotions as well (Lau Chin, 2010; Groysberg & Connolly, 2013), which 

implies that diversity also needs to be in focus when it comes to selecting which candidates 

should be included in the talent pool or promoted to a key positions, as well as who should be 

eligible for developmental programs, such as training or mentorships. This view suggest that 

in terms of succession planning, the focus should not merely lie on the performance of the 

candidate suggested for the job, but more so on the desired outcome of the position. In 

addition to the positive performance effects of having a diverse staff on key positions, 

Groysberg and Connolly (2013) suggest that representation is one factor that should not be 

taken too lightly. They claim that the outcome of having a diverse representation among 

leaders will motivate employees at lower levels in the firm to advance, and that it will also 

attract new talents to the firm which will lead to a diverse human capital stock to begin with 

(Ibid). Last but not least, diversity is also known to reduce turnover and thereby retain the best 

talent (Allen et al, 2008). 

 

In summary, attraction, selection, development and retention are all important talent 

management practices that benefit from being infused with a diversity perspective. Since one 

important outcome of diversity among the top talents of the firm is that the firm’s 

attractiveness increases, a diversity approach to talent management can be seen as a positive 

spiral. This cycle is illustrated in figure 3.  
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Figure 3. Connecting talent management and diversity management 
 

 
 
Source: Own illustration 
 

So, there are indeed a number of suggestions based on research regarding how diversity 

management can be combined with talent management practices. Yet, it has already been 

mentioned that academics in the field also sound loud warning notes concerning following 

one strict recipe, since the challenges, goals and internal and external situations facing 

different companies vary. Therefore, carefully examining the practices of rather similar firms 

in one specific sector could provide valuable insights regarding what practices are actually in 

use at the different levels and if the inter-firm variance is high or low.   
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3. Method 

3.1. Research	  approach	  

The purpose of this study is to gain new insights into a hitherto under-researched topic, 

namely to investigate how global consultancy firms manage diversity with respect to talent 

management. As the integration of diversity management and talent management is still 

unfamiliar ground in the literature (Stewart & Harte, 2010) the research approach is of an 

exploratory nature. According to Saunders et al (2009), an exploratory research approach is 

superior when it comes to seeking new insights, clarifying or understanding a phenomenon. 

 

When it comes to answering questions such as how, a qualitative method is suitable since it 

aims to gather in-depth understanding of human behavior such as decision-making (Saunders 

et al, 2009). For our research question in particular, the answers are expected to be in the form 

of describing systems, policies, goals and mindsets, something that would be difficult to find 

using numerical measures. In general, quantitative studies provide more reliable and 

replicable results, but they seldom reach the same depth in the understanding of a 

phenomenon as can be provided by a qualitative approach. With this in mind we decided to 

perform a qualitative research by using a multiple case study approach.  

3.2. Research	  design	  

As stated above the research strategy chosen for this investigation is case studies. The case 

study methodology involves studying a specific phenomenon intensely by focusing on one or 

a few of instances, or cases, allowing for more depth than a more extensive research approach 

would (Swanborn, 2010). In a case study, the data is collected from several sources, such as 

interviews and historic data, and both qualitative and quantitative elements can occur (Ibid).  

There are apparent advantages with using multiple sources of evidence when trying to gain an 

understanding of a previously unexplored topic, since it allows for a broader and more 

accurate picture of what really goes on in the firm. This strategy also provides triangulation 

advantages, that is, minimizing the risk of obtaining biased data or misinterpreting the results 

(Saunders et al, 2009). Due to the exploratory purpose of the investigation, the main method 

for collecting data was semi-structured interviews. These data were then complemented by 

further interviews conducted by email with other key employees at the companies. 

Additionally, secondary data in the form of written statements regarding goals, strategies and 

policies were reviewed with the aim of gaining an as comprehensive as possible overview. 
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The initial intention of the authors of this thesis was to also conduct surveys concerning how 

diverse the case companies actually were, in order to get a perception of what kind of 

diversity situation the firms were facing. Unfortunately, due to the extreme sensitivity of such 

figures, none of the case companies would allow us to take part in such information. This 

problem among other limitations of the method will be discussed later in this section.   

 

The literature is inconsistent when it comes to whether or not best practices regarding talent 

management and diversity management can be used (Becker & Huselid, 2006), and for this 

reason we have chosen to have more than one single case. In this way, similarities and 

differences between MNCs’ practices within the same sector can also be specified and 

analyzed, giving the study additional depth and perhaps also pave the way to further research 

suggestions. Moreover, if there are similar practices found between the different firms, these 

results will have a higher generalizability than if only one case was to be used. 

3.2.1. Selection	  process	  
 

In order to investigate diversity management in relation to talent management, a number of 

criteria were set up in order to find the most adequate cases companies. First of all, the cases 

needed to be multinational firms that hence would be affected by the competition for talent 

partly sparked by the global trends described in the introduction. Secondly, due to the limited 

timeframe of writing a master’s thesis, it was decided that the focus should lie on the Swedish 

subsidiaries of global firms in one single industry. With a more focused sample, it will be 

easier to specify if and how the practices differ on a more detailed level, which might then 

lead to a deeper understanding of how and why certain decisions regarding diversity and 

talent management are made on a more detailed level. As mentioned above, the aim of this 

study is not to find generalizable results, nor is it to find one single best practice, as the 

literature suggests that this might not be possible regarding the topic (Becker & Huselid, 

2006; Collings & Mellahi, 2009). However, one objective of the study is still to pinpoint 

different practices that could be used by other firms or at least serve as inspiration to design 

their own diversity and talent management architecture.  

 

For a number of reasons, the choice of industry fell on the consultancy sector. First, the talent 

shortages will be felt the most by firms whose main asset is knowledge and whose market is 

characterized by high competition. Second, it is feasible that strategically managing the 
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workforce in a way that can meet increased demands for international competence and other 

forms of diversity will be of particular urgency for such companies. Arguably, one of the most 

knowledge-intensive sectors where several large multinational enterprises compete for the 

same customers, as well as the same employees, is the consulting industry. Also, a third 

reason for this choice is that according to Al Ariss et al (2014), it is primarily firms in the 

consultancy sector that have so far been the front-runners regarding the practice of talent 

management.  

 

A second selection criterion when it comes to the case companies was that it was required that 

they were known for being diverse or at least for being aware of diversity issues. According to 

DiversityInc, a publication that makes annual surveys in order to find the most diverse 

companies, the top 10 list of firms ranked according to global diversity in 2014 consisted of 

no less than four consultancies (DiversityInc’s webpage, 2014). This supports the initial belief 

that a closer look at firms in the consultancy industry might render insights into well-

developed diversity management systems. With these rather narrow criteria in mind, 13 

companies operating in the consulting industry in Sweden were contacted, out of which 3 

agreed to be part of the study. All the participating firms are not purely focused on consulting, 

however a large part of their operations regard consulting, and they were deemed to fit with 

the research purpose. According to Saunders et al (2009) a targeted selection process is 

beneficial to use when it comes to case studies, as it allows us to choose case companies that 

are the most relevant for our research.  

3.2.2. Sample	  
	  
Due to competition as well as the sensitivity of issues regarding diversity, the firms 

participating in this study are anonymous. The cases are three large global firms that operate 

in the consulting industry and are active in between 56 to 160 countries. They have between 

190 000 and 400 000 employees worldwide and they all have local headquarters in Sweden. 

All of the participating companies are featured in the top 10 list for global diversity according 

to DiversityInc’s 2014 survey (DiversityInc, 2014).  

3.2.3. The	  interviewees	  
 

As mentioned before a targeted selection process was used in order to choose case companies 

and this was also the case when it came to the respondents in each company. The interviewees 

were selected according to their experience of work with talent management in general, and 
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diversity issues in particular. In two of the firms, we were able to conduct interviews with the 

Diversity Leaders for the Nordic region of the firms. This position is unique, as its specific 

focus lies on managing diversity and it also has an international aspect to it since it implies 

responsibility for multiple countries. Although the position’s focus is on diversity, it requires 

close cooperation with the talent management or human resources departments. The third 

firm, on the other hand, did not have a specific role dedicated to the management of diversity. 

In this firm, diversity management is instead the responsibility of all managers, and Talent 

and Human Resources managers in particular. Therefore, an interview was conducted with a 

Talent and Human Resources manager who had vast knowledge of the subject and was aware 

of how diversity was handled in the organization.  

 

Although the first three interviewees had a great deal of responsibility regarding diversity 

management at their respective company, additional employees at the companies were also 

contacted. As mentioned above, this was done in order to get an even deeper understanding of 

how the diversity work was carried out, not only at the strategic level or at the Human 

Resources and Talent departments, but also how the work was conducted at a different level 

of the firm or from the perspective of another manager. A summary of all the cases and the 

respective interviewees can be found in table 2 below.  

