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Abstract

Purpose – This paper empirically explores the types and extent of cultural diversity strategies in Sweden, a
developed economy with many migrant workers. The role of organizational culture as the context and the
association with diversity strategy and the selection of international skilled migrant workers are examined.
Design/methodology/approach – Empirical data are collected by surveying 249 Swedish large or medium-
sized firms. Cluster analysis is used to explore the configuration of organizational culture, cultural diversity
strategy (CDS) and selection and development criteria.
Findings – The authors identify five clusters of organizations. Organizational culture is the main contextual
factor that influences the CDS and human resource (HR) approaches for selecting skilled migrant workers. The
profile of the clusters including organizational culture, diversity strategies, the selection criteria and firm
demographics is presented. The empirical results indicate that organizational culture and demographics are
associated with the choice of diversity strategy and, consequently, HR processes.
Originality/value –This study’s main focus is on international skilled migrants, which is among empirically
less-studied areas in global mobility literature. Furthermore, until nowmore attention has been directed toward
studying the consequences of diversity than toward understanding the factors that influence choice of
diversity strategies and practices. This study focuses on antecedents of diversity and attempts to understand
the factors that influence adoption and implementation of different cultural diversity strategies.

Keywords Cultural diversity, Skilledmigrant, Migrant workers, Organizational culture, Selection, Promotion,

Sweden, Clustering

Paper type Research paper

Introduction
The number of people who immigrate to live and work permanently in another country is
increasing. In addition, diversity based on national origin in the labor market is increasing,
and migrant workers now constitute around 5% of the global labor force (OECD, 2019). The
European Union and North America are among the leading destinations for migrant workers
due to their economic prosperity and better life and employment opportunities. On the other
hand, the host countries benefit from an increased supply of talent and workforce in sectors
with labor shortages.
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Migrant workers are a diverse group and include various forms of global work and
international work experience (Andresen et al., 2014). International skilled migrants (ISMs)
are the main focus in this research. ISMs are a group different than self-initiated expatriates
(SIEs) and corporate expatriates (CEs). The primary focus of ISMs is movement across
national borders rather than organizational boundaries, which is the case for SIEs and CEs.
ISMs’main motivation for migration is settlement in the new country, and they intent to stay
for an indefinite period of time (sometimes permanently), while CEs and SIEs have no
intention to settle (Hajro et al., 2019). ISMs, unlike expatriates, do not have a sponsor and are
not employed at the time of arrival (Selmer, 1999). Following the study of Hajro et al. (2017)
and Cerdin et al. (2014), we define ISMs as migrants with at least a bachelor’s degree or
equivalent who have moved legally to work and live abroad for an indefinite period of time.
This group, however, is diverse and may include people who migrate to reunite their family,
refugees, students or expatriates who after finishing studies or the assignment decide to stay
as they have developed a personal and professional network in the new country.

Diversity management is a managerial tool to ensure representation of minorities of all
kinds including ISM. We investigate cultural diversity management referring to deliberate
organizational actions that aim at promoting equal opportunity, equal treatment and greater
inclusion of employees in regards to their national origin and ethnicity. Organizations have
different perspectives on diversity management. Some of the approaches are as follows:
moral and ethical reasoning, which consider diversitymanagement an antidiscriminatory act
and the right thing to do; the business case, which assumes the strategic value of diversity
and its positive effect on innovation and performance; and the imperative view, which
postulates that diversity management is necessary to cope with the reality of increased
diversity in a globalized economy (Barak, 2016). However, there is limited empirical research
into the prevalence of these diversity strategies. An important area for future investigation is
to examine differences in diversity management and the extent of these practices (Yang and
Konrad, 2011). In particular, cultural diversity management, a subset of diversity
management, has not been extensively studied. Therefore, we explore the main strategies
for cultural diversity and the extent of adoption and practice of these strategies.

More attention has been directed toward studying the outcomes of diversity than toward
understanding the factors that influence adoption and implementation of diversity. In
particular, in examining cultural diversity, little research has explored the effect of
organizational context. Organizational culture is considered in this study because it is one of
the most central contextual factors. Organizational culture, as a set of shared values and
perceptions, influences all aspects of the organization, including structure, strategy, leadership
and processes (Hartnell et al., 2019). Therefore, to shed light on the antecedents of diversity, the
connection between organizational culture and cultural diversity strategy (CDS) is explored.

In order to evaluate consequences of diversity strategies, the selection and development
functions of HR are examined. Research shows that ISM workers are frequently employed in
jobs that do notmatch their level of skill and education and have lower levels of pay, status and
job security (e.g. Emilsson and Irastorza, 2019; Janssens and Zanoni, 2014; Leschke andWeiss,
2020; McGuire and Lozada, 2017; Ressia et al., 2017; Wassermann et al., 2017). Differences in
employment rate and career attainment of migrant workers might be partially explained by
differences in human capital, demographics, lower levels of language proficiency and the time
required forwork role transition and adjustment to newnorms or job content (Cooke et al., 2013;
Rodriguez et al., 2012; Supangco andMayrhofer, 2014). However, discrimination is considered a
complementary explaining factor (Guerrero and Hakak, 2019; Luik et al., 2018; Murray and Ali,
2017). Equality in recruitment and promotion processes can significantly improve career
outcomes of migrants. Therefore, the relationship between CDS and the selection and career
development of ISMs is explored. The requirements that organizational decision-makers use for
employment and career advancement decisions affect migrant workers’ career attainment,
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often negatively and sometimes positively (Fernando and Cohen, 2016; Wittek, 2019).
Therefore, it is essential to compare different diversity strategies in terms of their focal criteria
for employment and career advancement.

