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Abstract 

Diversity management is a topic that has gained in popularity as the world has seen an 

increase in globalised brands and supply chains. Diversity management has been said to be a 

crucial factor to achieve success through people. While most research on diversity management 

has been focusing on commercial organisations, this research will look at diversity within non-

governmental not for profit organisations. It attempted to investigate how HR managers and 

Project managers working at managerial positions for International Non-Governmental 

Organisations (INGOs) in Laos perceive diversity management and their organisations practice of 

diversity management in Laos. The effects of diversity and potential solutions to address diversity 

problems are also examined.  

 

To address the research objectives, the researcher employed a qualitative approach and an 

interpretivist paradigm employing a data collection method of semi-structured interviews 

undertaken with ten senior managers from five INGOs in Laos. The participants’ perspectives 

provided a broad understanding on the perceptions of diversity and diversity management practices 

within the sector in Laos. The choice of INGOs in Laos was a deliberate one, firstly Laos is a less 

researched country allowing this research to add knowledge about an area where there is less 

literature and because Laos does not see many multinational enterprises (MNEs) hence INGOs in 

Laos provide a particularly important role in introducing modern management practices.  

  

The empirical finding discovered that the majority of senior managers were aware of the 

term diversity in the workplace they only had a partial understanding of the concept. It was also 

noted that there was no specific diversity training undertaken within INGOs in Laos despite 

participants noting that there were cultural concerns and communication issues present. This 

research concludes that presently INGOs in Laos recognise the importance of diverse workforces, 

but there is a lack of diversity management practices implemented within the INGOs. 
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Chapter 1: Introduction 

1.1. Introduction 

According to Beham, Straub & Schwallbach (2012), globalisation has influenced changes 

in society, culture and the movement of labour, which gradually affected made organisations more 

heterogeneous. This is because globalisation broadens the marketplace and creates opportunities 

for workers to work across boundaries (Mor Barak, 2014). When people who come from diverse 

backgrounds work together, they create a multicultural environment which requires specific 

management technique to handle diverse workforce (Kossek & Lobel, 1996). Generally, people 

feel comfortable with those who share the same values, beliefs and cultures, so managers should 

know about cultural diversity (or multiculturalism) and recognise its effects on organisational 

performance in order to maintain a competitive advantage and achieve the overall objectives of 

the organization (Kawar, 2012).  

Edewor and Aluko (2007) claim that managing diversity is considered a complex issue 

because each individual values diversity differently. Härtel & Fujimoto (2015) demonstrate that 

“diversity management is defined as organizing, planning and controlling [a] heterogeneous 

workforce which reflects an organsiational culture” (p. 172). It emphasises the strategy 

development which encourages diverse employees, teamwork and participation to support their 

work effectiveness. Managing diversity encompasses acknowledging individuals’ differences, but 

also creating an inclusive work environment in which a distinction among colleagues is valued as 

positive attributes rather than a threat to the organisation (Shen et al., 2009). According to Brazzel 

(2003), diversity management aims to improve organisational effectiveness, which focuses on for-

profit organisations and government institutions as well as non-profit and non-governmental 

organisations. This means that every single organization, especially the International Non-

Governmental Organizations (INGOs) have to develop proper policies and practices to effectively 

manage workforce diversity (Green et al., 2015). This is because INGOs are working across 

diverse boundaries and the workplace is evolving and becoming more diversified. It is hard for 

managers and policy makers to keep working in a status quo without adapting to a multicultural 

environment (Shen et al., 2009). Thus, HR managers and other managers should be aware of 

changes in the workplace and develop effective procedures to handle diverse workforce (Nel et 

al., 2017). 
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According to Lewis (2014), non-governmental organisations (NGOs) are non-profit 

organisations that work voluntarily to support communities in terms of healthcare, education, 

human rights, civil society, the economy, and environment (The United States Institute of Peace, 

2015). INGOs play a significant role in policy formation to direct local communities as well as 

local citizen for a better social change. Ulleberg (2009) points out that international NGOs are 

diverse in their resources, objectives, strategies, target groups, characteristics and effects. This 

means that such INGOs have different values and implement their tasks in accordance with specific 

demands of communities for the social-economic development (Lewis, 2014). INGOs in Laos are 

involved in a coordination process among donors in order to support the alignment of international 

NGOs’ framework with the government’s objectives for national development and strengthen 

cooperation towards a common goal (United Nations Development Programme, 2007). 

The Lao People’s Democratic Republic (Lao PDR) is one of the least developed countries 

which relies on official development assistance for socio-economic development (Daviau, 2014).  

While more than 70 INGOs are operating in more than 200 projects in 10 sectors nationwide 

(Daviau, 2014), the Lao government has also worked closely with the private sector to strengthen 

a national development (Siliphong, Khampoui, & Mihyo, 2005). In response to the Lao contexts, 

such circumstances have increasingly diversified a work environment, the workplace and society 

in Laos which in turn requires better management to deal with such diversity in local and 

international levels. This research has a focus on exploring diversity management in INGOs in 

Laos as they are considered one of the main contributors in socio-economic development. 

 

1.2.  Background to this research 

The Lao PDR, a landlocked country, is located in the Southeast Asia and surrounded by 

China, Vietnam, Cambodia, Thailand and Myanmar (United Nations Development Programme, 

2007).  Lao PDR is rich in culture, with 49 ethnic groups divided to three main groups: Lao Loum, 

Lao Soung and Lao Theung. Laos possesses distinct cultural values which differ from other 

countries. Cultural beliefs in each country affect perceptions and behaviours of each individual 

due to distinct upbringings as to support unity and generosity (Leigh, 2012). Sumphonphakdy 

(2011) argues that Laos is a high-power-distance country where low-ranking people tend to follow 

and rely on senior people’s guidance. Freedom to express opinions would be hindered by those 

who possess more power in society. Communication is likely to be indirect which aims to care for 



3 
 

others’ feelings (Dorner & Gorman, 2011). Flexibility is always valued in Laos, which influences 

the attitudes and behaviour of Lao people (Leigh, 2012).  

Notwithstanding globalisation, Laos has preserved its unique culture and is still a country 

which values conservative perspectives (Siliphong et al., 2005). Collectivism in Lao society means 

people tend to regard group interests as more important than their own interests (Dorner & 

Gorman, 2011). The family unit can contribute to the development of social relationship and a 

sense of empathy (Siliphong et al., 2005). According to Article 8 of the 1991 Constitution, the Lao 

government promotes equality and solidarity among all ethnic groups by implementing action to 

improve and develop their socio-economic level. It is forbidden to discriminate among ethnic 

groups. All ethnic groups have the right to promote and maintain the national culture as well as 

their own tribes’ cultures and customs (Daviau, 2014). However, in real practices, there are still 

disparities on socio-economic development among different groups. Approximately 93 percent of 

the country’s poor are indigenous people who are considered to be the most vulnerable groups in 

Laos (Schenk-Sandbergen, 2011). They encounter cultural, political and economic pressures 

(Daviau, 2014) and still face problems on gender issues, particularly those who live in rural and 

remote areas where they have limited access to education and job opportunities (Siliphong et al., 

2005). 

 With that issue in mind, the Lao authorities and many development partners, including 

international non-governmental organisations, are encouraging inclusive employment and 

providing opportunities for women, disabled people and ethnic groups to participate in any 

potential organisations (Schenk-Sandbergen, 2011), thus creating diverse work forces.  Diversity 

may not be a new issue. Lao people may perceive diversity differently and may not be aware of its 

importance in the workplace. It may be necessary to establish a sector-wide working group, to 

enhance an awareness of diversity in the workplace and ensure a work effectiveness. While there 

has been a great deal of research about diverse workforces, there has been limited research on the 

practices of diversity management in INGOs in Laos. This research will explore how INGOs in 

Laos manage diversity as they are affected by an increasing globalisation and an involvement of 

women and ethnic groups in a marketplace.  
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1.3. Focus of the research 

The research project focuses on exploring practices of diversity management in Laos. 

According to Shen et al. (2009), diversity management is a management process to manage groups 

and individuals who possess different backgrounds, nationalities, cultures, gender, and 

characteristics. They argue that managing diversity can be integrated into human resource 

management practices. With this concept, the researcher aims to explore the perceptions of HR 

managers and project managers who are responsible for managing various human resources in 

International Non-Governmental Organisations (INGOs) in Laos.  

The reasons to focus on diversity management in this type of organisations are that INGOs 

are diverse organisations that emcompass various qualities of human resources, strategies and 

objectives (Ulleberg, 2009). Such organisations involve working between local technical staff and 

international staff or expatriates to accomplish the organisational goals. INGOs are the key 

development partners that closely work in collaboration with the Lao government to support a 

socio-economic development (United Nations Development Programme, 2007). Thus, the results 

of this study would be beneficial for HR managers and project managers to recognise what will be 

appropriate practices to handle diversity and understand problems of diversity in their firms.  