 

In company A, the diversity leader was responsible for all the work regarding diversity on the 

Nordic level, but the firm also had different employee networks that could be linked to the 

diversity topic. Hence, we chose to conduct an additional interview with one employee that 

was one out of two heads of the cultural network. This perspective adds to our understanding 

of diversity management and talent management, as it provides a view of how diversity is 

handled from a different level within the company.    

 

In company B, some employees were, in addition to their principal work, volunteering as 

gender advocates. For the same reasons as with company A, that is, to get a glimpse of 

diversity management on an employee level, a second interview with a senior manager who 

was also active as a gender advocate was conducted.  

 

Company C did not have a specific position solely dedicated to diversity management. Hence, 

in order to increase our understanding of how the issue of diversity was carried out in the 

firm, the first interview with a Swedish Talent and Human Resources manager was 
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complemented by a second interview with another manager with the same title. These two 

managers worked in different offices and had different responsibilities, and the rationale for 

interviewing both was that their knowledge and experiences with diversity management 

would complement each other and together provide a thorough understanding of how 

diversity management in relation to talent management.  

 

A total of six interviews where thus held, with two respondents from each participating 

company as can be seen below.  

 

Table 2: Cases and respondents 

Case company Respondents –  
face-to-face interviews 

Respondents –  
Email or phone interviews 

A A1 – Diversity leader Nordic 
region 

A2 – Head of the cultural 
network 

B B1 – Diversity manager 
Nordic region 

B2 – Senior Manager & 
Gender advocate 

C C1 – HR & Talent manager, 
learning leader 

C2 – HR & Talent manager, 
diversity & equality leader 

Source: Our own illustration 

3.3. Data	  collection	  

3.3.1. The	  interview	  process	  
	  
The first three interviews with our main participants were held at the national headquarters of 

each company in Stockholm, Sweden. The interviews were conducted face-to-face in order to 

decrease risks of misinterpretations and allow for the interviewers to take gestures and body 

language into account, helping to secure the right interpretation of the responses (Saunders et 

al, 2009). Since all topics that touch upon strategy and ethics can be sensitive, all respondents 

were offered anonymity already at the interview request, and in addition, this offer was 

repeated before and after the interview took place. Offering anonymity allows interviewees to 

feel comfortable around sensitive subjects and thus speak more openly, making it less likely 

that information is withheld from the interviewers (Ibid). The interviews were semi-

structured, which means there was room for follow-up questions when necessary. Saunders et 

al (2009) suggest that semi-structured interviews are appropriate when the goal of the study is 

to gain deeper insights into a specific and perhaps previously unexplored topic. The 

interviews were recorded and immediately transcribed in order to ensure that no 

misinterpretations were made.  
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At the end of each face-to-face interview, the participant was asked if there were other people 

at their companies that might be able to offer different or further insight into this topic. With 

these respondents we conducted e-mail or phone interviews with follow-up questions that 

were complementary to our face-to-face interviews. As mentioned before, the main reason for 

the complementary interviews was to get different insights into the topic, but also to provide 

triangulation effects in the sense that the responses from the different employees at the same 

firm could be compared with each other. However the focus lied on our three primary 

interviews as those interviewees were highly knowledgeable within this field.   

3.3.2. The	  interview	  guide	  
	  
The interview questions were divided into themes in accordance with the theory section and 

the framework suggested in figure 3. Examples of these themes are talent management in 

general, global talent management, the meaning of diversity for the firm and diversity 

management. Open-ended questions were used in order to ensure that the respondents could 

speak freely according to their view of the topic and in order to avoid risks associated with 

biased questions. The interview guide is featured in Appendix 1 and 2. The second round of 

interviews that were conducted via email and telephone had different structures. Since the aim 

was to complement the responses gained from the primary interviews, they were based on the 

results from these interviews. In other words, these interviews did not follow one interview 

guide, but were completely different depending on the area of interest that emerged from the 

first interviews. Although a stricter interview guide increases the ability to replicate the study, 

it is also important in explorative research to be able to diverge from the initial outset at times, 

if this can provide further findings (Saunders et al, 2009). The e-mail and telephone interview 

guides are presented in appendices 3 and 4. 

3.3.3. Secondary	  data	  
	  
The secondary data consisted in a review of official reports from the participating companies. 

This was done to check and complement the information obtained by the primary data 

collection in order to get an overview of their view of diversity and talent management. This 

also enabled us to get a more historic view of how the work of diversity had been done in the 

past and how it had changed. There is however an obvious risk of subjectivity bias with this 

kind of information which will be further discussed under the limitation section.  
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3.4. Operationalization	  and	  data	  analysis	  

The study is about the management of diversity and talent, a term that might have many 

different practical meanings. In this thesis, the term management begins with the case 

companies’ overall view of diversity and talent management, and then goes on to include 

more hands-on practices such as official goals, policies, programs, systems and routines. 

Thus, the research question was operationalized through asking both general questions such as 

“How do you work with diversity” and “What are your goals regarding diversity?” to more 

specific ones such as “Do you have minority mentoring programs?” and “Do your leadership 

programs involve diversity training?”. The different themes can be found in the interview 

guide (see appendices 1 and 2) where talent management is first discussed and thereafter 

diversity management. When analyzing the data, the results from the different sources of 

evidence were organized under different themes that were derived from the theoretical 

framework, and then compared and contrasted with each other.  

3.5. Limitations	  of	  the	  research	  design	  

The main limitation of the method is related to access issues. A larger sample would arguably 

have allowed for a more comprehensive view of what similarities and what differences exist 

between different firms operating in the consulting industry. Consultancy firms are in general 

very popular targets of student thesis projects, which was the main reason why several of the 

firms that were approach declined to participate. Also, since a case approach was chosen, it 

might have been desirable to have even more respondents at each firm. Still, the respondents 

who did accept to take part of the study proved to be highly knowledgeable regarding the 

topic of this investigation. Furthermore, as previously stated, the intention was to conduct 

interviews and also to send out surveys with the participants of the talent pools of each 

company in order to get a view of how diverse the talent pools at each company actually 

were. However none of the case companies allowed us to send out this type of survey for 

various reasons. For example, firms tend to be reluctant when it comes to sending out too 

many questionnaires to the employees, and additionally, diversity statistics can be a matter of 

strict confidentiality. Still, through the interviews we were provided with some information 

regarding the diversity situation at the participating firms and which diversity issues were the 

problematic areas in the views of the respondents. 

 

Moreover, the qualitative method brings some inherit limitations in itself. The qualitative 

method, especially in combination with a limited sample affects the external validity of the 
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investigation. In other words, the study will not be as easy to replicate as if a quantitative 

approach was used, as the questions asked during face-to-face interviews with open-ended 

questions will in many cases differ from the interview guide due to the need to ask follow-up 

questions and so on. In order to ensure as much reliability as possible, the interview guides 

are featured in the appendices section (see appendices 1-4).  

 

When interpreting data, not least the qualitative kind, there is always a potential risk of 

researcher bias, which can lower the internal validity of the results. In order to minimize the 

risk of making personal misinterpretations, both authors of this essay were present during all 

the face-to-face interviews. In this way, body language and tone of voice can also serve as 

cues as to what the respondent really means to say, which then also controls for researcher 

bias. Whenever an answer felt unclear to the authors, the respondents were asked to clarify 

what they meant. In addition, all the interviews were recorded and transcribed immediately 

after completion, and the respondents were contacted with follow-up questions via email 

whenever the authors felt unsure of the meaning of an answer. Finally, all respondents were 

given the opportunity to read through the essay prior to publication in order to control that 

they had been cited correctly.  

 

On a related topic, another limitation with the quantitative method that applies to this study is 

the potential subjectivity of the respondents. As has already been mentioned, diversity is a 

highly sensitive topic, and there is a risk that respondents may, consciously or unconsciously, 

try to whitewash their practices because they are used to being encouraged to promote their 

company. Likewise, the secondary data used in the study mainly consists of official 

documents from the case companies and also from their webpages, and one must keep in 

mind that that the purpose of publishing such material is often not only informational but can 

be promotional as well. In a similar vein, respondents may also withhold information 

regarding their best practices due to the risk of giving away something that gives them a 

competitive advantage. This risk, however, is undermined by the fact that all the respondents 

were offered anonymity, which they also accepted. A third well documented risk when the 

subjects of a study are humans is that they will sometimes be inclined to answer in the way 

they suspect the researcher wants them to answer (Saunders et al, 2009). In order to control 

for this, the questions were designed to be as open as possible, for example starting with the 

phrase “Please tell us about…” When there was a need to ask questions that might be 

interpreted as leading, such as “What are the benefits of diversity?” they were complemented 
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with a question that could be seen as leading in the opposite direction, such as “What are the 

downsides of diversity?”. 

 

Finally, our research also presents an ethical issue. This issue consists in the fact that the 

study is based on the assumption that diversity is a means to an end, and not an end in itself. 