To develop a universal understanding of diversity, more studies are required pertaining to
contexts other than the United States, mainly due to the differing legislative, social and
historical contexts in which diversity can occur in different countries (Shore et al., 2018). This
study examines diversity strategies in Swedish organizations. Sweden has hosted a
proportionally large number of migrants in recent decades. Despite increased cultural
diversity among workers, the challenge of a higher unemployment rate among foreign-born
individuals persists (e.g. 9.3% foreign-born vs 2.7% Swedish-born individuals with a
university degree are unemployed) (Statistics Sweden, 2019).

Through empirical and explorative inquiry, this study attempts to better understand the
complexity of diversity in organizations. The main cultural diversity approaches are
identified, and their association with organizational culture, selection criteria and firm
demographics is revealed.

The remainder of this paper is structured as follows. First, a summary of the previous
research and a typology of CDSs, organizational culture and selection and promotion criteria
are presented. Then the study’s method and respondent organizations are introduced. Using
mean comparison tests, the most common CDSs are identified. Also, using classification
clustering, the relationship between organizational culture and diversity strategies is
revealed. The results, their contribution to the diversity and global mobility field and
directions for future research are discussed at the end of the paper.

Cultural diversity strategies
Several organizational diversity strategies (also referred to as a diversity approach, diversity
orientation and diversity perspective) have been identified in the previous research. Among
the studies with the most comprehensive lists of CDSs, Podsiadlowski et al. (2013) and Ortlieb
and Sieben (2013) each identified five strategies addressing diversity. Juxtaposing these two
studies results in the identification of six independent types of CDS at the organizational level:

(1) Homogeneity strategy. In line with the similarity–attraction effect (Montoya and
Horton, 2013), this strategy emphasizes person–organization fit and seeks employees
with values, attitudes and behaviors similar to the majority within the organization.
Organizations adopting this strategy underline the importance of local culture and
norms to reach a higher level of homogeneity, communication and customer
satisfaction and to avoid conflict and delay in decision-making processes.

(2) Blind strategy. This strategy focuses on the person–job fit to select and retain the
best-qualified employees, irrespective of their cultural background. As long as the
candidate meets the technical job qualifications, he/she is considered employable.

(3) Fairness strategy. Like the blind strategy, the fairness strategy is antidiscriminatory
and focuses not only on providing equal opportunities but also provides support to
employees with different cultural backgrounds for their employment and
development. For example, the organization might set a quota for employing
migrant workers. Organizations with this strategy believe that the demographics of
society should be reflected in the organization.

(4) Learning strategy. This strategy emphasizes the new and distinctive perspectives,
skills and knowledge that workers from a different culture transfer. This new
perspective is considered an essential source of innovation and learning at the team
and organizational levels.
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(5) Access strategy.This strategy is primarily characterized by the inclusion of culturally
diverse employees in order to reach and serve a diverse clientele. In this strategy,
migrants are often employed as cultural brokers. Due to their familiaritywith both the
host and home cultures, migrants can help the organization operate in newmarkets or
provide a higher level of customer service to culturally diverse customers.

(6) Good worker strategy refers to a strategy that the employer is inclined to utilize
migrant workers, which are often marginalized and have a vulnerable position in the
labor market. This strategy aims to get the most out of migrant workers. Since
migrants have lower negotiation power, they are more flexible and therefore
attractive for certain employers (MacKenzie and Forde, 2009). For them, migrant
workers are perceived as good workers with strong work ethics, more flexibility and
less demands (MacKenzie and Forde, 2009; Ortlieb and Sieben, 2013). Good worker
strategy is related to the occupations with shortage of skills but the shortage is often
after domestic workers are unwilling to take the jobs with unfavorable conditions. In
such cases, good (migrant) workers willingly take the job and for example work
longer and inmore flexible hours (Thompson et al., 2013). Pursuing this strategy often
leadsmigrantworkers to be employed in overqualified positions and fill less desirable
positionswith lowerwages or flawed career perspectives (Janssens and Zanoni, 2005).

Taking into account this typology, we attempt to identify the extent of utilization of each
strategy in the Swedish context. Furthermore, we explore the effect of organizational culture
on the choice of CDS and the effects of CDS on selection and promotion of IMSs.

Organizational culture and CDS
Organizational culture is defined as “shared values and basic assumptions that explain why
organizations dowhat they do and focus onwhat they focus on” (Schneider et al., 2017). Based
on two organizational dimensions of focus (on the internal environment and integration vs
external environment and differentiation) and structure (value stability and control vs
accentuating flexibility and discretion), Cameron and Quinn (1999) suggested four types of
organizational culture, as shown in Figure 1. The clan culture emphasizes cohesion,
collaboration and commitment in the form of teamwork, participation and consensus. It
encourages members to embrace organizational goals and values. Within such a culture, the
organization is like a family or tribe, and communication, knowledge-sharing, loyalty and
relationship with employees, customers and suppliers are valued. The ad hocracy culture is
characterized by entrepreneurship and innovation. Within such a culture, exploiting
opportunities, ingenious problem-solving and risk-taking are valued, and employees have
higher levels of discretion to break routines, be creative and exploit opportunities. The
market culture reflects a rational and competitive entity, is result-oriented, emphasizes
control, has clear objectives and rewards individual accomplishment and performance
(Balaji et al., 2020). The hierarchy culture is associatedwith formal rules and routines towhich
employees are required to conform. A centralized and strict control system attempts to ensure
efficiency and predictability in such an organization. One culture is not necessarily more
productive than others, and the choice of culture depends on the organization’s industry and
strategy and is based on founders’ values and historical events during organizational growth.