In this research, diverse workforce or heterogeneous human resources refer to groups of 

people who possess different backgrounds and qualities which can include men and women, 

expatriates and local Lao employees who have distinct characteristics, physical ability and 

qualifications. Such diversity workforce can also represent people who value different cultures and 

beliefs (Bell, 2012).  

 

1.4. Research objectives and research questions 

The lack of research on INGOs in Laos indicates a clear need to explore this area further.  

This research thus aims to study the practice of managing diversity in International Non-

Government Organisations (INGOs) in Laos. The research objectives are described as follows: 

- To explore the perceptions of managers in INGOs in Laos about diversity in the local 

workplace. 

- To investigate current approaches on managing diversity in INGOs in Laos.  

- To examine the effects of diversity to INGOs’ diversity management practices and 

processes in Laos.  
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- To investigate the awareness of managers of potential solutions to address difficulties in 

managing diversity in INGOs in Laos.  

 

The main research question of this research is based on these objectives and is hence 

constructed as follows:  

How do International Non-Governmental Organisations (INGOs) in Laos manage 

diversity? 

Sub-research questions are developed as follows: 

1. How do managers within INGOs in Laos perceive diversity in the local workplace?  

2. What are the current approaches of INGOs in Laos to manage diversity? 

3. How does diversity affect INGOs’ diversity management practices and processes in Laos?  

4. How do managers in INGOs in Laos solve difficulties in managing diversity? 

 

1.5. The research approach 

The researcher used a qualitative approach in this research because a research topic on 

diversity management was complex and required in-depth understanding of the data. Social 

interactions between the researcher and participants were needed. An interpretivist paradigm was 

considered a suitable research paradigm for the study because it can be used to understand human’s 

behaviour, how individuals react to particular problems and how the social reality of diversity 

management is interpreted in INGOs in Laos. Semi-structured interview enabled the researcher to 

examine depth of participants’ perceptions and explore ways of interpreting current practices on 

diversity management in their organisations. The research was conducted with involvement of five 

INGOs. The Human Resource manager and a Project manager from each INGO were the key 

participants, involving a total of 10 participants. The interview questions encompass 12 questions, 

divided into four sections which were: (1) general information of participants and organisations, 

(2) perceptions on diversity and practices of diversity management in the workplace, (3) the effects 

of diversity in managing diversity and (4) solutions to address difficulties in managing diversity. 
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1.6.   Significance of the study 

This study provides a better understanding on the practices of diversity management in 

INGOs in Laos. Even though there has been a similar study on diversity management in Laos 

(Thipphonephosy, 2015), such a previous study did not examine how INGOs manage their diverse 

workforce in comparison with HR management practices. This research project extensively 

examines an approach of managing diversity in a different area with a focus in INGOs. It identifies 

perspectives of HR managers and project managers in INGOs in Laos on diversity and practices 

of diversity management on cultural differences in their organisations. It conceptualises the effects 

of diversity in the workplace, especially in INGOs in Laos, a country with diverse ethnicity and 

nationality of workers from various background.  

This research provides empirical data on the potential solutions to mitigate challenges in 

managing diversity in INGOs. The findings of this study not only provide a more in-depth 

understanding of perceived diversity among senior managers, but also adds value to the body of 

knowledge in an improvement of human resource management practices for managing diversity 

in the organisations in Laos. This research aims to broaden knowledge of HR practitioners and all 

line managers in INGOs in Laos to be aware of a role of diversity and understand what specific 

activities should be implemented to manage and retain diverse workforce. This research may be 

beneficial for INGOs to recognise an appropriate approach in handling diverse human resources 

in order to create a friendly work environment where everyone is valued. It is hoped that research 

outcomes will also provide benefits to other sectors where diversity exists.  

 

1.7. Structure of the thesis 

  This thesis comprises six chapters: 

- Chapter one explains the background of the research, followed by research objectives and 

research questions. It also presents an overview of the research approach and the 

significance of the study in order to provide brief overarching ideas of the research study. 

- Chapter two presents literatures related to culture, diversity management, cultural 

diversity, organisational culture, diversity management framework and the effects of 

diversity management. These theories are utilised for analysing a research. 

- Chapter three demonstrates the research methodology employed for a data collection, 

sample selection and data analysis. 
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- Chapter four presents the findings obtained from the interviews through thematic 

techniques and coding for a data analysis and demonstrates participants’ opinions towards 

each interview question based on themes emerged.  

- Chapter five covers a discussion of the findings whereby relevant literatures and theories 

are used to support and clarify the research results in order to answer research questions.  

- Chapter six presents significant recommendations and limitations with regard to cultural 

diversity management in INGOs in Laos. 

 

1.8.  Delimitations of scope and main assumptions 

This research has a focus on diversity management in INGOs in Laos. The researcher is 

curious to explore perceptions of senior managers towards diversity as well as practices of 

managing cultural differences in INGOs in Laos. Interest in learning about this topic grew from 

the researcher’s experience while working with a diverse workforce in a previous organisation. 

During the time of working as well as studying in a culturally diverse environment, the researcher 

has learned and recognised the importance of working in heterogeneous teams. The researcher 

understands managing people at the workplace is challenging, especially handling human 

resources from different backgrounds, culture, age, personalities.  

As it is claimed that there is a few research focusing in Laos with regard to managing 

diversity, it motivates the researcher to study this topic with an emphasis in INGOs in Laos to 

discover how INGOs recognise diversity workforce and handle human resources with cultural 

differences. The assumption of this study is that everyone in INGOs has a clear understanding of 

diversity and diversity management.  To conduct this study, the researcher used an interpretivist 

paradigm as a philosophical position. Interpretivism focuses on investigating the subjective nature 

of social setting to understand human behavior (Kivunja & Kujini, 2017). Social behaviour and 

interactions of human resources become the key elements in the study. This research is an inductive 

study which explores and interprets human’s perspectives on diversity and managing diversity on 

cultural differences.  

 

1.9. Summary of the chapter 

 Chapter 1 outlined the background of the research study to establish a broad spectrum of 

understanding about the topic on diversity management and the information pertinent to the Lao 
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context. The research objectives as well as research questions were introduced along with an 

approach to the study and the significance of the research study. Further, the researcher presented 

a structure of this thesis to provide a brief outline of the research, then followed by delimitations 

of study and main assumptions.  The next chapter will demonstrate a literature which is relevant 

to the research topic and helps to support the research findings and address the research objectives. 
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Chapter 2: Literature review 

2.1. Introduction 

This chapter presents significant literature related to the research context which has a focus 

on the practices of diversity management in Laos. This chapter will identify the contextual 

perceptions of the country to construct a basic understanding of cultural attitudes towards authority 

and decision-making, communication style and temporal perception, relationships, and equality in 

Lao society. Such information can establish an appreciation of Lao society and provide significant 

knowledge for the research. 

As culture values differ, the author employed Hofstede’s cultural model as a guide for a 

study. While having an appreciation on the Lao context and its culture, the term diversity is also 

demonstrated and the link of diversity management of various practices has been identified to 

ensure a clear comprehension of such practices to an effective diversity management. Then, it 

follows by presenting some of relevant effects of cultural diversity. Understanding such literature 

as well as the context of Lao PDR will broaden the perspectives to view this country whether 

diversity affects the organisations in Laos. 

There has been a similar study on diversity management in Laos, but it did not have a focus 

in INGOs. Thipphonephosy (2015) studies on perceptions of managers with regard to diversity 

management in multinational organisations in Laos. He did not examine how INGOs manage their 

diverse workforce in comparison with HR management practices. This research study has a 

different focus on INGOs and diverse workforce or diversity refers to groups of people who 

possess different backgrounds and qualities which can include men and women, expatriates and 

local Lao employees who have distinct characteristics, physical ability and qualifications. 

 

2.2. Laos: An introduction of the context of the study 

Laos is considered one of the countries which possess unique cultural identities in the world 

(Singh, 2017). The population in Laos is approximately 7 million with its density per square 

kilometres of 209 people which Laos is claimed to be the country with the least population density 

in the region (Center for Excellence, 2017). Different ethnic groups speak their own languages and 

dialects like Hmong, Khmu, Mon-Khmer languages even though the official language is Lao 

(Leigh, 2012). Phommavong and Sörensson (2014) postulate that despite the fact that individuals 

live in the same or different country, distinct ethnic groups and those who value different cultures 
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have their own social conventions and the way they construct the world may be different to others. 