Diversity in the sense of giving everyone equal opportunities and fighting against 

discrimination is a moral issue, and treating it as a mere “business case” might undermine the 

important moral case. It should therefore be clarified that the authors do not intend to 

encourage a revenue-focused perspective on diversity, but merely want to shed light on the 

case companies’ views on the matter.  
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4. Empirical results 

4.1.	  Talent	  management	  
	  
When asked about the main competitive advantages of the three studied case companies, all 

three respondents mentioned human capital in terms of talented employees as their most 

important asset (Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014). 

However, in terms of their outlook on talent and the systems and programs they use to 

manage it, there were some differences.  

 

There are two official talent paths at Company A that together include around ten percent of 

the employees (Respondent A1, 2014). The first one is the “jewel career path” which 

consists of people with high potential within their technical area and is meant to help develop 

them into experts, and the second one instead focuses on leadership potential (Ibid). Having 

an exclusive approach to talent by placing the high performers in these two kinds of talent 

pools facilitates succession planning and knowing that one is considered a talent can naturally 

also be a source of motivation for the employees (Ibid). These talent pools are not exactly 

programs in the sense that they do not automatically entail extra developmental activities, and 

it is up to the superior of the talent to inform that he or she has been pinpointed as having this 

potential (Ibid). However, being considered a talent is a proof of high performance, which can 

lead to promotions and for example being selected to accompany certain conferences, and the 

superior will hopefully make sure the talent is pushed and developed in order to reap the 

benefits of the potential.  

 

At Company B, talent management is not used as a specific system to pinpoint promising 

employees; instead, all employees are regarded as talents and are not divided into different 

pools (Respondent B1, 2014). This inclusive approach is based on the fact that there is not 

always a clear hierarchy regarding who is a manager and who is not in the daily operations; 

instead different people can be managers for projects at different times depending on the 

situation (Ibid). The performance and potential of the employees are instead evaluated using 

traditional performance appraisals that are used as bases for promotions and can naturally also 

serve as a source of motivation (Ibid). Respondent B1 (2014) also highlights the view that 

there is perhaps no such thing as pure talent, an idea she accredits to Professor Scott Page 

from the University of Michigan. Company B has adapted his philosophy that talent is 
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something that is created in the meeting with other people, since different people bring out 

different behaviors in each other (Ibid).  

 

Company C’s view of talent and talent management is similar to that of Company B in the 

sense that all employees are viewed as talents (Respondent C1, 2014). Respondent C1 (2014) 

state that a talent management mindset is present in all HR practices such as attracting, 

recruiting, developing and retaining employees. Company C also sees all employees as talents 

and works with all employees in the same way; however, as Respondent C1 (2014) puts it, 

some employees will naturally have a different career path than others depending on their 

own aspirations, areas of interest and performance. In general though, all employees are 

eligible for all education and training opportunities, but “it is more about competence 

development than focusing only on our super-talents” (Ibid). Instead of working with 

outspoken talent pools, the firm works with performance management, a system that like 

talent pools can encourage the employees to excel (Respondent C1, 2014). According to 

Respondent C1 (2014), it is through this tool the HR managers can see who distinguishes 

him- or herself from the other employees and can be eligible for a promotion or a new role. In 

addition, Respondent C1 (2014) describes that by that time, some employees will also have 

fallen away to other companies or chosen a different career path; therefore it is a natural 

development who advances to become partner and who does not.  

4.1.1.	  Global	  talent	  management	  
	  
None of the firms were officially engaged in any specific global talent management practices 

to a larger extent, for example, no outspoken global talent pools existed in any of the 

companies. Nevertheless, all three firms have different kinds of more or less globally 

standardized performance measurement programs, which can then be adapted or 

complemented according to the local needs (Respondent A1, 2014; Respondent B1, 2014; 

Respondent C1, 2014). When it comes to developing global leaders, none of the respondents 

reported that such a program is in practice; instead, leadership development practices are 

carried out at a local level (Ibid). In general, vacancies are posted on the firms’ global web 

portals so that the employees have the opportunity to apply for positions abroad; but 

according to Respondent A1 (2014), this seldom happens. The use of mobility programs for 

shorter international assignment is nevertheless common among the case companies 

(Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014). However, Respondent 

C1 (2014) describes that “it is very rare that someone applies for a position elsewhere, it is 
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more about moving somewhere temporarily”. She continues by saying that despite the fact 

that newly employed often mention early on in their career that they want to work abroad, this 

wish is often reversed after a few years; sometimes it can even be difficult for the company to 

fill a position abroad (Ibid).  

4.2.	  Diversity	  management	  

4.2.1.	  General	  diversity	  goals	  and	  policies	  	  
	  
Already in the 1950s, the chairman of Company A wrote an official policy letter stating that 

their policy is to hire people that have the best qualifications and talent for the job despite of 

their race, skin color or belief (Company A’s diversity plan, 2011). This policy letter is still in 

use as an ever so relevant foundation for the firm’s continuous diversity work (Respondent 

A1, 2014). About 20 years later, the then current CEO made yet another statement, now 

focusing on allowing both women and minorities to climb the corporate ladder (Ibid). 

According to Company A’s webpage (2014), this is done without compromising on the talent 

or the merit, but simply with the purpose of making the competition keener between the 

applicants. The current CEO states that, in Company A today, diversity is thought in the same 

way as innovation – as something essential for the success of the firm (Company A’s 

webpage, 2014).  

 

Company B has always been striving to go beyond the widest point of inclusion and diversity 

in order to welcome and be open to all kinds of people and differences (Company B’s 

webpage, 2014). The CEO states that Company B benefits from diversity in every dimension 

since it is an innovation catalyst, and because the ability to combine diverse perspectives, 

experiences and skills is necessary in order to match the diversity among the clients all over 

the world (Ibid). According to the firm’s Global Inclusion & Diversity Manager, the proactive 

approach taken towards diversity and inclusion questions is not an abstract goal but will be an 

essential part of the road to success (Company B’s webpage, 2014).  

 

At Company C, a similar view exists; the company believes that diversity is a business issue 

because of the fact that many of the clients expect to see diversity both when it comes to 

gender and culture when meeting teams from Company C (Company C’s webpage, 2014). In 

the Diversity & Inclusion Annual Report (2010) co-written by the CEO and the chief diversity 

officer, the ambitious goal of Company C is to be acknowledged as the leading service 
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organization that has incorporated diversity at all levels so that a multitude of perspectives can 

pave the way to a standard of excellence. As in the cases of Company A and B, it is also 

stressed by Company C that this work requires continuous efforts.  

4.2.2.	  Defining	  and	  assessing	  diversity	  
	  
Company A has defined six key areas regarding diversity work that are specific for the Nordic 

region, namely gender, disabilities, ethnical background, age, sexual orientation and gender 

identification and work life integration (Company A’s Diversity Plan, 2011). The focal areas 

differ in different regions in order to reflect the composition of minority groups (Respondent 

A1, 2014). Company A’s official Diversity Brochure (2013) also mentions cognitive aspects 

of diversity such as diversity of thought and ideas. However, Respondent A1 (2014) state that 

when it comes to assessing the diversity of the firm, the main focus is on gender and age for 

the simple reason that these factors can easily be measured.  

 

For Company B, the most important thing when working with diversity is mainly to achieve 

cognitive diversity and not social diversity (Respondent B1, 2014). Yet, as Company B has 

come to realize, cognitive diversity can be very hard to define and measure and therefore the 

focus lies on observable attributes such as gender, age and ethnical background (Ibid). At the 

Swedish level, the definition of diversity includes gender, sexual orientation, cultural 

background and parenthood (Ibid). Similar to Company A, these variables differ from the 

global level, where parenthood is not seen as a diversity aspect and ethnical and cultural 

background are seen as two separate factors instead of one (Ibid). Moreover, Company B 

works with diversity in terms of “social style”; the employees are offered to take a two-day 

course where their personality and behavior is analyzed. Respondent B1 (2014) explains that 

“By doing this you have the possibility of putting together teams that complement each other 

in a good way towards our customers. Not everybody is analytical and not everybody is 

outgoing and you need all kinds of people”.  

 

Respondent C1 (2014) discusses diversity in terms of gender and culture and explains that 

these attributes are easiest to work with from a pragmatic point of view, as they are highly 

visible. Nonetheless, she also stresses that representation is not the most important issue for 

Company C; rather, the objective is to give all employees the same treatment and conditions 

(Respondent C1, 2014). Therefore, Company C’s definition of diversity is based on the 

Swedish anti-discrimination law, which includes six grounds for discrimination namely 
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gender, age, ethnicity and culture, sexual orientation, disabilities and age. Respondent C2 

(2014) mentions that it is problematic to measure ethnicity because of the sensitivity of the 

topic and its association to discrimination, so for this reason the firm only keeps track of how 

the gender diversity looks like at the firm. Nevertheless, diverse backgrounds as well as 

experiences are still valued by the company, and Respondent C1 (2014) describes that the 

majority of the applications the firm receives comes from people who possess some sort of 

international experience, something Company C appreciates. The view of diversity is hence 

broad at Company C: “All the experiences you have contribute to your talent” (Respondent 

C1, 2014). 