National and international regulations and legislation create coercive pressure to force
organizations to adopt diversity management. However, Dobbin et al. (2011) showed that for
legitimacy-enhancing innovations such as diversity management, adoption is primarily
driven by organizational culture not by need or institutional pressure. Organizational culture
can influence how an organization relates to the diversity characteristics of its employees and
shapes the perceived experiences of employees with those characteristics (Findler et al., 2007;
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Shore et al., 2018). Several studies suggest that certain types of organizational culture assist
or obstruct particular diversity management practices, and that organizational culture
significantly influences the outcomes and results of firm diversity (e.g. Dwyer et al., 2003;
Guillaume et al., 2017; Holvino and Kamp, 2009).

Therefore, the first research question is as follows:

RQ1. What is the relationship between organizational culture and CDS? Are there
patterns of association between the organizational culture and the choice of CDS?

Furthermore, organizational demographics such as size, degree of internationalization,
working language and the general educational level of employed migrant workers were
considered contextual factors that might be associated with the CDS.

Selection/development and CDS
Regarding the consequences of CDSs, we focus on HR, and particularly the selection and
development (i.e. promotion) process. Empirical evidence indicates the importance of migrant
status on employment and career outcomes. Although the effect of human capital (i.e. formal
education) on migrants’ employment and career attainment has been shown to be positive,
especially if the education and work experience is obtained locally (Nordin and Rooth, 2007),
differences in human capital do not entirely explain the employment differential between
native and migrant workers. Researchers have noted the roles of different factors in the
selection ofmigrants, including local language (e.g. Cooke et al., 2013; Guerrero and Rothstein,

Figure 1.
Organizational culture

typology based on
Cameron and
Quinn (1999)
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2012), social capital (e.g. Sarpong and Maclean, 2019; Shirmohammadi et al., 2019) and
cultural capital, referring to the local vocational norms, behaviors and unwritten laws ofwork
culture and host countries’ value systems (e.g. Al Ariss and Syed, 2011; Hakak et al., 2010;
Lu et al., 2016). The essence of most selection systems is comparing shortlisted candidates
based on a set of criteria. Often, more than one candidate is assessed as appointable, andwhen
none of the candidates exceeds the others by a great margin, the selection decision tends to be
based on how acceptable the candidate seems to be, particularlywith respect to theworkplace
or national culture (Farashah and Blomquist, 2020; Noon, 2012). This criterion relates to the
concept of cultural capital (referring to the notion of embodied cultural capital in Bourdieu’s
theory of practice (2008)) that is widely used in migration studies (Erel, 2010).

Another school of HR uses competency models as the foundation for selection, appraisal,
and development of employees. Competency-based HR focuses on individuals’ behavioral
characteristics that relate to quality performance instead of characteristics such as human
capital. Because competency-based HR is devoted to tangible performance, it is considered an
effective way to address the challenge of diversity.

Therefore, expanding the career capital theory (DeFillippi and Arthur, 1994) and
Bourdieu’s notion of cultural capital (Bourdieu, 2008) in the context of migrant worker
selection (Cooke et al., 2013; Joy et al., 2018), the following five types of selection and appraisal
criteria for immigrant workers are identified and included in this study: (1) human capital,
(2) language proficiency, (3) cultural capital, (4) social capital and (5) competencies. Similar
to previous question, the second research question is as follows:

RQ2. What is the relationship between CDS and selection and development processes?

Method
Our study explores how various organizational cultures contribute to cultural diversity by
means of diversity strategy and selection of ISMs. Because of the absence of prior theory
and research on the relationship of culture and diversity, an explorative approach was
adopted.

Sample
Empirical data were gathered by surveying Swedish large and medium-sized businesses.
Through the survey, data about the demographics of the business, the organizational culture,
approach to cultural diversity and criteria for selecting an IMS were gathered. To ensure
directing the respondents to focus on cultural diversity and case of ISMs, the invitation email
containing the survey link and the introduction page of the survey included the definition of
ISMs as migrants with a university degree from another country and not with the employer
sponsored residency visa at the time of arrival. In particular, the commonly used term in
Swedish media referring to our target (i.e. “akademiker” for university graduate and
“nyanl€anda” for newly arrived) is used to distinguish the target of the survey from other
forms of global mobility such as expatriates.