Dorner and Gorman (2011) demonstrate that while a culture in Laos is different to other countries, 

the way Lao people believe in power and equality differs. Because the nature of Lao cultural beliefs 

is distinctive, this section elaborates significant perceptions towards authority and decision-

making, communication and time orientation, relationships and equality as follows: 

 

Authority and decision-making 

Sumphonphakdy (2011) points out that Lao society is hierarchical and is one in which 

junior people should follow the guidance of senior authority and show respect to them. Any action 

related to an argument with senior people is considered unacceptable, so it could impede freedom 

of other people to express their ideas in particular circumstances (Leigh, 2012). As a hierarchy is 

emphasised in Lao culture, a communication approach between leaders and followers would 

highlight the importance to people with high ranking dispositions to avoid conflicts (Siliphong et 

al., 2005). Despite a hierarchical system in Lao society, a decision-making process in socio-

economic activities is consensual which everyone can get involved (Gaston, 2014).  

 

Communication style and temporal perception 

The nature of communication in Lao culture is mostly based on the norms of caring for 

other people’s feelings and preserving face. Individuals tend to convey their perceptions indirectly 

when they have an inclination to refuse or disagree with others (Dorner & Gorman, 2011). Lao 

people are amiable, humble and easy-going (Leigh, 2012). Soft speaking is valued rather than loud 

and direct communication. This is linked to a tendency to avoid conflicts which have led Lao 

people to behave in way to prevent disputes and embarrassment (Leigh, 2012). Conflicts are solved 

by compromise rather than showing aggressive behaviour. This is to maintain peace in society and 

the  honour of others including oneself (Gaston, 2014).  

In general, temporal values in Lao culture are viewed as flexible (Leigh, 2012). This 

perception of time has influenced the way people behave and express themselves slowly, but in a 

business setting, punctuality is of significance to business counterparts. Making an appointment is 

always proposed and arranged in advance (Dorner & Gorman, 2011). The role of time in Lao 

culture  values a short term orientation which focuses on present situations (Gaston, 2014). Short 
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term orientation may need respect of custom and maintenance of the face (Rienties & Tempelaar, 

2013). 

 

Relationships 

In spite of globalisation, conservative values are emphasised in Laos. The nature of Lao 

culture, traditions has an influence on individual’s perception, relationships and behaviour 

(Siliphong et al., 2005). It is widely recognised that women are always expected to be the carers 

of the family who should look afters parents and children (Schenk-Sandbergen, 2011). Lao people 

believe in Buddhism and collectivism is valued to retain peace and harmony in Lao communities 

(Dorner & Gorman, 2011). Social relationships are of significance in Lao cultures with the family 

unit considered the main institution of social support. This means that collectivism is emphasised 

in Lao culture (Siliphong et al., 2005). Lao people care for the interest of others’ people and family 

than their own preferences. The upbringing of Lao people relies on extended families which 

encourage family members to value harmony, generosity and kindness (Leigh, 2012). Maintaining 

harmony and keep a network with relatives and social communities is a norm in Lao culture. 

  

Equality 

According to Siliphong et al. (2005a), gender equality is promoted in Laos and is one of 

national priorities for the country development. Leigh (2012) says that despite a belief that women 

should be responsible for taking care of their family and doing household chores, women and 

ethnic people from rural and remote areas are encouraged to have access to services and good 

institutions. This means that a tendency to emphasise gender roles has become a significant 

concern in Lao society (Schenk-Sandbergen, 2011). However, men are still recognised as the main 

contributor in Lao communities in terms of their roles in social, political and religious aspects 

(Leigh, 2012).  

The issue of gender equality is addressed by the support of the public and private sectors 

including the Lao government, donor agencies, international organisations and other stakeholders 

(Siliphong et al., 2005). The activities to redress the balance entail a development of gender 

working groups to assess and collect the data on gender segregation by which such data can be 

employed to orchestrate a gender strategy and policies to encourage women participation in socio-

economic sectors (Gaston, 2014). Training on gender for capacity building is organised to enhance 
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knowledge of staff and create gender balance in organisations (Leigh, 2012). Because of these 

efforts, an empowerment of gender roles has gradually led to a development of gender equality 

and an improvement of well-being of all Lao citizens (Siliphong et al., 2005). 

 

2.3. Culture  

The notion of culture is quite broad (Serpa, 2016). According to Warner (2003), culture is 

a fundamental system of common beliefs and values which governs and affects a workforce’s 

behaviour to reach organisational objectives. Every single organisation and society possesses a 

unique culture. Similarly, Trompenaars & Hampden-Turner (1998) argue that individuals in each 

culture may possess distinct values, beliefs and norms that in turn influence them to construct and 

interpret knowledge in a particular way. Cope (1997) demonstrates that culture possesses various 

meanings such as individual culture, organisational culture and cultural identity which may 

contradict one (Serpa, 2016). Due to distinct perceptions of culture, a broad term of ideas towards 

culture is presented in table 1 to establish how the researcher conceptualises the notion of culture.  

 

Table 1: Definition of culture 

Sources Definition of culture 

Cabrera and Bonache (1999) Culture is defined as a broad range of concepts embedded in a society 

such as customs, knowledge, art, beliefs, morals and other capabilities. 

Chanlat, Davel, & Dupuis 

(2013) 

Culture is a shared means to determine whether social behaviour and 

human activities are acceptable by which particular rules are initiated 

in order for others to follow and acknowledge it. 

Cope (1997) Culture is constructed as forms of social interaction and the outcome of 

learning in society.  

 Hofstede (1980) Culture is associated with collective values which can be shared and 

adopted in society. Culture can have an influence on human behaviours 

and differentiate individuals from others who believe in distinct cultural 

values  
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Kikoski & Kikoski (1996) Culture refers to social practices which are shared and accepted in 

groups of particular society. It enables individuals to understand certain 

rules, common behaviours towards issues, obedience and punishment. 

 Muller (2005) Culture refers to social norms that are learned and shared among group 

of people. It reflects all relevant social behaviour and reactions of 

people 

Patrick (2010) Culture is a fundamental social system embedded in society which 

includes beliefs, values, knowledge and rules. 

Stone and Stone-Romero 

(2007) 

Culture refers to shared values of individuals which indicate norms of  

what should be done and the ways people behave in a particular society. 

Serpa (2016) Culture is defined as unique perceptions that identify a feature of 

individuals belonging to society.  

Tayeb (1996) Culture means ways of living in particular society by which people 

learn and transfer its knowledge to the next generations. 

Warner (2003) Culture is defined as the way individuals interact with other people and 

construct knowledge which have an influence on how they work 

 

The researcher viewed culture as a social pattern which is learned and shared among groups 

of people in a society. Culture indicates principle beliefs, rules and values of particular groupings 

that reflect human action in communities and how people construct knowledge in natural settings 

(Stone and Stone-Romero, 2007). This is because the culture of individuals and groups working 

in organisations is embedded in the nature of human behaviours. Culture is an underlying aspect 

of social interactions in organisations and communities whereby significant beliefs and values of 

workforce are distinct from one another as well as the way organisations operate and employees 

differ. Such a culture and a belief system can reflect overall employees’ behaviour and 

performance. Thus, the researcher acknowledges that culture in this context can affect how 

organisation and people operate and handle dynamics of cultural differences derived from human 

resources.  
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Cultural dimensions 

According to Hofstede (1980), culture is developed and transferred from generations to 

generations which encompasses all human behaviours and interactions through language, ideas, 

traditions, customs and shared values that set standards for grouping in society (Zabihi, 2013). 

Hofstede is considered one of the recognised academics who discovered numerous dimensions of 

culture which classify distinct traits of a national culture (Foster, 2015). Hofstede surveyed 

116,000 participants in IBM company in more than 60 countries by employing a factor analysis of 

the data obtained as average scores of particular countries (Gaston, 2014; Khastar, Kalhorian, 

Khalouei, & Maleki, 2011). He revealed that the main features to characterise a significant culture 

entail five factors which are power distance, masculinity vs. femininity, individualism vs. 

collectivism, short and long term orientation and uncertainty avoidance (Khastar et al., 2011). Such 

factors are identified as an extension of national values. Even though Laos is not listed in his work, 

Hofstede’s cultural model is considered an influential cultural theory which can identify different 

variations to represent cultural values (Gaston, 2014).  