 

When it comes to measuring diversity in order to assess the current situation, the firms vary in 

their approach. Company A looks at gender diversity in different geographical regions, 

different functions, in the different performance ranking levels and in the two talent pools 

(Respondent A1, 2014). In this way, Respondent A1 (2014) can identify areas that are more 

problematic than other. For example, she mentions that in total, 28% of the employees are 

female, and that it is especially hard to change the male domination in the technological 

departments. Concerning ethnical background, Respondent A1 (2014) is aware that there are 

anonymous statistical reports of the percentage of workers with a foreign social security 

number that can be bought from Statistics Sweden, however, she has not yet felt the need to 

order such a report because she feels it would be a blunt tool.   

 

When the interview with Respondent B1 took place, Company B was about to do an 

investigation regarding the degree of multi-culturality within the firm (Respondent B1, 2014). 

When it comes to gender diversity, the women represent 36% of the workforce (Respondent 

B1, 2014), but among those who get the highest grade in the performance appraisals the goal 

has been met since the number varies around 48-52% (Respondent B2, 2014). Company B 

has developed a scorecard that extracts all the available diversity related data from the firm’s 

core processes and the result is then sent to the management in a quarterly report (Ibid).  

Respondent B1 (2014) also describes several tools they use at Company B to “bug 

themselves” and “perform full-scale experiments”. For instance, external observers are 

sometimes hired to monitor meetings and look for patterns related to gender structures: “We 

clock ourselves all the time”, Respondent B1 continues, “for example we might find that men 

got to speak 32% longer than women, and it took twice the time to say no to a man than to a 

women when hiring” (Ibid).  
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Company C is currently working on setting up new goals regarding how they want for 

example the gender dispersion to look like in the future; today the ambition is to have at least 

a 40/60 ratio in every function (Respondent C1, 2014). Respondent C1 (2014) points out that 

obtaining a diverse workforce it is a matter of supply as well. She explains that different work 

functions face different problems, for example there are more women than men currently 

applying for accounting jobs, while the situation is the reversed among management 

consultants (Ibid). Respondent C2 (2014), who works as an HR generalist with a special 

responsibility for equality and inclusion issues, states that the gender dispersion at the 

company is even, with the exception for the really senior positions where the men are still in 

majority. She explains that they look at gender at all levels and functions as well as among the 

operative managers, and that the findings are reported to the CEO, the executives and the 

board of directors (Ibid).  

4.2.3.	  Outcomes	  of	  diversity	  
	  
According to respondent A1 (2014), Company A has a lot to gain from high diversity among 

the talents and the workforce in general. Respondent A1 (2014) confirms that diversity is “not 

just something nice to have” since the benefits related to innovation and creativity “ultimately 

results in money”. Even though the business case for diversity is known, she expresses that it 

is hard to “walk the talk”; Company A’s workforce is still dominated by white males which is 

“not representative for the society” (Ibid). Though the change is slow, Respondent A1 (2014) 

experiences that more and more people are realizing the benefits of “fishing in the whole lake” 

and therefore having a higher probability to catch more potential talents. Moreover, she 

acknowledges that there exists a general tendency to recruit people who are similar to oneself, 

so another goal with Company A’s diversity work is simply to avoid such biases (Ibid). In the 

same line of thinking, Respondent A1 (2014) maintains that a company that represents 

diversity will attract a larger pool of applicants.  

 

Respondent B1 (2014) states that it has taken four years of work to realize that setting 

diversity goals is indeed important, but the real challenge lies in converting them into reality 

(Ibid). Furthermore, she implicates that the lack of a diversity focus will lead to narrow-

mindedness, not least when it comes to spotting talents: “You will find yourself in a room 

among people who all think in the same way, for example when it comes to what defines a 

leader” (Ibid). This is in line with the decision not to have specific pools where the top talents 
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are gathered: “it might be bad to collect all high-potentials or high-performers in one group 

because it will not be dynamic as they are so alike” (Respondent B1, 2014). Instead, based on 

the philosophy that talent is something that emerges from the meeting with other people, 

when Company B puts together a team they “try to puzzle all things together, like social style, 

performance rating and demographic factors, in other words, all types of diversity aspects” 

(Ibid). Respondent B1 (2014) also stresses the business case for diversity by explaining that a 

consultancy company’s task is to solve problems for other companies, and therefore “we need 

the brightest minds – and preferably minds that think as differently as possible”. Last but not 

least, the interest in diversity issues is according to Respondent B1 (2014) a generational 

issue, so when it comes to recruiting young people “it is extremely important for our brand 

that we communicate that we work with these things”.  

 

Likewise, Company C views diversity as a means to achieve versatility in teams and thereby 

increase the quality of the services the company delivers (Respondent C1, 2014). Respondent 

C1 (2014) also maintains that is important for a team of consultants to be diverse in order to 

reflect the customer: “It is very important in our line of work that our customers meet people 

who are like anybody else so that they can feel a connectedness, instead of meeting a group of 

robots that look exactly the same”. The recognition factor is also important when it comes to 

attracting new employees: “When we go out to the universities, the students need to be able to 

recognize themselves in us” (Ibid). Respondent C1 (2014) also mentions that diversity entails 

improvements in the working climate as well as in team performance and affirms that “it is 

important from a business point of view”. 

 

None of the respondents mentioned any negative outcomes of having a diverse talent pool or 

workforce. Even when the interviewers asked if there were for example no cultural clashes or 

communication problems, the respondents maintained that diversity has an overall positive 

outcome (Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014). 

4.4.	  Diversity	  management	  and	  talent	  management	  
 

As already mentioned, two of the case companies did not work with talent management as 

something separated from the general HRM, manly due to their views of what constitutes a 

talent (Respondent B1, 2014; Respondent C1, 2014). However, all the firms have systems in 

place that distinguish which employees are the top performers, and also, they all display a 
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focus on talent in several steps in their HR work, such as attraction, recruiting, development 

and retention (Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014). 

According to the respondents, all case companies incorporate diversity aspects in their 

management of talents. “It is about changing attitudes, for example how we recruit and how 

we retain employees; everything when it comes to working with our talent programs”, says 

Respondent A1 (2014).  

4.4.1.	  Attraction,	  selection,	  development	  and	  retention	  
	  
In terms of diversity, attracting and recruiting the right talents go hand in hand. As 

Respondent C1 (2014) states, the only way to ensure a flow of talent throughout the entire 

organization is to start from the bottom. According to all respondents, attracting talents from 

diverse groups is achieved by actively looking at questions such as “how we are represented 

at schools and student events” (Ibid). Respondent A1 (2014) also mentions that different 

groups are attracted to different general practices of the firm, for example, research show that 

companies that work with CSR generally attracts more female applicants, so working with 

CSR can indirectly increase the diversity at the firm. Further, she testifies that working with 

one specific diversity factor can be a way of attracting members of other diverse groups as 

well (Respondent A1, 2014). She exemplifies one event at a university in Europe when 

Company A had LGBT folders on their table and a surprising amount of women took the 

folder. “It turned out, the majority of these women were straight, but they assumed that if 

[Company A] works with LGBT issues, it has probably come a long way regarding gender 

issues as well” (Ibid). Another way of achieving diversity is to have a mixed team of 

recruiters, as well as to make sure the recruiters are educated about common biases and 

structures (Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014). All 

respondents describe that they have special material such as guidelines regarding diversity 

recruitment (Ibid), however, Respondent B1 (2014) suggests that follow-up concerning the 

outcome of such education and guidelines could perhaps be done even better.  

 

When it comes to development of diverse talent, Respondent A1 and B1 (2014) specifically 

promote the need to constantly monitor what types of employees get selected for promotions 

in order to control for biased patterns. “If the total percentage of women in [Company A] is 

28%, then one could assume this figure should be mirrored by the percentage of women in the 

talent pool”, Respondent A1 (2014) explains, “if not, warning bells should be ringing and we 

need to investigate why this is”. One way the firms try to counteract biases that may prohibit 
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women and minorities from advancing is by offering mentoring programs and creating 

different networks for diverse groups. For instance, company C works with external partners 

who provide mentoring programs, mostly aimed at women (Respondent C1, 2014). Company 

B has a network for women as well (Respondent B1, 2014), and Company A reports having a 

number of networks that are open to all employees (Respondent A2, 2014). Among these is a 

cultural network that receives both financial support and other types of encouragement from 

the diversity leader (Ibid). According to Respondent A2 (2014), the objective is to increase 

the knowledge regarding cultural diversity and to reduce fear of what is different and to create 

ties between the members. This is achieved by having meetings and different types of 

activities, such as events with external speakers who discuss topics related to culture (Ibid). 