The criterion used to identify organizations as medium-sized or large was having at least
50 employees. An online survey link was sent to HR managers in 1,629 firms in industries
including manufacturing, information and communications technology, professional
services, mining, energy, water and wastewater services, construction and finance. During
the period from June to August 2019, 330 fully or partially completed questionnaires were
received. After excluding questionnaires with more than 10% of responses missing,
responses from 249 businesses were included in the analysis. The response rate was around
15%. The comparison of early and late respondents showed no statistically significant
differences regarding the study constructs.
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Measures
Table 1 presents the main constructs and the items and the scale used to measure each
construct. The typology of CDS, organizational culture and selection/promotion criteria are
the main constructs. Demographic characteristics including firm size, level of human capital

Construct
#

Items Content

Cultural diversity strategy My organization . . .
Homogeneity 1 . . . appreciates similarity. We hold a strong belief that organizational goals are

best reached under conditions of shared values and a common goal. In that way,
we can operate under conditions of strong unity. Therefore, we attract and retain
staff who share the dominant culture and values of our organization

Blind 1 . . . is not consciously active in becoming more diverse. We aim at hiring the best
candidate for each position. If we happen to attract more people from a different
cultural background, this is because they are the best candidates and fit the job
requirements best

Fairness 1 . . . wants to become more diverse because all humans are equal and deserve an
equal chance. By hiring people of various cultural backgrounds, we strive to
provide such equal chances. In order to promote their advancement in the
organization, we consider it important to take extra measures to support them

Learning 1 . . .wants to becomemore diverse because we think that there is a lot to learn from
different cultures. As a result, we can perform our work better and define new
goals. Collaboration improves, we develop ourselves and work outcomes are
better because of the different perspectives that are available to us

Access 1 . . . wants to become more diverse because with different cultural groups
represented on our staff, and we will be better able to serve our clients/customers
who come from various backgrounds. In our current composition, we are less
effective in addressing the needs of certain groups of customers

Good worker 1 . . . employs migrant as they are generally good diligent workers, willing to work
in less desired jobswith a shortage of labor.We view these jobs often as entry jobs
with lower skill levels

Scale: 1–4 (1: does not apply at all, 2: tends not to apply, 3: tends to apply and 4: fully applies)
Organizational culture
Clan 4 Personal atmosphere, mentor-style leadership, loyalty and tradition, cohesion and

morale (Cronbach’s alpha (α) 5 0.76)
Ad-hocracy 4 Entrepreneurial dynamism, risk-taking, leadership, innovation and growth

(α 5 0.73)
Market 4 Production oriented, goal-oriented leadership, task accomplishment and

competitiveness (α 5 0.76)
Hierarchy 4 Formalization, coordinator-style leadership, presence of rules and policies and

stability (α 5 0.82)

Scale: 0–100 (a total of 100 points are distributed among the four statements describing each of the
organizational culture types)
Selection and career
development criteria
Human capital 2 Formal education and work experiences
Cultural capital 2 Fitting to the work culture and adapting Swedish values
Social capital 1 The informal network
Competency 2 Performance and communication capability
Language 1 Swedish language proficiency

Scale: 1–5 (1: not important, 2: of little importance, 3: of average importance, 4: important and 5: absolutely
essential)

Table 1.
Study constructs

and measures

International
skilled

migrants

295



needed and the firm’s degree of internationalization are also examined to identify the patterns
in their relationships with the CDS.

CDSs include six types. Podsiadlowski et al. (2013) developed vignettes for measuring five
types. The sixth type, the goodworker strategy, was developed by the authors. Each vignette,
presented in Table 1, briefly explains the cultural diversity situation in the organization also
the goal and logic of diversity. The CDS is measured using a four-point Likert scale. A scale
with an even number of levels was used to avoid uncertain or neutral responses and to reveal
valence answers to questions about the sensitive issue of diversity (Kulas and
Stachowski, 2009).

Organizational culture was measured using four items from the Organization Culture
Assessment Instrument, developed by Cameron and Quinn (2011). HR managers and
diversity officers were asked to allocate 100 points between four statements describing each
of the organizational culture types, based on the similarity of the statement to their
organization. For example, the first itemwas about the overall description of the organization
and the four statements were the following: (1) personal atmosphere related to clan culture:
“the organization is a very special place. It is like an extended family. People seem to share a lot of
themselves;” (2) entrepreneurial dynamism related to ad hocracy culture: “the organization is
a very dynamic and entrepreneurial place. People are willing to stick their necks out and take
risks;” (3) production oriented related to market culture: “the organization is very production
oriented. A major concern is with getting the job done. People are very competitive and
achievement oriented” and (4) formalization related to hierarchy culture: “the organization is a
very formalized and structured place. Bureaucratic procedures generally govern what
people do.”

The main selection and development criteria were measured by asking respondents to
determine the importance of eight criteria for selection and development using a five-point
Likert scale.

Regarding organizational demographics, the size of the organization was proxied by the
number of employees, using the scale from “1: 50–99 employees” to “6: more than 2,000
employees.” The degree of internationalization of the firm was measured by the three items:
percentage of export of total sales, number of foreign subsidiaries/branches and number of
foreign countries as customers (Sullivan, 1994). The dominant language used in the firm’s
daily business communications was coded as “1: Swedish” or “2: English.” No firm reported
using a language other than English or Swedish.