 

Power distance 

According to Foster (2015), power distance is one of the cultural dimensions that indicates 

how society recognises and acknowledges power towards inequality. Power distance is a 

measurement to gauge the value of power among groups of people in society and organisations 

whether power has an influences on a distribution of inequality (Hofstede, 2011). The notion of 

power distance is conceptualised as a value to accept inequality of power in particular 

organisations (Rienties & Tempelaar, 2013). It is evident that every country may experience 

inequality in which people may be treated in a different way. For those countries that value low 

power distance, followers or subordinates work autonomously. It means that both have equal 

opportunities to construct ideas and propose solutions to address the issues and followers can 

disagree with the leaders (Khastar et al., 2011). In contrast, followers in a high-power-distance 

society are more likely to rely on the decisions rather than proposing different thoughts against 

their superiors (Khastar et al., 2011). 

The notion of power distance is defined as how individuals view and handle inequality 

(Hofstede, 1980). According to  Hofstede (1991), power distance is considered as how the power 

of membership within organisations is managed and how equality is influenced by power. People 
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and organisations that value high power distance are likely to express their attitudes with respect 

to those in higher status (Durán-Brizuela, Brenes-Leiva, Solís-Salazar, & Torres-Carballo, 2016). 

Some Asian countries like Laos, Vietnam and Thailand value high power distance. Such countries 

are authoritarian (Dorner & Gorman, 2011). Gaston (2014) argues that Laos is a country with a 

high power distance. At the workplace with high power distance, leaders and followers seem to 

have unequal position orientations. There could be a gap of salary. People tend to value 

hierarchical systems in which subordinates always follow leaders’ perspectives and do not express 

their thoughts. In contrast, in an organisation with low power distance, followers are encouraged 

to speak out and express their ideas while leaders emphasise democracy and independence 

(Hofstede, 1980). Thus, power distance may have an influence on behaviour in a diverse 

workplace. 

 

Individualism vs. collectivism 

According to Syam, Reeves, and Khan (2011), individualism vs. collectivism is a 

measurement of cultural dimensions that depicts how individuals are attached to other people in 

society. In individualism, people tend to focus on their own interests over other people’s goals 

while in collectivism, an emphasis on group interests is more likely to be valued (Hofstede, 2011). 

Zabihi (2013) states that team members in collectivist organisations may have a closer relationship 

with others than those in the individualist society. This dimension ‘individualism vs. collectivism’ 

enables people to recognise whether individuals value a group integration and how close a 

relationship among group of people in society is. Rienties and Tempelaar (2013) argue that such a 

dimension demonstrates a relationship among people and a shared value towards the individual or 

collective objectives. Zabihi (2013) adds that the critical factors which influence the level of 

individualism in organisations include size, organisational culture, history, educational 

qualifications. While individualist organisations empower employees to work autonomously, 

collectivist firms are more likely to exhibit a cohesion of employees to perform their tasks 

(Hofstede, 2011).  

As already stated, Laos is a country that values collectivism which has an influence on the 

organisational management (Sumphonphakdy, 2011). It is likely that employees cannot directly 

express their opinions and advice because of the concern for loyalty and the deference to 

authorities (Gaston, 2014). HRM in Laos has gradually adjusted to a changing environment 
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affected by the management structures, authority requirements, technology, and social factors. The 

business circumstances in Laos become more dynamic since it joins the free trade market in 1990s 

(Sumphonphakdy, 2011). Sisavath’s (2016) study of international human resource management in 

Laos found out that organisations in Laos employed policies on staffing based on the regiocentric 

and geocentric approach.  

A regiocentric approach is an approach in which expatriates are assigned to work in regions 

where its branches are operating while a geocentric approach refers to a means of working without 

a limitation of nationality. The geocentric means enables talented candidates to be flexible and 

learn to work in different circumstances. The key problem for human resource practices in Laos is 

that Lao people still lack necessary skills and knowledge. Thus, international human capital is still 

required to support the work. However, there are no issues with regard to cultural differences 

(Sisavath, 2016).  

 

Masculinity vs. femininity 

According to Foster (2015), ‘masculinity vs. femininity’ is another factor to indicate how 

a society values accomplishment and reward.  Syam et al. (2011) claim that such a cultural aspect 

is associated with the nature of shared values of the role of individuals and social orientation. Syam 

et al. (2011) also state that people in a masculine community are competitive and goal-oriented. In 

contrast, those in a feminine institution are more likely to emphasise the decent well-being rather 

than valuing materialism. However, this cultural dimension does not rely on gender, but the 

fundamental beliefs of the society (Hofstede, 2011).  

Khastar et al. (2011) argue that masculinity and femininity are considered a measurement 

to assess the importance of gender roles in societies. In the Lao context, femininity is an important 

value (Dorner & Gorman, 2011). In a society that values femininity, a shared value about the 

quality of life, work co-operation, justice, security and humility is a focus of both men and women. 

Unlike femininity, a masculine society triggers the development of ambition, competition and 

materiality (Rienties & Tempelaar, 2013). This means that work orientation, wealth and success 

in professional development are emphasised by employees in masculine organisations and society 

(Khastar et al., 2011). 
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Uncertainty avoidance 

According to Foster (2015), uncertainty avoidance is a cultural dimensions that 

demonstrates how people in a particular society handle an uncertain future and how they interact 

with unexpected situations. Uncertainty avoidance depicts an approach of society towards 

uncertain circumstances which occur unexpectedly (Hofstede, 2011). Uncertain situations may 

affect a status quo of ways of living. The standard codes of behaviours, values of the truth and 

rules are initiated to alleviate the impacts of the uncertain circumstances (Syam et al., 2011). 

Laos has an average level of uncertainty avoidance (Gaston, 2014). In a society that focuses 

on uncertainty avoidance, people are more likely to follow and behave based on rules and want to 

know what is expected to occur in the future (Khastar et al., 2011). This cultural factor represents 

a value of the society when people experience unpredictable conditions. Social aspects like 

religion, law and technology can enable individuals to prevent such concerns, understand and 

accept the nature of uncertainty in society and different behaviours of other people. For instance, 

culture and religion are employed to recognise and accept uncertain circumstances (Syam et al., 

2011).  

 

Short and long term orientation 

According to Abubakar, Mokhtar, and Abdullateef (2013), a society with a long-term 

orientation has a focus on future and views that trust and relationships take long term while a short 

term orientation emphasises the significance of current circumstances (Hofstede, 2011). Fougère 

and Moulettes (2007) point out that long-term orientation establishes a distinctive climate that aims 

to achieve the future goals while the existing objectives are also the concern. This dimension stems 

from Confucianism which encompasses four main perceptions such as an importance of family 

institutions, a connection between social stability and unfair relationship, a desire to obtain good 

qualifications and work recognition and moral interactions with others (Syam et al., 2011). 

Laotians value short term orientation (Leigh, 2012). In a short term orientation, individuals tend 

to value the current situations rather than the future which can result in an obligation of hierarchy 

and custom of society (Khastar et al., 2011). Such values can also result in a requirement of 

individual stability, respect for convention and custom, and maintenance of the face (Rienties & 

Tempelaar, 2013).  
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Critiques on Hofstede’s dimensions 

Even though the work of Hofstede is widely recognised, there are still critics of his work. 

The samples and research methodology have been critical issues (Syam et al., 2011). According 

to Syam, Reeves, and Khan (2011), Hofstede views nations as the main unit of the analysis in 

which the national culture may not depict a specific identity of sub-cultures, so the sample may 

not represent the nature of all national cultures (Soares, Farhangmehr, & Shoham, 2006).  

Additionally, the initial data of his research could be limited and obsolete because the data 

collection was conducted during the 1960s to 1970s in a multinational firm with limited samples 

who are mainly white men in a marketing department (Gaston, 2014).  

Syam et al. (2011) state that the model of Hofstede does not articulate the dynamic of 

culture in the same way as Soares et al. (2006). They argue that globalisation has significantly 

influenced cultural change and that it is not true that national cultures would be static and 

consistent. Despite such criticism, Hofstede demonstrates that the development of his cultural 

model is not only constructive, but also valid. If any factor changes, it is evident that there would 

bring effects to every country that influence on a status quo. It is unlikely that if a country possesses 

one dimension of culture that differs over others, the validity of the results would decrease (Gaston, 

2014).  

 To some extent, the cultural values of Laos could be demonstrated in this research by 

utilising Hofstede’s cultural features. This is because culture is varied and comprises many aspects 

of human behaviours, values, beliefs, perception, language (Hofstede, 2011). Having a concrete 

set of cultural measurement to investigate the values of each society as well as the beliefs of 

individuals enable researchers to better understand the nature of fundamental social values in the 

Lao context. In spite of some critiques of Hofstede’s model, the researcher acknowledges that the 

notion of culture is of importance for understanding the nation because there is always a connection 

among such values and customs (Foster, 2015). Any difference in each cultural dimension can 

affect the outcomes of social interactions and human behaviours in that society and community 

(Gaston, 2014). 
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2.4. Diversity 

According to Jonsen and Maznevski (2011), the notion of diversity is conceptualised in 

various ways. Kundu (2001) argues that diversity is defined as an existing feature of individuals 

from distinct cultural background in the organisation. Organisations should recognise diversity 

and support organisational culture that value diverse workforce without discrimination. Thomas 

& Ely (1996) postulate that diversity in the workplace refers to a combination of similarities and 

distinctions of people in a wide spectrum of dimensions at individual and organisational levels.  