Another way Company B works with ensuring the development of diverse talents is that 

several employees with an interest for diversity have been appointed to act as “gender 

advocates”, a sort of control mechanism consisting of a group of people whose task it is to 

uphold a diversity focus when it comes to evaluating and appointing employees to new roles 

(Respondent B1, 2014). Respondent B2 (2014) describes his job as a gender advocate as 

focused around the question “are we really looking at competence now?” instead of being 

influenced by stereotypes. Although the main focus is gender equality, he also mentions that 

they are trying “to take it one step further and look at those who are not as good at speaking 

Swedish”(Ibid).  

 

When speaking of practices related to retaining talents, all case companies stress the 

importance of offering the employees flexibility (Respondent A1, 2014; Respondent B1, 

2014; Respondent C1, 2014). This is related to gender diversity, since more women than men 

tend to “disappear” from the workplace as a consequence to having children (Respondent 

A1, 2014). At all three firms, the respondents mention the importance of trying to 

accommodate the lifestyle of a parent by for example providing flexible working hours 

(Respondent A1, 2014; Respondent B1, 2014; Respondent C1, 2014) and putting them in 

projects where the need to travel on the job is limited (Respondent C1, 2014). Another way to 

counter the skewedness between the genders, Company A also offers a salary supplement for 

the parent who earns less – in most cases the woman – in order to encourage a more equal 

division of the parental leave (Respondent A1, 2014). Companies B and C also put emphasis 

on the importance of staying in contact with the people on parental leave and actively plan for 

their return in order to make sure the firm can retain these talents for the future (Respondent 
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B1, 2014; Respondent C1, 2014). This is done by for example organizing activities aimed at 

giving the parents an update on what is going on in the company (Ibid).  

4.4.2.	  Summary	  of	  the	  results	  
	  
In summary, the case companies have both similarities and differences when it comes to the 

view of diversity for managing talents. Although all the firms in the sample are known as 

frontrunners in the diversity area, they all emphasize that the struggle is far from finished 

(Respondent A1, 2014; Respondent B1, 2014; Respondent C2, 2014). “You need to be 

passionate about these issues and work very hard to promote changes and convince people 

that this is good for business without really having a lot of power” states Respondent A1 

(2014). In the words of Respondent B2 (2014), diversity is a question that needs to be vital in 

all the work they do: “We still face a number of challenges, but a lot is happening; we are 

moving forward”. Company B also recognizes that there is a long way ahead when it comes 

to realizing the potentials of diversity: “It is still a sensitive issue”, states Respondent B2 

(2014) and Respondent B1 (2014) claims that “this is not a problem that will solve itself”.  
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5. Analysis 

5.1 The	  view	  of	  diversity	  
	  
The case companies were unanimous in believing that superior human capital resources is a 

source of competitive advantage, and even more so if the firm manages to capitalize on inter-

personal differences among the workers. This is in line the mainstream view of diversity in 

the literature (Martín Alcázar, 2012; Stewart & Harte, 2010). Delery and Doty (1996) 

maintain that it is crucial for MNCs to assess their own internal diversity situation as well as 

the diversity context outside of the organizational boundaries before adequate goals and plans 

of action can be made. In accordance with the literature, all the case companies demonstrate a 

two-dimensional view of diversity. The first dimension focuses on more unobservable traits, 

that is human capital diversity (Martín Alcázar et al, 2012), or “cognitive diversity”, as 

Respondent B1 (2014) specifies it, which is aimed at countering the narrow-mindedness that 

can result from homogeneity. The second dimension consists of observable diversity, in terms 

of for example gender, age, disabilities and ethnicity. The latter view of diversity is clearly 

influenced by the context, since the groups incorporated in the firms’ definitions vary between 

the local and the global level. For example, Company C’s view is directly adapted to the 

institutional context, as the definition is based on the Swedish anti-discrimination law. 

 

Moreover, even though all case firms include various social groups in their diversity concepts, 

it is the authors’ interpretation that the main focus tends to be on the female/male ratio. The 

focus on women in particular may of course depend on the fact that they represent a larger 

group than the minorities, but other rationales can also be found in the institutional context. 

For instance, the Swedish law requires larger companies to report the distribution of men and 

women among board members and executives annually and to have a plan for achieving 

gender equality. Moreover, the political climate may also influence how firms choose to focus 

their diversity work, and gender issues such as affirmative action are debated frequently. 

Another reason for the focus on gender according to the case companies is simply that it is 

easy to measure, while measuring for example ethnicity is harder due to the fact that keeping 

records of people’s ethnicity is illegal, and even if anonymous records are made the subject is 

still highly sensitive. So, even if the spectrum of diversity is large, considering the limited 

measurability and the sensitivity associated with some diversity aspects, some areas are easier 

for the firm to address in a more concrete way than others.   
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5.2 Outcomes	  of	  diversity	  
	  
In accordance with previous theoretical findings (Cox & Blake, 1991; Allen et al, 2008; 

Groysberg & Connolly, 2013), the business case for diversity was strongly emphasized by 

respondents from all three case companies. Independently of one other, respondents for each 

case company mentioned positive outcomes in terms of creativity and innovation, dynamics 

and versatility as well as employer branding advantages. Respondent C1 (2014) also 

highlighted the fact that the influence of diversity on branding does not only concern potential 

future employees, but it is also important when it comes to appealing to a wider range of 

clients. Respondent A1’s (2014) allegory regarding “fishing in the whole lake” for new 

talents can naturally be applied to the search for new clients as well.  

 

Another important finding when it comes to branding outcomes is the evidence from 

Company A that working with one specific aspect of diversity, such as sexual orientation and 

gender identification, can appeal to other diverse groups as well; in this case it appealed to 

women. As mentioned in the paragraph above, equal gender distribution is at the top of the 

firms’ diversity agendas. For example, Company C has an outspoken goal that the ratio 

between women and men should be at least 40/60. However, in terms of how to reach such a 

goal, the question arises whether or not the same effects could be attained by focusing on 

other diversity aspects as well, and if there is an ultimate mix of different kinds of diversity 

initiatives that appeal to for example women. As suggested in figure 1 in the theory section, 

the results confirmed that observable diversity is mainly important for organizational 

attractiveness while unobservable diversity was linked to team performance. Respondent B1 

(2014) asserted that cognitive diversity is the goal, but she also confirmed Garib’s (2013) 

claim that unobservable and observable diversity go hand in hand, and therefore Company B 

tries to take both observable and unobservable traits into account when composing teams.  

5.3 Achieving	  the	  diversity	  goals	  
	  

When it comes to how the case firms go about trying to achieve the diversity goals described 

above, both similarities and differences were found. In the words of Allen et al (2008), setting 

ambitious diversity goals is inutile unless the goals are followed up with action. The first step 

is analyzing the current situation (Delery & Doty, 1996), and one finding of the study is that 

the degree of detail with which this is done in the case companies seems to vary. All case 

companies measure the gender dispersion at a number of different levels of the firm, but 
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Company B stands out as significantly more ambitious when it comes to getting to the bottom 

of gender inequality. The results of their experiments and “bugging” of themselves indeed 

shed light on patterns in behaviors and attitudes, and the authors thereby conclude that such 

learning experiences might be something other firms can learn from as well.  

 

Another difference between the subjects of this study is that two out of three of the firms in 

our sample had an appointed leader working full-time with diversity and inclusion in the 

Nordic region. One of Groysberg and Connolly’s (2013) practical advice to MNCs is to 

dedicate a position solely to work with the implementation of the diversity goals. From the 

interviews, it is the authors’ impression that despite working full-time only with diversity 

issues, both Respondent A1 and Respondent B1 seemed to have their hands full. Therefore, 

we are inclined to believe Groysberg and Connolly’s (2013) advice may be sound, and thus 

suggest other firms who currently do not have an appointed diversity leader at the regional 

level to perhaps consider following it.  

 

All in all, there is always a resistance towards change; as Respondent A1 (2014) testified, 

trying to promote diversity in the workplace requires a personal conviction and a passion for 

the subject, despite the substantial evidence for its positive effects on financial performance. 

So, one way to convince people of the importance of achieving diversity goals is to start at 

home and gather evidence that pinpoint the problematic areas. A second recommendation is to 

have a designated diversity leader and giving him or her power and resources to make change 

happen. 

5.4	  Incorporating	  a	  diversity	  approach	  into	  talent	  management	  
 

The talent management strategies differed between the case companies in the sense that 

Company A had a more exclusive approach to talent and actively put a tick in a box for 

employees that were considered talents in the performance appraisal system, creating specific 

pools of high-performers and high-potentials. The other two companies had a different view 

of talent, but one must not forget that the deciding factor here can be related to the industry. 