Data analysis
Businesses often adopt a portfolio of strategies rather than a unique strategy (Tharenou and
Kulik, 2020). Our empirical data support this statement. The average number of strategies
reported high per firm is 2.7. In average, each business either fully applies or tends to apply
more than two different types of diversity strategies. This indicates that organizations adopt
a portfolio of strategies to guide their diversity practices. Therefore, cluster analysis is used to
capture the presence of coherent clusters of organizations with similar CDSs. Cluster analysis
can reveal patterns of association among the organizational culture, the choice of CDS and the
selection/development criteria.

Exploratory classification based on cultural diversity approaches is used (the inductive
method of clustering) (Ketchen and Shook, 1996). This enables us to develop a detailed
description of the configuration of diversity strategies without overspecifying the model
(Ketchen and Shook, 1996). A two-step cluster analysis technique is used. This technique is an
exploratory tool designed to reveal natural groupings (or clusters) within a data set and
automatically determines the number of clusters (Crum et al., 2020; Ordanini et al., 2004).
Through clustering, each organization is assigned to one portfolio.
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Then, the mean values of clusters are compared to the answers to respond RQ1 and RQ2.
Analysis of variance or equivalent nonparametric Kruskal–Wallis (1952) test is used to
assess the differences among clusters on variables such as culture and selection criteria. The
clustering and mean analysis enables us to determine the configuration of culture, cultural
diversity and selection in the organizations. In case of statistically significant results, a
follow-up test of least significant difference (LSD) or nonparametric Mann–Whitney U
(Wilcoxon rank) was performed to compare each pair of clusters and identify clusters that
differ from the others.

Results
The means, standard deviations and correlations of the main study constructs are presented
in Table 2. The sum of themeans of the four types of organizational culture is 100 because the
measure asked each respondent to allocate 100 points between the four types. The dominant
type of culture among the sample of Swedish organizations is clan culture, followed by
market culture (Mclan�MMarket 5 10.93, t 5 6.11 and p < 0.001***).

Competency, language, cultural capital and human capital are the most important criteria
for selection and development. The differences between their levels of importance are not
statistically significant. Social capital is the least important criterion (MHumanCapital�
MSocialCapital 5 1.27, Mann–Whitney Z 5 12.4 and p < 0.001***).

The most common CDSs practiced in Sweden are blind, learning and fairness. The mean
differences among these strategies are not statistically significant. The homogeneity strategy
is the next most common strategy (MFairness�MHomogeneity 5 0.34, t 5 4.49 and p < 0.001).
The access and good worker diversity strategies have means less than 2.5 and are the
least common diversity strategies (MHomogeneity�MAccess 5 0.25, t 5 2.76 and p < 0.001;
MAccess�MGoodWorker 5 0.75, t 5 8.56 and p < 0.001).

To systematically identify the similar bundles of diversity strategies among
organizations, a two-step cluster analysis was used. The cluster analysis resulted in the
identification of five clusters. As shown in Table 3, cluster 1 is the largest cluster and
comprises 26% of the organizations. Cluster 5 is the smallest cluster and comprises 14% of
the organizations. The ratio of the largest to smallest cluster is 1.86, which is less than the
maximum acceptable level of 3.

Construct Typology Mean SD

Cultural diversity strategy (1–4) Blind 3.18 0.89
Learning 3.08 0.76
Fairness 3.04 0.71
Homogeneity 2.70 0.98
Access 2.45 0.89
Good worker 1.70 0.84

Organizational culture (0–100) Clan 37.3 16.5
Market 26.3 14.2
Ad-hocracy 20.3 11.4
Hierarchy 16.1 11.9

Selection and career development criteria (1–5) Competency 4.29 0.20
Language proficiency 3.96 1.01
Cultural capital 3.68 0.29
Human capital 3.66 0.31
Social capital 2.39 0.91

Table 2.
Means and standard
deviations of main

constructs
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After classifying the organizations into clusters based on their CDS, the five clusters are
compared based on their organizational culture, selection and career development criteria
and demographic characteristics. Analysis of variance (ANOVA) or equal nonparametric
Kruskal–Wallis test was run to determine whether the means of clusters’ organizational
culture, selection criteria and organizational demographics are different. The cluster
membership was used as the grouping variable.

To evaluate the reliability of the clustering solution, the sample was split and the
two-halves clustered separately. Also, the clustering was repeated using a different method
(K-means cluster analysis, setting the number of clusters to five). The results of two methods
of clustering were consistent, which indicates reliability. To test the validity of clusters, the
means of the clustering variables (i.e. CDS) and nonclustering variables (i.e. culture, selection
and development criteria) are compared; statistically significant differences across clusters
show that the cluster solution is valid and reflects the underlying structure of the data.

The results regarding research questions 1 and 2 are summarized in Table 3. The columns
denote the five clusters and show the configuration of CDS, organizational culture, selection/
development criteria and firm demographics within each cluster. Numbers in parentheses
denote the cluster’s average level of the variable and determine whether each cluster has high
or low levels of the tested variables in relation to other clusters.

Discussion
As shown in Table 1, the highest average score for organizational culture is related to clan
culture. This type of culture emphasizes collective actions such as teamwork, consensus and
participation. Clan culture is characterized by conformity and interdependence. Onemay find
this surprising because the national culture of Sweden is known to be an individualistic
culture (Heu et al., 2018). However, Holmberg and�Akerblom (2006) have indicated that, unlike
the private sphere, in Swedish style at the societal level, including in the workplace,
democratic decision-making, dialogue and consensus-building and pursuit of unity are
common. This justifies the high score of clan culture in our Swedish sample.