Many studies assert that diversity becomes a focus of many organisations in which a 

multitude of qualities are emphasised such as ethnicity, age, nationality, gender, culture, education 

and tenure (Bakhri, Udin, Daryono, & Suharnomo, 2018; Jonsen & Maznevski, 2011; 

Podsiadlowskia, Gröschkeb, & Koglera, 2014). Podsiadlowskia et al. (2014) further demonstrate 

that diversity is associated with fundamental attributes which could be visible or underlying factors 

that can differentiate individuals from others. Similarly, Lu, Chen, Huang, and Chien (2014)  share 

the same view that diversity is defined as differences of people in characteristics and any attribute 

which formulate uniqueness of each individual. Because of different perceptions towards diversity, 

the definition of diversity is presented in a different way in Table 2 to help the researcher 

conceptualises the concept of diversity. 

Table 2: Definition of diversity 

Sources  Definition of diversity 

Bell (2012) “Diversity refers to differences of individuals with regard to ethnicity, 

gender, characteristic, age, culture, appearance, physical ability and 

any attribute which may influence relationships, opportunities, 

treatment and work results” (p. 4).  

Harvey and Allard (2009) “Diversity is not the term used interchangeably with differences. Instead, 

diversity comprises similarities and distinctions. Diversity encompasses 

the inclusive composition of similarities and distinctions. Not only one 

dimension will be the focus, but the whole collective range of 

dimensions” (p.11-12).  
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Härtel and Fujimoto 

(2015) 

“Workforce diversity is related to differences of individuals and group 

of people in terms of culture, age, gender, desires, lifestyle, nationality, 

qualifications, social status, beliefs, attitudes, ability” (p. 162). 

Kossek and Lobel (1996) “Diversity is attributed to any distinction of nationality, gender, religion, 

physical ability, ethnicity, language, culture, tenure and responsibilities” 

(p. 2).  

Lu, Chen, Huang, and 

Chien (2014)   

“Diversity refers to differences in individuals’ characteristics or 

attributes that result in the perceptions that others are different from 

oneself” (p. 858). 

Oslen and Martins (2012) “Diversity refers to any different characteristic of individuals, groups 

and organisations” (p. 1). 

Patrick and Kumar (2012) “Workplace diversity refers to the variety of differences between people 

in an organisation. That sounds simple, but diversity encompasses race, 

gender, ethnic group, age, personality, cognitive style, tenure, 

organisational function, education, background, and more” (p. 1). 

 

The notion of diversity is varied and broadly defined by many scholars. In this research, 

diversity will be identified as any difference and similarity of individuals or groups within a social 

and organisational system which includes a multitude of qualities and attributes, whether it is 

observable or unobservable (Härtel & Fujimoto, 2015). As diversity is a broad term that covers 

various factors of human resources such as culture, gender, nationality, age, language, education, 

ethnicity, ability, in response to the research context, diversity with regard to culture will be the 

main focus. It is undeniable that heterogeneous human resources would possess different cultures 

and values that represent their unique identities. Such different characteristics of diverse workforce 

can have an influence on the interactions among team members, perceptions and working styles 

which in turn can affect work performance and the overall organisational objectives. Thus, 

workforce diversity with regard to cultural differences is considered a significant component that 

may inhibit or encourage a competitive advantage of the organisation. 
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2.5. Diversity management 

This part elaborates the nature of diversity management by identifying different viewpoints 

in managing diversity in organisations. Then, cultural diversity management is discussed in 

response to the context of the study while it presents various significant activities involved in such 

management. This is to establish a clear understanding of a connection of diversity management 

with other related activities to handle cultural differences in the workplace. 

Literature on diversity management 

According to Brazzel (2003), the origin of diversity management has its root in the United 

States in the 1990s. Managing diversity was initiated in response to a demand of the federal civil 

rights, female liberation campaigns, equal opportunity, affirmative legislation in the 1950s and 

1960s and a recognition of diverse workforce for an effective management. Wilton (2013) states 

that failing to achieve equal opportunity led to the emergence of the concept of diversity 

management. Diversity management (DM) is a managerial process to promote and accept 

differences of individuals whereby organisations can develop strategies to encourage an 

acceptance of diversity, value uniqueness of employees and create a managerial system with 

diverse workforce to gain a competitive advantage (Ivancevich & Gilbert, 2000; Jabbour, 

Gordono, Oliveira, Martinez, & Battistelle, 2011).  

Sabharwal (2014) asserts that DM emphasizes the improvement of human resource 

practices, especially staffing and training for minorities and women in the organisation. However, 

Kikoski and Kikoski (1996) argue that managing diversity is not about pursuing special rights for 

women and minority groups and an elimination of discrimination. It is rather about boosting 

capabilities of leaders and those in top managerial positions to tap the most potential of 

heterogeneous workforce. The purpose of diversity management is to recognise not only cultural 

dynamic circumstances in the organisation, but also an acceptance of diversity among groups of 

people and a great effort to understand others (Tung, 1993).  

Recent studies demonstrate that DM is an acceptance of differences with a purpose of using 

differences of individuals to establish an effective work environment where everyone feels valued 

and becomes involved in contributing their skills and knowledge to work for common goals (Abidi, 

Zaim, Youssef, Habibniya, & Baran, 2017; Noor, Khalid, & Rashid, 2014). Rivera (2012) argues 

that it is important  for leaders to recognise the role of diversity management to align with strategic 

organizational policies. This is to ensure that a heterogeneous workforce is supported and 
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encouraged to work in the organisation through diversity initiatives which ensure everyone can 

work productively under a more supportive culturally diverse environment. Ross and Schneider 

(1992) point out that every staff member should be aware of the necessity of managing diversity 

and take all diversity initiatives into account which means this is not only the responsibility for 

HR persons only, but all leaders and line managers. Decentralization of management can boost 

work effectiveness for handing inequality and managing diversity (Ross & Schneider, 1992).  

 

Cultural diversity management 

According to Aytemiz Seymen (2006), an effort to initiate a shared culture to value 

diversity workforce is cultural diversity management. It is a process which ensures everyone can 

feel valued and work effectively with others despite differences on cultures, background and 

nationalities. Wilton (2013) demonstrates that a focus of managing cultural diversity is a creation 

of more inclusion as well as learning of existing cultures and eliminating discrimination. Leveson, 

Joiner, and Bakalis (2009) point out that managing cultural diversity helps boost and maintain 

culturally diverse human resources to perform their best potential in an encouraging and unbiased 

work environment. As culture can influence management, it is inevitable that management 

practices are associated with cultural diversity in terms of distinct beliefs, values, behaviours and 

attitudes of human resources within the organisation (Kundu, 2001).  

According to Kossek and Lobel (1996), an approach to support diversity management 

comprises top management commitment/organisational policies, organisational culture, and HRM 

practices. Cope & Kalantzis (1997) state that diversity is an underlying issue of the organisation 

entailing in human resource management and organization culture. Cox & Blake (1991) argue that 

cultural diversity management encompasses a variety of activities, especially HR management 

practices (recruitment and selection, reward/promotion, training and development), and 

organisational culture (cultural inclusion, valuing differences, mindset on diversity). Ivancevich 

and Gilbert (2000) share Sabharwal’s view (2014) that diversity management refers to an 

organisational commitment to recruit, reward, promote and retain diverse employees to maintain 

a competitive advantage of the organisation. Jabbour et al. (2011) indicate that an effective 

management is attributed to human resource management practices consisting of planning, 

controlling and integration of qualified resources. 
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In response to this research, diversity management approaches are likely to be closely 

associated with organisational culture and policy and core human resource functions (Lozano & 

Escrich, 2017; Pitts, 2006). The organisation can support a diversified workforce through an 

emphasis on organisational policy which encompasses equal employment opportunity and 

inclusion. The core human resource practices employed to boost diversity at the workplace are 

recruitment and selection, fair pay, training and development (Shen et al., 2009). Lozano and 

Escrich (2017) postulate that clear leadership is fundamental to encouraging an organisation to 

value cultural diversity. This is relevant to a research of Thomas and Ely (1996) who argue that 

managing cultural diversity involves creating fair opportunities in staffing process. A top-down 

management is important to help support cultural differences and develop an integration of 

learning and implement organisational policies to support diversity. Such an approach recognises 

the importance of cultural differences by linking the culture values of diversity into work 

operations (Lozano & Escrich, 2017). Figure 1 below shows the connection of fundamental 

activities related to diversity management in this context. 