Company A has a large consultancy part with 190 000 employees, but it is not the core 

business of the company, which might be one explaining factor as to why the view of talent is 

different. The differing perspectives may also have to do with the structure of the companies 

in terms of hierarchies; as Respondent B1 (2014) pointed out, Company B’s core business is 
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carried out through projects, and different employees are appointed as project leaders in 

different situations. Likewise, Respondent C1 (2014) stressed that the focus was on 

competence development and performance management instead of separating a number of top 

performers from the other employees. It is therefore the authors’ conclusion regarding the 

view of talent that the current lack of theoretical frameworks for describing talent 

management (Lewis & Heckman, 2006; Nijs et al, 2014) can be explained by the fact that 

firms use talents in different ways.  

 

Collings and Mellahi (2009) state that when adapting an inclusive approach, talent 

management is difficult to distinguish from regular HR practices, which is indeed true for 

Company B and C as they view all their employees as talents. However, this might not have 

to be a problem, perhaps talent management is only necessary to separate from regular HR in 

some firms, depending on the organizational context. Firms who operate in the consultancy 

industry may be a special case, since it can be argued that their main product is based on 

talent. Perhaps constructing a unified conceptual framework for talent management that is 

applicable to all types of firms is an impossible and even an unnecessary mission.  

 

When it comes to global talent management, the results of this study showed a discrepancy 

between firm practices and the recommendations from academia regarding the importance of 

global talent management. One theoretical assumption stated in the introduction was that as 

businesses, markets and workforces are becoming more global it would be beneficial for 

MNCs to manage talent from a global perspective (Collings, 2014; McDonnell et al, 2010; 

Tarique & Schuler, 2010). Collings (2014) specifically points out that a flow of talented 

global workers is essential for MNCs, but according to the results of our study, very little 

focus seems to be put on creating such a flow in the case companies, at least little that can be 

noticed from the country- or regional level. There were no big differences between the 

participating firms either, despite the fact that the focus of their operations differed. For 

example, one might believe that for a firm whose principle activity is accounting, local 

adaptation would be more important since knowledge of country-specific laws is a must, 

whereas firms focusing more on management consulting might need a more international 

mindset. Yet there seemed to exist a lack of global talent management practices, such as 

offering global leadership programs, in all the case firms. The lack of systems to facilitate the 

flow of talents between different countries and for example from the local headquarters to the 

global headquarters was surprising, as it was pointed out in the theory that international 
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competence should be very valuable in multinational firms. In this sense, global talent 

management could be one way to increase the diversity of the entire global organization.  

5.4.1.	  Attraction,	  selection,	  development	  and	  retention	  
	  
To a great extent, the case companies had similar outlooks on how to incorporate a diversity 

approach into talent management and HR practices. The mutual approach to diversity for 

talent management is represented in figure 4 in the end of this section. In many cases, their 

practices were in line with recommendations from theory, although there are still a number of 

additional suggestions that can be made. One common denominator between the case firms is 

that between the different functions attraction, selection, development and retention, the 

authors’ impression is that the largest efforts are concentrated on the attraction and selection 

processes. This decision is based on the assumption that having a large diverse human capital 

stock to begin with will automatically lead to diversity in the talent pipeline and hence in the 

higher levels of management as well. However, as Lau Chin (2010) and Groysberg and 

Connolly (2013) point out, it is not always incorporating women minorities into the workforce 

that is a problem; rather, the problem consists in the difficulties for such groups to advance to 

key positions. All case companies assert that a diverse representation at recruiting events is 

vital to appeal to all talents. Still, as suggested by Groysberg and Connolly (2013), a diverse 

representation among the leaders may have similar effects for employees from diverse groups 

who might be inspired to advance.  

 

As was illustrated in figure 3 in the theory section, the outcome of attracting diverse 

employees can be seen as a cycle since attracting and then recruiting diverse talents makes the 

firm as a whole more diverse, which results in becoming even more attractive to these groups. 

According to this cyclic view, it is not obvious where in the circle the companies should 

concentrate their efforts. Respondent C1 (2014) stressed the importance of starting from the 

bottom – but why not start at the top? As previously mentioned, gender-focused affirmative 

action is on the agendas of several political parties in Sweden, and the subject of scrutiny is 

generally the board of directors and executives for stock listed companies. As the pressure of 

having at least a 40% representation of each gender increases, it might be strategic to start to 

look for candidates that can even out any skewedness among the top positions as soon as 

possible. In the scenario that affirmative action becomes incorporated in the Swedish law (as 

is already the case in Norway) it would be advantageous to already be prepared. A second 

argument for starting at the top has already been mentioned in the paragraph above, namely 
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that having a diverse group of leaders can serve as a shortcut to obtaining diversity in the 

leadership pipeline, as a larger pool of the firms’ talents will be inspired to advance.  

 

Although attracting and recruiting seem to be the main focus of the case firms when it comes 

to promoting diversity, the development and the retention of talents can also be discussed 

from a diversity perspective. In the talent management literature, developmental activities are 

frequently exemplified by training and education (Conger & Fulmer, 2003; Stahl et al, 2007). 

According to the results of this study, however, such activities were not used by the case 

companies as a means to promote diversity, nor were they specifically directed at a selected 

group of talents. As mentioned before, the main focus in terms of diversity management 

among the participating companies seems to be aimed at attracting new employees, and not so 

much at keeping a diversity focus when developing them. Still, all the case companies 

mentioned that they had some forms of networks, which can be seen as a sort of 

developmental activity in the sense that the members, who might belong to a specific social 

group, can share their experiences and develop by learning from each other. In a similar vein, 

Respondent C1 (2014) mentioned that Company C offers some mentoring programs and that 

these are mostly, although not exclusively, for female candidates.  

 

If interpreted broadly, the term development can include paving the way for advancing in 

one’s career. One way all the case companies worked with incorporating a diversity aspect in 

this sense is to try to provide flexibility and support for employees in different life situations, 

in particular parenthood. The efforts made in this area are not directly aimed at women, but 

they are based on the observation that women’s careers tend to be disrupted more than men’s 

when children come into the picture and that it is in the interest of the firm to encourage both 

mothers and fathers to continue to evolve and pursue their career goals. In this way, leaders 

can be selected from a more diverse pool of highly developed talents, and once again this may 

result in organizational attractiveness benefits due to a diverse representation at the top. 

Adapting to the employees’ life situations and staying in contact with them during for 

example parental leaves is also a matter of retention, since it helps them stay in contact with 

the workplace and plan for their role when they come back. Encouraging them to work from 

home as well as providing them with updates of what goes on in the firm maintains their 

connection to the job; without this contact the risk of the employee moving on to a different 

company is naturally higher.  
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Furthermore, the fact that all the firms carefully measure diversity, at least in terms of gender 

dispersion, at all levels of the firm may not be a developmental activity per se, but it is a 

mechanism to keeps track of which individuals and social groups are advancing in their 

careers. This way, the companies can be attentive to when there are large differences between 

different social groups and look closer at the selection process to make sure that the choice is 

based on competence and not bias.  

 

In summary, when investigating how global consultancy firms incorporate the diversity 

concept in relation to their talent management practices, there are a number of steps that can 

be taken. The most frequent ones are summarized in figure 4 below, which is an adaptation of 

figure 3 in the theory section, which focused on the HR functions attraction, selecting, 

development and retention. This updated version illustrates the concrete practices the case 

companies employ in terms of promoting diversity among their talents.  

 

Figure 4. Ways to incorporate a diversity approach into talent management 

	  
Source:	  Own	  illustration	  

 

First, when the objective is to attract new talents to the firm, it is important to appeal to all 

sorts of people from different backgrounds and with different experiences, instead of only 

fishing in half the lake. One method of increasing the attractiveness in the eyes of a diverse 

crowd is composing the recruiting team out of people who as a group represent a high degree 

of observable diversity. A second method is to clearly display commitments to diversity 
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issues and in this way obtain goodwill from various social groups and in the long run, obtain a 

larger group of applicants from which to select the best talents. In terms of developing diverse 

individuals and making sure everyone gets the same chance to advance, it is important to 

assess the diversity situation at all levels of the firm, from the newly recruited to those 

achieving the top rankings in the performance appraisals and all the way to the board and the 

executives. Making sure all employees have the same chance to climb the corporate ladder 

also involves supporting flexible working conditions and encouraging parents to divide the 

parental leave equally. Making sure that parents are kept in contact with the firm during the 

leave is also a matter of retention. Finally, some general effects of managing to promote 

diversity throughout the firm is that an inclusive culture contributes to retention effects, and 

diversity in teams generates benefits in terms of creativity, innovativeness, versatility and 

organizational attractiveness in relation to both applicants and clients.   
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6. Conclusion 
	  
Globalization and demographic changes are posing new challenges for firms that compete for 

superior human capital resources, and this ‘war for talent’ is especially fierce among 

multinational firms whose main asset is knowledge, like the consultancy industry. As the 

demand for future leaders increases, it is intuitive that it becomes essential for firms to ensure 

an efficient flow of talent through the whole organization and also to search for new talents 

among various pools of potential applicants. Women and minorities are social groups that 

have historically often been excluded from such pools, and even today many firms face 

challenges when it comes to reflecting a diverse society. Since biases may hinder companies 

to reap the benefits from the versatility that results from a diverse workforce, there is a clear 

business case for adopting a diversity approach to the management of talent.  