Regarding CDSs, the most frequent strategies are blind, learning and fairness. However,
the rationale behind each of these popular strategies might be different. Organizational
responses to diversity are conceptualized as a consequence of institutional pressures. Yet, the
diversity management responses can vary significantly and are derived by different external
forces and internal motivations (Ortlieb and Sieben, 2013; Thomas and Ely, 1996). The blind
strategy is a defensive strategy and assures that the organization follows regulations
(institutional pressures through legislatives such as the Equal Opportunities Act by the
International Labour Organization, the SwedenDiscriminationAct), the learning strategy is a
long-term strategy to maximize competitiveness and the fairness strategy is a proactive
strategy explained mainly bymoral impetus, which is mainly internal and for instance might
stem from executives/founders ethical considerations.

In order to make sense of the results and provide a comprehensive summary, clusters are
positioned on the organizational culture typology. As shown in Figure 2 and noted by a
reviewer of this paper, all clusters (with the exception of cluster 2) neatly align with
organizational cultures. This indicates that organizational cultures are the determinants that
lead to CDS and HR approaches. In the following, each cluster is explained, and the
consequences of the culture for ISMs’ employment and career outcomes are discussed.

The clan culture cluster is the largest cluster. Clan culture organizations utilize homogeneity
and blind strategies jointly. Their selection and promotion decisions are mademainly based on
person–organization fit as the cultural capital is the most important criteria. The control in the
clan cluster is based on adhering to shared norms, and values and employees are expected to be
a regular member and behave properly, consistent with agreed upon behaviors (Ouchi, 1980).
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In order to be a regular employee, IMSs as newcomers, need time to develop their language
capabilities but more importantly familiarize themselves with the professional accepted
behavior in the new setting.These behaviors are either in the formof codified code of conduct or
in the form of unwritten rules governing daily business communication and behavior
(Hervas-Oliver et al., 2013). Mastering the latter is challenging, particularly for a newly arrived
IMS. Furthermore, clan culture emphasizes consensus, cohesion and embracing organizational
values, which mirror societal values. Because ISMs are habituated to a different value system
and work culture, they are considered a misfit to the organizational culture, and they are
therefore seen as less employable. Thus, it seems logical to assume that the configuration of the
culture and homogeneity diversity strategy in clan cluster reduces the chances of recruitment
and career success for not-assimilated migrant workers. Clan organizations use the blind
strategy for diversity management and use competence as the selection criteria. This means
that the organization has no plan or agenda for proactively increasing diversity. As they show
less propensity to fairness or access strategies, they aremost likely to use a blind strategy in job
categories where there is a local skill shortage, where they use competence as the selection
criteria (i.e. assessing the communication capability of the candidate to work in the established
cohesive team and their ability to comply with the organization’s norms and behavioral
standards). The majority of firms in the clan cluster are medium-sized local businesses that
provide goods and servicesmainly to Swedish customers, which justify their search for similar
minded employees. Our finding is compatible with the previous research that associates a

Figure 2.
Five clusters of
businesses and
configuration of
organizational culture
and cultural diversity
strategy
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smaller size and a local clientele with a homophilous hiring tendency (Almeida et al., 2012;
Murase et al., 2019).

The second cluster is relatively large and comprises 25% of organizations. As shown in
Figure 2, the position of cluster 2 suggests that it includes all types of organizational culture,
and there is no dominant culture in this group. Cluster 2 does not utilize either the fairness or
homogeneity strategy. This means that organizations in this cluster neither proactively look
for native applicants nor do they proactively attract migrant applicants. They are relatively
blind organizations (MBlind, cluster1 5 MBlind,cluster2 at p 5 0.08 and MBlind, cluster2 > MBlind,

cluster5 at p < 0.001). In selection and promotion decisions, individual performance, education
and experience (i.e. competence and human capital) play the main role. It appears that
person–job fit is the main paradigm for HR decisions in this cluster. These organizations are
more likely to have English as their working language and often employ highly educated
migrant workers. This mixed culture cluster often assesses ISMs as highly employable
because ISMs often possess a high level of human capital and competency and a higher
likelihood of proficiency in English language than a local language (i.e. Swedish).

The hierarchy culture cluster encompasses 20% of the sample. The hierarchy culture
emphasizes control and efficiency (i.e. cost reduction). Therefore, they use the good worker
strategy and are likely to employ migrant workers with a lower level of education because
they are considered to be productive, work longer andwith more flexibility andmore inclined
than native workers to accept lower wages due to their vulnerable position in the labor
market. This cluster comprises mostly medium-sized businesses and businesses likely to
have jobs that are less complex and can be closely monitored and so require lower levels of
skills. Therefore, no apparent criteria for selection appears and the person’s willingness to
take a job that is most likely a less attractive entry-level job are sufficient (Janssens and
Zanoni, 2014; MacKenzie and Forde, 2009). An ISM in such an organization is more likely to
be employed in an overqualified position.