 

Figure 1: Diversity management practices (developed by the author) 
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Managing diversity entails five significant aspects which are organisational culture, 

organisational policy, recruitment and selection, fair pay, training and development as follows: 

 

2.5.1. Organisational culture 

Organisational culture is linked to an approach to manage diversity in the organisation. 

According to O’Donnell and Boyle (2008), an organisation’s culture represents a set of rules, 

values, and practical norms accepted and followed by staff members within an organisation. Schein 

(2004) as cited in O’ Donnell & Boyle (2008) defines culture as the practical climate initiated to 

encourage values of the organisation and to handle individuals and groups of people within the 

firm. He emphasises that leaders should have an appreciation of culture and effectively work with 

culture. Organisational culture refers to a fundamental set of rules in the organisation which 

encompasses ethical conduct, organizational norms, and shared values (Ng, Lee, & Siores, 2003).  

Mohelska and Sokolova (2015) point out that organisational culture can be defined in 

various ways because it is affected by many aspects in society such as geographic location, 

organisational focus, characteristics of workers, background and interaction patterns. A framework 

of cognition is associated with culture which comprises behavioural norms, habits, values, 

expectations and attitudes, feelings, perspectives and ways of work (Tayeb, 1996). Every 

organisation has different culture while organizational culture entails more visible features like 

behaviour patterns and underlying values and beliefs (O’Donnell & Boyle, 2008). 

Many scholars argue that organizational culture is defined as the shared values and 

understanding which result from the shared perspectives of staff members in the organisation and 

influence their behaviours and attitudes (Harrison & Bazzy, 2017; Savović, 2017; Tayeb, 1996; 

Wilson, 2000). Harrison and Bazzy (2017) demonstrate that culture is a result of HR practices 

because organisational culture is developed in line with strategic human resource management 

while HR activities are implemented based on the value settings within the firm. A shared mindset 

can be developed through organisational culture because culture in the organisation reflects 

employees’ attitudes and work patterns (Sinclair, 1993). Tayeb (1996) claims that a difference 

between leaders and followers regarding cultural practices in the organisation is unavoidable. 

While leaders are those who develop symbols and culture to reflect organizational practices of 

employees, subordinates will adapt their own values to the firm’s needs to some extent only. Even 



25 
 

though leaders can have an influence on followers’ behaviour to work to achieve common goals, 

they cannot change employees’ values. 

According to McMillan‐Capehart (2005), organisational culture serves as an important 

basis of the firm management system, but also a standard range of practices reinforcing the 

organisational principles. Cox (2001) states that a focus of research on organisational culture is 

individualism and collectivism. The organisation that values individualism promotes workers to 

pursue their own interest and goals and provides rewards in relation to their individual 

accomplishment. Those who work in such a culture tend to be less able to adapt to distinct 

situations and experiences because competition is emphasised rather than co-operation. By 

contrast, collectivist organisations are likely to highlight shared goals and provide rewards in 

accordance with the group achievement. Human resources in collectivism are supported to value 

the success of the overall firm goals rather than their own interests which mean they can embrace 

change and adjust themselves to work with others who come from different background or in a 

diverse work environment (Stone & Stone-Romero, 2007).  

According to Chatman, Polzer, Barsade, and Neale (1998), cooperative actions are more 

likely to be exhibited in collectivistic organisations than in individualistic ones because 

individualistic people emphasise their self-interests, which hinder acceptance of distinct 

perspectives. McMillan‐Capehart (2005) explains that diversity can be valued and shared among 

group members through an emphasis of collectivistic culture. It encourages workers to focus on 

the organizational strategies and goals as well as providing guidance on diversity which enables 

employees to effectively work and focus on their assigned tasks rather than being concerned about 

a distinction among team members. When organisational culture is valued by leaders, it is likely 

that such values can influence employees’ attitudes and performances (Schein, 1991). 

 

2.5.2. Organisational policy 

Apart from organisational culture, diversity management consolidates principle policies 

and diversity approaches into management practices (Kim & Park, 2016; Urbancová, Čermáková, 

& Vostrovská, 2016). Kossek and Lobel (1996) demonstrate that a commitment of top 

management through organizational strategies and policies which value diversity should be 

integrated with other operational policies. The development of policies to encourage diversity in 

the organisation plays an important role in triggering an effective implementation of diversity 
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management as a culture for diversity may become a norm for each individual to oblige (Shen, 

Chanda, Netto, & Monga, 2009). For example, organisations with policies for diversity on staffing 

have higher percentages of female leaders in managerial positions (Reskin & McBrier, 2000). 

Kreitz (2008) states that it is obvious that diversity initiatives may be influenced by laws and 

legislations, yet it should be habits of core behaviour. Diversity in the workplace can achieve when 

little and continuum actions are implemented by all staff members at all levels which means a bulk 

of policies should be developed to ensure equal opportunity for everyone to work in any firm 

(Aronson, 2002). 

Nel et al. (2017) assert that it is vital for organisations to value diversity as a critical factor 

for the firm achievement which means an organisational commitment to diversity at strategic level 

should align with the mission, vision and business strategy. It is recommended that a bulk of HRM 

diversity policies should be orchestrated for supporting diversity management approach. Open 

feedback from employees with regard to the current diversity practices should be monitored to 

support a development of relevant policy (Nel et al., 2017). HR policies to support diversity 

encompass staffing, training, work-life balance and cross-cultural understanding. Richard, Barnett, 

Dwyer, and Chadwick (2004) demonstrate that a strategy which value diversity has an influential 

effect to improve the strategy formulation. When HR policy to value diversity is effectively 

implemented, there would be more heterogeneous employees and less in-group and out-group 

employees (Aronson, 2002).  

To effectively manage diversity, organisations may develop policies to fit an approach that 

values diversity. However, there is no ‘one-size-fit-all’ approach for managing diversity because 

any related difference and similarity of groups and individuals could lead to distinct policies and 

structures for real practices (Burgess, French, & Strachan, 2010). Even though working in the same 

labour market, different approaches can be developed and tailored for individuals’ needs to support 

a strategic change and ensure equal employment opportunity (Burgess et al., 2010). Delaney and 

Lundy (1996) postulate that despite the fact that it would be difficult to claim which method is the 

best practice to boost workforce diversity, they propose four diversity policies on some particular 

aspects which emphasize what specific actions should be implemented to develop organizational 

culture that value diversity in the organisation (Nel et al., 2017).  

The first policy is about staffing that ensures fairness in hiring and selecting candidates 

despite different qualities, backgrounds, characteristics and culture. Delaney and Lundy (1996) 
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state that if an organisation does not treat every applicant equally in a recruitment and selection 

process, diversity cannot be promoted. Second, it is important for employees to receive equal 

opportunities for self-development, which means training and development programs are equally 

accessible for all staff members. Delaney and Lundy (1996) point out that the notion of diversity 

is about a process which requires organisational support to ensure that every staff member has 

equal opportunities to access training and all diversity initiatives developed to value workforce 

diversity (Nel et al., 2017).  

However, even though diversity policies are formulated, heterogeneous workforces may 

not be able to access optimal opportunities if they are not fully encouraged to learn and access 

diversity support activities (Ferris, Frink, & Galang, 1993). Hence, policies will become 

ineffective when organisations do not value the existing culture. Third, employees’ latitude to 

express individuality and thoughts should be valued whereby any limit imposed in the organisation 

should be reasonable and would not impede the firm procedures. Leaders need to be aware that 

diversity problems could be attributed to too strict, arbitrary limits and inconsistent actions 

(Burgess et al., 2010). Fourth, employees’ responsibilities beyond work assigned or non-work 

should be recognised which means that work-life balance needs to be acknowledged (Delaney & 

Lundy, 1996).  