 

This investigation has confirmed that diversity is viewed as essential for the competitiveness 

of multinational consultancy firms, since diversity management serves both as a magnet that 

attracts new talents with all kinds of diverse background and as a promoter of different ways 

of thinking, ultimately culminating in higher financial performance. One finding of the study 

is that the companies struggle with defining diversity, since there are both observable and 

unobservable aspects of the concept, and where the firm chooses to put its focus can lead to a 

difference in outcomes. There are also problems associated with measuring diversity; some 

due to the intangibility of attributes such as values, beliefs and cognitive processes, and others 

due to the sensitivity associated with keeping record of for example people’s ethnical 

background or sexual orientation. The results showed that among the different social groups 

that pertain to the studied companies’ definitions of diversity, the gender aspect was given the 

most attention. This can be explained by the fact that women represent a large social group, 

and the local political and institutional environment is also likely to influence the choice of 

focus.  

 

Discrepancies among the firms in the sample as well as between the results and the theory 

were found in terms of the view and management of talents. Although two of the three case 

companies did not separate talent management from regular HR management, all the firms 

still had ways to identify their top performers. The differences in the view of what talent is 

and the function of talents within the firm might explain the lack of a unified definition of 

talent management in the literature. Another important finding was that global talent 



	   50	  

management does not seem to be as prioritized in the firms as many scholars suggest it ought 

to be. One potential explanation is that the daily operations of the studied firms are more 

focused on the local market than on international operations, despite being large MNCs, and 

that international competence is therefore not a top priority.  

 

When it comes to achieving the diversity goals, the results showed that all firms were engaged 

in scrutinizing the diversity situation, in general as well as at different managerial and 

functional levels. The commitment to this scrutiny varied; one firm distinguished itself by 

clocking meetings and conducting full-scale experiments in order to map out patterns that 

might hinder the flow of diverse talents. The respondents testified that despite the association 

with competitive advantages, there is still some skepticism towards the importance of 

diversity management. Drawing on these results, one recommendation to practitioners is to 

carefully analyze the diversity situation at the firm in order to pinpoint any biases or other 

obstacles for the flow of diverse talent. Additionally, the resistance towards embracing 

diversity as an essential part of the management of human capital resources prompts the need 

to make diversity a strategic priority, and one way to do this is to appoint a designated 

diversity leader who is given the support and resources needed to bring about change.  

 

Regarding how these global consultancy firms incorporate the diversity concept into their 

talent management, the firms have several practices in common when it comes to attracting 

and selecting diverse candidates as well as making sure such talents are developed and 

retained within the organization. One finding of this study was that much effort was put on the 

attraction function, for instance by making sure there was a high degree of observable 

diversity among recruiters. When it comes to development, there was no direct special 

treatment for minority groups, however the diversity among the candidates who were 

advancing in their careers was monitored in order to control for biases. Networks and 

mentoring programs were mentioned, but not emphasized specifically as ways to help women 

and minorities develop. Finally, all the firms highlighted flexibility and the ability to adapt to 

the employees’ life situations in order to make sure everyone had the same opportunity to 

have a career while at the same time being encouraged to stay at the company. Creating a 

pipeline for talent to flow all the way to the top of the company is also creates spiral effects as 

this will have a positive effect on the brand as well as inspire talents with disadvantaged 

backgrounds in the firm to excel. Many practical recommendations can be drawn from these 

results, however the authors of this thesis also encourage managers to look at what these firms 
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did not focus as much on and ask themselves if more could be done in these areas. For 

instance, as previous theoretical findings suggests that prioritizing diversity at the top of the 

firm might speed up the journey towards an overall diverse workforce.  

 

In addition to these conclusions and the resulting recommendations to practitioners, this thesis 

still leaves a number of questions unanswered. Future research may therefore investigate 

topics such as when and why or why not global talent management practices are prioritized, 

and if the importance assigned to the issue is different in different types of firms or sectors. 

Another interesting area of investigation is the attitudes towards ethnic diversity in the 

workplace, in order to establish how the topic can best be handled considering the sensitivity 

that surrounds it. The impact of having a designated diversity leader could also be interesting 

to study by comparing firms that do to those that do not. Moreover, the attitudes and 

conceptualizations of what talent is and how it is best managed would also be interesting to 

study in a larger sample and perhaps over dispersed industries.  

 

On a final note, there are some important limitations that must be discussed in relation to the 

results. Most importantly, the authors would like to point out that the small size of the sample 

and the fact that the participating firms were not all ‘pure’ consultancies has a negative effect 

on validity of the results. Another limitation of the results is that the authors suspect that the 

respondents sometimes spent more time discussing a certain issues that was of interest to 

them, but might not always reflect the company’s view of which issues were the most 

important. This could have been avoided if some of the interview questions were phrased 

differently or if a stricter interview guide was followed. Last but not least, when it comes to 

investigating diversity and talent management issues on a strategic level, it is not unthinkable 

that the results had been different if access to diversity officers at the companies’ global 

headquarters had been granted.   
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Appendix 1: Intervjuguide 
 
 
Företaget: 

• Berätta kort om företaget och din tjänst (hur många anställda, vad gör ni etc, på vilket 
sätt är ni ett internationellt företag)? 

• Vad ser ni som företagets största konkurrensfördelar? Vilka resurser är viktigast för att 
vara konkurrenskraftig i er bransch? 

 
 
TM: 

• Tillsätter ni oftast era (chefs-)tjänster internt eller externt? 
• Känner du till begreppet Talent Management?  

Definition från oss: aktiviteter och processer som bidrar till organisationens långsiktiga 
konkurrensfördelar. Utveckling av en talangpool bestående av individer som visar på hög potential och 
höga prestationer för att fylla viktiga roller i framtiden. Utveckling av en HR-arkitektur som underlättar 
bemanningen av dessa roller och säkerställer individernas fortsatta engagemang gentemot 
organisationen.  

• Arbetar ni med TM i företaget? På vilket sätt gör ni detta? Hur definierar ni TM i ert 
företag? (Är det skilt från HR?) 

• ALT: Vad gör ni för att få fram och utveckla ledare för framtiden? Finns specifika 
system? 

• Varför är TM viktigt? Vad är syftet?/ Vilka är syftena? Vilket syfte är viktigast? 
Varför? 

• Är er TM en strategi som är kopplad till företagets övergripande strategi? 
• Är arbetet med TM transparent inom företaget? Dvs vet alla medarbetare om hur ni 

arbetar med detta? 
• Arbetar ni med TM globalt eller endast på nationell nivå? Finns det olika strategier i 

olika länder eller finns en generell? 
• Har ni rutiner för successionsplanering? Hur går det till? 
• Har ni utvecklingsprogram för dem som anses vara talanger? 
• Har ni globala utvecklingsprogram? Försöker ni specifikt utveckla globala talanger? 

 
 
Talent pools: 

• Har ni en talangpool i företaget? (Eller inte/eller flera?) 
• Hur många är med i talangpoolen? 
• Vad är syftet med er(a) talangpool(er)? 
• En global eller flera lokala? Är talangpoolerna segmenterade? (Dvs att talangerna är 

tänkta till olika områden i framtiden, t ex chef/expert) 
• Hur bestämmer ni vilka som är med i talangpoolen? (Kriterier) 
• Vem är det som bestämmer vilka som är med i talangpoolen? 
• Är talang pools-strategin transparent inom företaget? 

 
 
Diversity: 

• Jobbar ni aktivt med mångfald inom företaget? Hur ser det ut så fall? Har det 
förändrats över tid? 

• Vad är syftet med att jobba med mångfald?/Vilka är syftena? Vilket syfte är viktigast? 
Varför? 

• Hur definierar ni mångfald? Vilka sorts attribut ser ni som mångfald? (Demografiska 
faktorer, värderingar, tankesätt, kunskaper, erfarenheter…) 
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• Har ni ett uttalat mål för att uppnå mångfald i organisationen? Varför? Varför inte? 
• Hur ser det ut med mångfald inom era talangpooler? Har detta förändrats över tid? 

(Varför/varför inte) 
• Har ni ett uttalat mål för att uppnå mångfald i talangpoolen (dvs hos framtida chefer)? 

Varför? Varför inte? 
• Märker ni av “trender” kring mångfald? (T ex blir det viktigare och viktigare på grund 

av globalisering, är det mest etiskt eller på grund av att man vinner på det?) 
• Vad är fördelarna med att jobba med mångfald för ert företag? (om det finns) (T ex 

hjälper det er i er internationella verksamhet?) 
• Vad är resultatet/nyttan? 
• Finns det nackdelar med att jobba med mångfald? 
• Jobbar ni specifikt med mångfald inom just talangpoolerna/för framtida ledare? 