The market cluster includes 15% of organizations in the sample. This type of
organizations utilizes a wide range of CDSs. Their market culture is customer oriented;
therefore, they might deploy an access strategy, which means employing migrant as cultural
brokers in jobs for which a dual cultural background is an asset, such as serving customers
with a similar foreign culture or language (Liversage, 2009; Ortlieb and Sieben, 2013). The
organizations’ higher degree of internationalization means they are frequently dealing with
international customers, and their employment positions require familiarity with different
cultures and languages. Themarket culture does not rely on loyalty, cooperation or a sense of
belonging to a social system; however, there is a lean normative structure to govern behaviors
(Kerr and Slocum, 2005). The competitive environment organizations and their aggressive
approach for fulfilling customers’ needs might lead them to be less inclined to employ newly
arrived migrants with no proof of competence. Therefore, they might either provide training
and mentorship to migrant workers to acculturate them (in organizations with a high level of
fairness strategy) or employ candidates based on their achievements or supported by
referrals from credible professionals (in organizations with a homogeneity strategy, placing
importance in social capital and informal referrals). To be employed in a market culture
organization, an IMS need to develop their professional network as social capital is a main
selection criterion. ISMs should also consider that informal referrals rather than formally
announced job advertisement is the main recruitment channel for this cluster.

Ad hocracy culture cluster is the fifth and smallest cluster, incorporating 15% of Swedish
organizations. This culture is associated with creativity, change and entrepreneurship,
emphasizing personal development andmentorship. This cluster considers IMS as a source of
competitive advantage because they bring new perspectives that foster innovation and
organizational learning. They are mostly large organizations; therefore, it can be assumed
that they can formally assign sufficient resources to diversity or corporate social

International
skilled

migrants

301



responsibility initiatives to employ IMSs and assist them in the integration phase (Berthou
and Buch, 2018). Ad hocracy culture is not blind and proactively promotes cultural diversity,
attracts talents, including individuals with a migrant background, and offer special training
and mentorship to actualize their talent. This is in congruence with the fact that no specific
selection criteria appear for this cluster, and they formally train and develop an IMSwith high
potential (i.e. talents). Ad hocracy culture targets to attract IMSs for key organizational
positions based on their potential human capital contribution rather than other capital
considerations (Crowley-Henry and Al Ariss, 2018).

Conclusion
This empirical inquiry attempts to better understand the complexity of diversity in
organizations and offers several potential contributions to the diversity and global mobility
literature. First, we study a newly spotted group of migrants and extend previous global
mobility research to include ISMs. ISMs are a group different than expatriates. Despite
progress in addressing emergent mobility issues, until recently, research had largely
overlooked this important group that growing in number (Hajro et al., 2019; Tharenou and
Kulik, 2020). While expatriate adjustment and acculturation is a main theme of research for
expatriates, ISM research should consider both adjustment to the new societal and work
culture and at the same time career and occupational identity reestablishment. The ISM
should reconstruct their career by seeking a job and finding employment. Second, the current
study has provided preliminary evidence for the fit between culture and HRM strategy and
processes andmigrant career outcomes. As asserted in the strategic HRM literature, culture is
key to organizational performance, and more work is needed to integrated constructs from
the culture to HRM (Palthe and Kossek, 2003). This paper focused on the link between
organizational culture and the diversity strategy and selection/development.We suggest that
organizational culture is relevant to the strategic decisions of the firm regarding diversity and
HR processes (e.g. selection and development) and provided empirical evidence on this
relationship. The typology of “organizational culture→ diversity strategy→HR” fit is shown
in Figure 2. Typologies are key building blocks of management research and are an
important way of organizing complex cause–effect relationships. Here, we developed a novel
perspective on cultural diversity, based on how elements of an organization’s culture,
diversity and HR are connected. An initial attempt is made to theorize the effects of
organizational culture as antecedent of cultural diversity and HR processes.

We explore CDSs in Swedish organizations and identify the most frequently used
strategies (i.e. blind, learning and fairness). However, in practice, it appears organizations use
a portfolio of strategies. The existence of a portfoliomight be due to the presence of competing
rationales for diversity for different job categories or in different geographical locations or
because of the lack of an organization-wide strategic plan for diversity. As one reviewer
notices, thismight be due to limitation in themeasurement of the strategies by one item and in
1–4 scale. Development and validation of a summative measure for cultural diversity should
be pursued by future research.

Configurations of organizational culture and demographics as antecedent of CDS and HR
processes as the consequence of CDS are identified. Further research, using qualitative
methods and longitudinal methods, is required to elaborate the revealed relationships in this
research. For instance, investigating the history of evolution of CDS portfolio and the
rationale behind the events is needed to provide us with better understanding. It should be
noted that the ISM also evolves. As years of residency increases, the language proficiency,
cultural capital and social capital of ISMs increase. Future studies should focus on career
movement and progress of the migrants through the time and the effects on their individual-
level variables such as career satisfaction and performance.
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We propose that the organizational culture, the ISM’s modes of acculturation, should be
studied. Berry (1980) identified four modes of acculturation of a migrant based on his/her
degree of (1) high/low maintaining one’s heritage culture and identity and (2) high/low
adoption of the cultural identity of the host group. The acculturation modes are labeled as
integration, assimilation, separation and marginalization. It appears clan, hierarchy, market
and ad hocracy cultures are, respectively, associated with the ISM’s assimilation,
marginalization, separation and integration. ISMs that are assimilated, dismissed their
original identity and mastered cultural identity of the new country are a match to clan
organizations that seek similarity by accentuating cultural capital. ISMs that are integrated
and have kept their original identity while adopting cultural identity of the new country fit ad
hocracy organizations. These organizations consider ISMs’ talents and sources of learning
and innovation. Marginalized ISMs are a match for the hierarchy organizations that the good
worker CDS leads to offering jobs with no clear cultural/occupational identity. Separated ISM
fit in the market culture as access CDS let them keep and utilize their country-of-origin
cultural identity without requiring them to adopt cultural identity of the new country. Further
research is needed to study the relationship between individual acculturation inside different
organizational cultures.