 

Equal employment opportunity 

According to Stoilkovska, Ilieva, and Gjakovski (2015), the notion of equal employment 

opportunity (EEO) is based on existing laws and legislations of particular countries. It is to ensure 

everyone has equal rights to access job opportunities in all types of organisations which means 

there is no discrimination in searching for a job. Globalisation as well as diversity in the workplace 

become important aspects to consider when EEO is emphasised (Noon, 2010). In a wider sense, 

EEO has a connection with race, language, gender, nationality, ethnicity, physical ability, religion, 

education, social background, social status, age, marital status, political affiliation, property status 

and any related basis envisaged by the legislation. Thus, when any employee experiences 

discrimination because of differences of gender, age, disability, culture or other characteristics, 

organisations should have a grievance scheme and a proper treatment to address problems to 

ensure EEO (Dobbin, 2010).  
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Perotin, Robinson, and Loundes (2003) emphasise that an encouragement of more firms to 

embrace EEO practices may help to eliminate discrimination. Such practices are challenging for 

HR practitioners (Dobbin, 2010). EEO is included in policies of organisations in terms of a 

recruitment and selection process, training and reward system, management functions, and equal 

pay to ensure all human resources are equally treated. While EEO is increasingly promoted, 

affirmative actions have been developed to motivate employers to hire people from marginalized 

and minority groups. A transformative change that ensures equality can result from such positive 

circumstances (Noon, 2010). 

 

Inclusion 

The notion of inclusion refers to how individuals with different qualities are valued within 

the organisation to have an access to resources and be involved in a group to contribute their ability 

in an operational process and decision making (Mor Barak, Cherin & Berkman, 1998; Roberson, 

2006). Inclusion is associated with the way diversity is handled to bring the most potential for 

organisations. It encompasses an acknowledgement and appreciation of individual or group’s 

differences in terms of observable and non-observable diversity dimensions. Inclusiveness can be 

achieved through an emphasis of organisation in various levels: individuals, groups, and 

organizations (Mor Barak, 2014).  

It is a dynamic process in which preliminary goals are adjusted and adapted to address 

objectives of inclusion. Inclusion is viewed as strategic objectives for change management from 

exclusion to inclusion (Podsiadlowski & Astrid, 2014). An inclusive workplace is defined as an 

organisation that values diversity and utilises its diversity to the full potential beyond the concerns 

of organisations (Mor Barak, 2014). In line with  Lozano and Escrich (2017), it is proposed to 

initiate an inclusive culture to develop a work environment with intercultural respect while a focus 

for diversity management is about changing the culture of the firm to value diversity. 

According to Dwyer, Richard, and Chadwick (2001), organisations should emphasise 

diversity culture in the organisational mission, vision as well as business strategy and HRM 

strategy to ensure an effective diversity management. A culture where inclusion is emphasised in 

the workplace will help improve teamwork, a friendly work environment and participation of 

employees (Mor Barak, 2014). A commitment from leaders and all followers is required to initiate 

a diversity culture.  Pless and Maak (2004) claim that the organisation can establish a culture of 
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inclusion in which heterogeneous employees with different mindsets are encouraged to 

productively work and perform their tasks to accomplish a common goal.  

Roberson (2006) argues that inclusion emphasises a sense of belonging of employees, 

create a supportive work environment and value employees. This is to eliminate any obstacle that 

prevents staff members to access the full involvement to the organisation (Mor Barak, 2014). 

Inclusion helps make sense of diversity through the organisational process, values and policies 

supported by human resource management systems (Findler, Wind, & Mor Barak, 2007).   

 

2.5.3. Recruitment and selection 

According to Lozano and Escrich (2017), to support diversity, a fundamental human 

resource function like recruitment and selection should be emphasised to initiate change in 

organisational culture which aims to promote cultural diversity. Shen et al. (2009) argue that 

recruitment and selection is a crucial step in transforming a firm to have more heterogeneous talent 

resources. A great deal of research demonstrates that recruitment is defined as a process of 

attracting a diverse talent pool to fulfil the objectives of the organisation (Akingbola, 2015; Kreitz, 

2008;  Nel et al., 2011).  When a diverse pool of qualified candidates is attracted into a recruitment 

process, a fair judgement of the requirements becomes a focus for a selection process (Kreitz, 

2008). According to Nel et al. (2011), selection is a procedure to select the right candidate from a 

talent pool by evaluating knowledge, skills and job requirements. Selection is a fair judgment that 

can ensure every potential candidate is assessed equally in order to create diverse talent in 

organisations (Bell, 2012). 

Schwartz and Davis (1981) postulate that HR practices influence behavioural norms and 

culture within the organisation by providing shared information, values and shaping employees’ 

behaviours and their experiences. Bell (2012) demonstrates that organisations can support 

diversity by having an obvious job criteria. This encompasses desired qualifications of a right 

applicant, ways to analyse and compare such qualifications with other candidates, a standard 

measurement for a fair assessment and selection, how a demographic feature of the recruitment 

and selection team are formed (Bell, 2012). When clear job criteria are identified, it is likely that 

heterogeneous workforce can increase (Kreitz, 2008). 

In a recruitment and selection process, a clear job analysis should be identified while 

appropriate actions need to be implemented to attract talent pool from various background and an 
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advertisement also needs to be widely accessible to target groups (Bell, 2012). Diversity policies 

through an integration of HRM can be implemented by providing equal job opportunity and 

flexible employment, educating on cultural awareness, encouraging work-life balance and 

communicating with distinct groups of people (Lozano & Escrich, 2017). Nowadays, not only is 

society increasingly diverse, but also every single organisation in the world has experienced 

diverse workforce on gender, ethnicity, culture (Edewor & Aluko, 2007). Thus, a change to link 

human resource practices with diversity management would be beneficial in supporting and 

valuing diverse workforce. 

 

2.5.4. Fair pay 

According to Shen et al. (2009), fair pay is an organisational initiatives to support diversity. 

It acts as a catalyst to motivate individuals to effectively perform their tasks while helping them to 

understand organisational culture that values a culturally-diverse work environment. Rudman 

(2017) demonstrates that equal pay is considered a critical factor that every single organisation 

needs to take it into account. There should be an explicit statement of remuneration practices in 

association with HR policy and organisational strategy. Wilton (2013) points out that it is 

important for reward strategy to be aligned with organisational strategies which not only support 

the firm objectives to enhance the overall work performance, but also encourage all staff members 

to recognise that their organisation acknowledges diversity and values fairness. Shen et al. (2009) 

argue that even though fair pay is significant to contribute to productive management on cultural 

diversity, a remuneration system needs to reflect employees’ competencies, skills, knowledge and 

experiences which means pay should be based on actual performance and abilities to work.  

Equal pay is valued in Laos in order to eliminate any discrimination in gender, employment 

and pay. According to Serrano et al. (2013), Laos is one of the ASEAN countries that prohibits 

discrimination in terms of gender, but in real practices, women still experience job segregation and 

discrimination on pay. To address such issues, Laos emphasises the importance of fair 

remuneration for those working in the same jobs (Schenk-Sandbergen, 2011). The labour 

legislation in Laos is presented not only to eradicate discrimination on gender-based pay, but also 

to forbid pay discrimination against women and men who perform different tasks (Siliphong et al., 

2005a).  



31 
 

Serrano et al. (2013) claim that unequal opportunities to access job prospects is associated 

with prejudices on gender roles while women are expected to take care of the family and be 

responsible for household chores. Such expectations may exist not only in Lao society, but also 

others which impede employment opportunity of women as a result of unequal pay (Siliphong et 

al., 2005). While gender differences cause issues to job opportunities and may hinder equal 

payment, the labour laws in Laos can contribute to control operation in organisations to some 

degree to value fairness and differences not because of differences of culture and gender (Daviau, 

2014). 

 

2.5.5. Training and development 

Wood (2004) states that training on diversity issues can act as a catalyst to enrich a more 

diverse environment and broaden knowledge about particular points to employees. Dessler (2014) 

demonstrates that training refers to a process of educating newcomers or existing employees. 

Kundu (2001) points out that a focus of cross-cultural training is to train and educate employees 

about a distinction of other cultures and the concerning issues on prejudice and discrimination. 

Cross-cultural training enables employees to work in different circumstances comfortably. Cross-

cultural training encompasses training on information and cultural awareness, experiential learning 

and interaction training. Such training aims to help maximise expatriates’ performances and 

minimize failure. It is important for expatriates to have a cross-cultural understanding between 

their home culture and culture of a host country, learn to adapt to new cultural environment where 

norms and social practices are different from their own (Nel et al., 2017). This is to enhance 

employees’ proficiency and their work performance.  

According to Tayeb (1996), training for cultural awareness can be divided into two types 

of programmes which are those organised to improve a skill set of employees like language 

proficiency, communication skills and those established for raising an awareness on differences of 

values, assumptions, communication patterns of particular cultures. Such training aims to raise an 

awareness of managers on how values and beliefs of a diverse workforce may differ and how they 

may have an influence the way people work together (Shen et al., 2009). Diversity awareness 

training is considered an HR function to improve a productive integration of heterogeneous 

workforce. This is because such awareness training can enable participants to better understand 
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the value of diversity and create social cohesion which in turn enhance employee performance as 

well as organisational outcomes (Edewor & Aluko, 2007).  