 
 
Konkret om företaget: 

• Hur många arbetar på företaget? 
• Hur ser mångfalden ut inom företaget? Varför ser det ut som det gör? 
• Hur ser mångfalden ut inom företagets ledning? 
• Hur ser mångfalden ut inom talangpoolen? Varför ser det ut som det gör? 

 
 
 

• Finns det några dokument vi kan ta del om? T ex rapporter om mångfald, nedskrivna 
mål etc.  

• Kan Du förmedla kontakter till medlemmarna i Er talent pool så vi kan skicka ut en 
kort enkät (om det inte redan finns dokumenterat hur mångfalden ser ut bland 
medlemmarna i talangpoolen) 

• Är det någon annan inom företaget Du tror skulle vara intressant för oss att ställa 
frågor till för att exempelvis komplettera dina svar? Exempelvis någon som 
bestämmer vilka som är del i talangpoolen? 
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Appendix 2: Interview guide 
 
 
The Company: 

• What is your position at the company? Tell us briefly about the company (how many 
employees are there, what is it that you do, in what ways are you an international 
company)? 

• What do you see as the company’s biggest competitive advantages? What resources 
are important for you to stay competitive in your industry? 
 

TM: 
• Do you usually fill your (managing-) positions internally or externally?  
• Are you familiar with the concept of Talent Management? 

Our definition: activities and processes that contribute to the organizations longterm competitive 
advantages. The development of a talent pool composed of individuals that show high potential and 
high performance that will be able to fill future key positions. The development of an HR-structure that 
will make the filling of these positions easier and that will ensure the individuals continuous 
commitment towards the organization. 

• Do you work with TM in the company? In what way do you do this? How do you 
define TM in your company? (Is it separate from HR?) 

• Alternative: What do you do to bring forward and develop leaders for the future? Are 
there any specific systems for this? 

• Why is TM important? What is the purpose?/ Which are the purposes? Which purpose 
is the most important? Why?  

• Is your TM a strategy that is connected to the company’s overall strategy? 
• Is the work with TM transparent within the company? That is, do all employees know 

how you work with this? 
• Do you work with TM globally or only on a national level? Are there different 

strategies for different countries or are there one general?  
• Do you have routines for succession planning? How does that work? 
• Do you have development programs for those that are considered talents? 
• Do you have global development programs? Do you specifically work to develop 

global talents? 
 

Talent pools: 
• Do you have a talent pool in the company? (If not/or several?) 
• How many employees are in the talent pool? 
• What is the purpose(s) of your talent pool(s)? 
• Do you have a global or several locals? Are the talent pools segmented? (That is, are 

the talents meant to work for different areas in the future, for example manager/expert) 
• How do you decide who should be a part of the talent pool? (Criterias) 
• Who decides who should be a part of the talent pool? 
• Is the talent pool strategy transparent within the company? 

 
Diversity: 

• Do you work actively with diversity within the company? How does that work? Did it 
change over time? 

• What is the purpose of working with diversity? /What are the purposes? Which 
purpose is most important? Why? 

• How do you define diversity? What sorts of attributes do you consider to be diversity? 
(Demographical factors, values, mindsets, knowledge, experience…) 
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• Do you have a spoken goal to obtain diversity in the organization? Why? Why not? 
• How diverse are the talent pools? Did this change over time? (Why/Why not) 
• Do you have a spoken goal towards reaching diversity within the talent pool (that is, 

with your future leaders)? Why? Why not? 
• Can you tell if there are any “trends” regarding diversity? (For example is it getting 

more important due to globalization, is it mainly because of ethical issue or because 
there is something to gain for the company?) 

• What are the advantages of working with diversity for your company? (if there are 
any) (For example is it helpful for your international business?) 

• What are the results/the benefits? 
• Are there any disadvantages with working with diversity? 
• Do you work with diversity especially within the talent pools/future leaders? 

 
 
About the company: 

• How many works at the company? 
• How does the diversity look like at the company? Why is it that way? 
• How does the diversity look like within the board of the company? 
• How does the diversity look like within the talent pool? Why is it this way? 

 
 

• Are there any documents that we could have a look at? For example diversity reports, 
written goals etc. 

• Can you connect us to the members of the talent pool so that we can send a short 
survey (if it is not already documented how the diversity look like in your talent pool)?  

• Is there anyone else within the company that you believe would be beneficial for us to 
ask questions to, to complement your answers? For example someone that decides 
who should be a part of the talent pool? 
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Appendix 3: E-mail- och telefonintervjufrågor  
	  
E-mailfrågor till Företag A. Respondent A2. 
1.  När, hur och av vem/vilka grundades det kulturella nätverket?  
2. Generellt sett, vilka är med i det kulturella nätverket?  
3. Vad är syftet/syftena med det kulturella nätverket?  
4. Vad för typ av aktiviteter sker inom det kulturella nätverket?  
5. Vilka är effekterna av att det kulturella nätverket finns? (För de individuella 
medlemmarna/för företaget)  
6. Uppmuntras/stöds det kulturella nätverket på något vis från ledningshåll (Om ja, hur?) eller 
är det självgående?  
 
Telefonintervjufrågor till Företag B. Respondent B2.  

Frågor om mångfald och rollen som Gender Advocate 

1. Berätta kort om dig själv och din roll på Företag B. 
2. Vad är din roll som Gender Advocate? Vad innebär det? 
3. Vad ger arbetet med Gender Advocates för resultat? 
4. Hur ser mångfalden ut på företaget/i branschen överlag? Finns det några 

problemområden? 
5. Hur är arbetet som Gender Advocate kopplat till resterande verksamhet? Får man stöd 

från sin chef/ledningen eller dylikt?  
6. Vi har förstått att Företag B har väl utarbetade mål vad gäller mångfald. Enligt Din 

uppfattning, hur översätts dessa mål till praktiska åtgärder? 

E-mailfrågor till Företag C. Respondent C2.  
 
Frågor om mångfald 

1. Berätta kort om din roll på företaget och hur du arbetar/arbetat med mångfaldsfrågor. 
2. Har du en uppfattning om hur det ser ut med mångfald på Företag C i stora drag? 

(Finns det några problemområden, t ex könsfördelning eller representation av 
minoriteter?) 

3. Sker uppföljning/mätning av hur det ser ut med mångfald på företaget? Om ja, vad 
tittar man på då? 

4. Hur är mångfaldsarbetet strukturerat inom organisationen? (Vem/Vilka jobbar med 
det? Vem rapporteras det till?) 

5. Respondent C1 har nämnt att det finns ett fokus på mångfald vid nyrekrytering. Finns 
det något mångfaldstänk när det gäller resten av karriärvägen också?  

6. Respondent C1 har nämnt att mångfald ska ingå i alla Företag C’s processer: ”Det ska 
genomsyra allt vi gör”. Lyckas detta i praktiken? Hur går det till rent konkret?  
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Appendix 4: E-mail and telephone interview questions 
 
E-mail questions for Company A. Respondent A2. 
1.  When, how and who founded the cultural network? 
2. Who is in general a part of the cultural network? 
3. What is the purpose/purposes of having a cultural network?  
4. What kind of activities takes place in the cultural network? 
5. What are the effects of having a cultural network? (For the group members/for the 
company) 
6. Is the cultural network encouraged/supported by the board in any way (If yes, how?) or is it 
self-sufficient? 
Phone interview questions for Company B. Respondent B2.  

7. Please tell us about yourself and your role at Company B. 
8. What is your role as a Gender Advocate? What does it mean? 
9. What kind of results does the work as a Gender Advocate give? 
10. How does the diversity at the company/ in the industry look like? Are there any 

problem areas? 
11. How is the work as a Gender Advocate connected to the rest of the business? Is there 

any support from your executive/the board? 
12. We have understood that Company B has well developed goals regarding diversity. 

According to your understanding, how are these goals implemented to concrete 
actions? 

E-mail questions for Company C. Respondent C2.  
7. Please tell us about your role at the company and how you work with diversity?  
8. Do you have an idea about how the diversity at Company C looks like in general? 

(Are there any problem areas, for example the gender balance or the representation of 
minorities?) 

9. Are there any measurements on how the diversity at the company looks like? If yes, 
what are you measuring? 

10. How is the diversity work structured within the organization? (Who/Whom are 
working with it? To whom do you report to?) 

11. Respondent C1 mentioned that there is a focus on diversity when recruiting. Is there a 
diversity aspect throughout the career as well? 

12. Respondent C1 has mentioned that diversity should be a part of all of Company C’s 
processes: ”It should permeate everything we do”. Is this achieved? How does it 
work?  

 

 

 