The findings provide practical implications for managers, ISMs and labor market
intermediaries. Migrant workers should know that organizations’ demographics, culture,
strategy and types of processes make some organizations more receptive than others to
migrant workers. Some type of organizations should be prioritized in job-seeking activities
(e.g. thosewithmarket or ad hocracy cultures). Some indicators of attractive organizations for
ISMs include having a diverse clientele, an international value chain, an export orientation, an
official diversity program or signaling the significance of cultural diversity in their job
adverts and proactively seek to reach a diverse group of candidates, for example by
participating in migrant integration initiatives. Some organizations, mainly with hierarchy
culture, provide “survival jobs” that can be utilized in order to learn the host country’s
language and work culture, and the local social network (e.g. organization with hierarchy
culture) and some organizations prefer assimilated and accultured migrants (e.g.
organizations with clan culture).

Organizations should train their managers regarding the range of possible perspectives
on cultural diversity and the probable effects of each perspective on lives and careers of
migrants. Awareness and knowing the consequences helps the manager to make informed
decisions regarding employment and development of migrants and provide better
organizational support when needed. For smaller organizations with less resources
available, labor market intermediaries might interfere. State-owned employment offices,
unions, civil society organizations and nongovernmental organizations can provide
educational seminars for smaller businesses and should attempt to formalize the discourse
on cultural diversity in the labor market, in similar fashion to discourse on gender diversity.
Substantial evidence support the positive effect of regulation and official discourses on one in
the participation of the minority group in organizations (e.g. the case of gender diversity)
(Klettner et al., 2016).

Our findings provide some clues to explain why previous research has reported lower
levels of career attainment and career mobility for ISMs. A newly arrivedmigrant worker has
fewer opportunities in the new labor market than other workers because some organizations
give substantial weight to cultural and social capital in their hiring decisions, and migrants
typically have lower levels of cultural and social capital at the beginning of their time in the
country. An ISM might reestablish his/her career capital by finding a survival job. By
mastering the host country’s culture and language, they will improve their level of
employability and might gain employment in an organization within cluster 2 or even clan
culture organization. A number of ISMs might be able to get a job that matches their
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qualifications after arrival in a ad hocracy culture organization that proactively seeks
diversity and promotes workplace inclusion. Also, a migrant background is an asset for
cultural-broker types of jobs in a market-oriented organization. However, the effects of each
cultural diversity approach on the employment and career outcomes for migrant workers
require further investigation to provide concrete evidence regarding the effects of different
configurations on the inclusion of migrants in the workplace. For instance, consider Cluster 2:
because the cluster is clearly against the homogeneity strategy, it appears that skilled ISMs
with proper job qualifications have a similar probability of employment and development to a
native worker. However, this cluster also has no inclination to the fairness strategy and is less
likely to assist migrant workers in their job-seeking efforts. Previous empirical studies show
that organizations that use the blind diversity strategy might help in maintaining the current
unequal system and have negative implications forminorities’ perceptions and outcomes and
for inclusion of migrants in organizational contexts (Knowles et al., 2009; Plaut et al., 2018).
Therefore, the effects of the blind strategy’s neutral approach to nationality and ethnicity
need to be studied further, for example, by speculating that the effects may differ depending
on the interaction with the organizational culture.

Swedishmigration policy ismainly based on human rights in contrast to countries such as
Canada and Australia that have a point-based system to attract highly educated and skilled
migrants in a systematic manner. According to the Swedish Migration Agency, in 2018, 55%
of issued residence permits were related to family reunification and asylum-seeking while
31% of residencies were based on employment. As work is not the main criterion for the
decision to migration and employability is less emphasized in granting the residency permit,
migrants in Sweden need support to find a decent employment. In this regard, an
organization should be encouraged and engaged in tackling the challenge of migration
inclusion. The inclusion in the labor market is a sustainable path to be integrated to the host
society. Organizations can and should shape their approach toward immigrant workers and
therefore adopt a more risk averse approach to employ IMSs. Moving toward proactive
diversity approaches such as learning and fairness and setting cultural diversity goals as
part of corporate social responsibility agenda can be helpful.

From an organizational perspective, the effect of cultural diversity on performance
should be studied further. The body of literature on ethnic minorities and immigrants in
organizations is inconclusive regarding the effect of diversity. Null, negative and positive
effects of diversity on performance are reported (Shore et al., 2009). A follow-up qualitative
study, examining cluster practices in more detail can ensure the external validity of the
cluster-based conceptualization proposed here. Furthermore, it can theorize the moderating
and mediating variables that regulate the cultural diversity–performance relationship.
Overall, the findings imply that diversity can enhance firm performance and career outcomes
of themigrants as long as the appropriate fit among culture, strategy and process and also the
migrant acculturation is established.
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