The strategy for top-down training may be beneficial as awareness trainings for senior 

managers are organised first and team-building trainings are held later. This is to ensure that 

education and training must be tailored for the specific needs of the organisation and individuals 

(Morrison, 1992). Ibarra (1992) claims that it is likely that the majority of people are in favour of 

those who have the same perspectives and share similarities rather than those who possess 

dissimilarities. It is significant to look beyond differences in order to tap the strengths of distinct 

groups or individuals for the better benefits for all. Edewor and Aluko (2007) illustrate that the 

most popular training programmes are the training for raising awareness for particular issues and 

the training for skill-building.  

In relation to awareness trainings for diversity management, the topics would include the 

concepts of diversity, labour demographics, background information of diversity management and 

activities to encourage participants to become involved in raising their own awareness and 

considering about potential issues on diversity needed to be discussed (Edewor & Aluko, 2007). 

Skill-building training generally educates people with more concentrated information on different 

cultural norms as well as the effects to behaviours and work performance (Wood, 2004). Apart 

from that, orientations for new employees can help introduce them to organisation’s expectations, 

organisational culture, mission, vision and the objectives of the organisation (Burgess et al., 2010). 

 

2.6. Effects of diversity 

It is not uncommon for cultural differences in organisations to bring challenges which have 

influence the operation of the firm. This is because culture represents shared values of society to 

encourage social integration. When a culturally diverse environment increases, it is more likely 

that a level of social cohesion would decrease due to a preference of homogeneity (Stahl, 

Maznevski, Voigt, & Jonsen, 2010). Diversity is associated with critical issues in organisations 

such as conflicts, communication, misunderstanding, teamwork, and work commitment (Stahl et 

al., 2010). Even though diversity leads to negative effects to organisations, it still provides benefits 

to the firm in terms of the improvement of organisational image, culture of organisations, 

innovation, and employees’ commitment and loyalty (Cox & Blake, 1991; Lozano & Escrich, 
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2017). In this section, the common effects of diversity which include creativity, problem-solving, 

communication barriers, resistance to diversity and conflicts are identified as follows: 

 

2.6.1. Creativity  

 According to Newell (2002), innovation and creativity can be enhanced through working 

with heterogeneous workforce because of a mixed quality of human resources in terms of 

educational background, experiences, age, gender and other factors. Creativity is attributed to 

diversity since heterogeneous workforce has a wider and distinct spectrum of qualifications and 

experience (Tayeb, 1996). Cox and Blake (1991) claim that creativity is more likely to be 

developed by heterogeneous group than homogeneous one, but to achieve this, team members 

should be keen to share their thoughts with others. Kossek and Lobel (1996) argue that innovation 

and creativity are more associated with a heterogeneous work team because diverse team members 

tend to have a broader range of skills, knowledge and experiences. Such wider thoughts can lead 

to a multitude of distinct perspectives, ideas and approaches to particular circumstances which in 

turn boost creativity.  

According to Chatman et al. (1998), when the level of cultural diversity in collectivistic 

firms improves, creativity also increases. Similar to Newell (2002), Harold Andrew Patrick and 

Kumar (2012) point out that working with diverse people from distinct backgrounds can trigger 

innovative ideas which in turn lead to an improvement of working styles and a better work 

performance. If cultural diversity is effectively managed, organisations can foster innovation and 

creativity while tapping its strengths to boost a potential competitiveness. (Lozano & Escrich, 

2017) argue that there is not only creativity and innovation that diversity can bring to organisations, 

but also enhance an organisation’s image and reputation as well as organisational culture which 

promotes loyalty among stakeholders (Cox and Blake, 1991; Shen et al., 2009).  

 

2.6.2. Problem-solving 

 Thompson and Gooler (1996)  argue that diverse workforce tends to produce better 

decision making and problem-solving. When comparing the performance of homogeneous and 

heterogeneous groups on cognition and decision making to find out the potential solutions and 

alternatives to problems, the results appear that those who possess different qualities and 

characteristics outperform those with the same characteristics in terms of decision making and 
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problem-solving. Cox and Blake (1991) point out that diverse workforce can produce better 

solutions to the issues when compare to homogenous groups.  

They are considered to have a broader range of ideas and experiences with analytical 

thinking skills towards the problems. If diversity is effectively handled, problem solving can be 

improved (Kossek & Lobel, 1996). Research on cultural diversity management in the workplace 

by looking at employees’ perspectives has shown that those who value diversity as a positive factor 

are likely to perform well and view their organisation as a supportive place for their career 

development (Hicks-Clarke & Iles, 2000). Workforce diversity is considered potential resources 

to contribute a wider range of knowledge to solve organisational issues and boost overall work 

performance. So, it is crucial to value cultural diversity at the workplace while recognising a proper 

way to handle such diversity to minimise potential negative effects and enhance benefits to the 

firm (Stahl et al., 2010). 

 

2.6.3. Communication barriers 

Newell (2002) postulates that heterogeneous groups may create problems on 

communications when there is no common language used in organisations. The more diverse the 

workforce, the less its members will share comprehension. Miscommunication may be inevitable 

(Kramar, 1998). Even if they have the same culture and ethnic attributes, men and women 

experience miscommunication. In order to solve this communication issue, it is significant for 

everyone to learn and understand one another because each individual possesses different styles 

when communicating with others. Such differences in communication are embedded in their 

unique values, beliefs and attitudes which may be hard to change. So, it would be better to accept 

and learn about the differences of others rather than change to adapt to other styles (Newell, 2002).  

According to Kramar (1998), it is likely that homogeneity is preferred among managers 

due to the ease of work and communication. Cox (1993) as cited in Leveson et al. (2009) argues 

that the negative effects on communication interaction with others, job satisfaction and job 

commitment are associated with an ignorance/unacceptance of culturally heterogeneous 

employees within the workplace. Stahl et al. (2010) assert that culture plays an important role in 

organisations in which distinct cultures can affect an approach of people to communicate with 

others. If individuals share the same culture and language, it would make communication easier. 
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In contrast, those who value different culture and language can cause problems on communication 

such as miscommunication and misunderstanding in the workplace (Stahl et al., 2010). 

It is claimed that diversity at the workplace not only can lead to misunderstanding, 

miscommunication, but also result in more tension which in turn affect the overall work 

performance (Holmgren & Jonsson, 2013). Past study indicated that expatriates working as 

managers in the United Kingdom felt like outsiders and recognised that language barriers caused 

by different cultures could lead to misunderstanding, friction, dissatisfaction and frustration (Neal, 

1998). It is likely that non-managerial employees may face more challenges regarding language 

differences and absence of authority for support. However, Kochan et al., (2003) discover that 

open communication plays an important role in reducing the negative effects with regard to 

cultural diversity.  

 

2.6.4. Resistance to diversity 

According to Thomas (2008), resistance to diversity is undeniable in organisations and 

society. Even though workforce diversity can bring benefits and change to the firm in a better 

manner, diversity resistance may occur. Thomas (2008) argues that resistance to diversity is 

defined as any human practices that inhibit diversity management and impede the diverse 

workforce’s opportunity on career development. Kramar (1998) points out that a wide range of 

aspects related to perceptions attributes to resistance at the workplace. He claims that the factors 

associated with resistance encompass unclear perceptions about diversity by top management, lack 

of knowledge on organisational culture, aspirations to keep a status quo and poor skills in change 

management. Past studies identify two reasons that hinder diversity in the workplace (Bassett-

Jones, 2005; Cox, 2001; Moore, 1999).  First, most people prefer to maintain the status quo while 

working in homogeneous groups. Second, organisations typically find it difficult to embrace 

change.  

In order to accomplish diversity management, it is crucial for HR managers to obtain 

proficient skills in change management, leadership, psychology, communication, organisational 

development, monitoring and evaluation (Bassett-Jone, 2005). Apart from that, a change in 

interaction toward diversity should link with an evident clarification of HR’s role in diversity 

management. Adaptation is attributed to change in organisations when individuals react to the new 

environment (Douglas, 2017). When working in new culture and adapting to local culture, 
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individuals should be flexible and aware of different expectations and values embedded in a new 

society and organisation (Kramar, 1998). However, a lack of support mechanisms for living and 

working in new culture is still an issue to connect employees with different social community 

(Douglas, 2017). 

 

2.6.5. Conflicts 

Even though diversity can lead to benefits to organisations in terms of creativity, conflicts 

can be attributed to diversity (Holmgren & Jonsson, 2013; Newell, 2002). Newell (2002) compares 

those who have the same backgrounds, characteristics and qualities with those who possess distinct 

qualities on their improvement of creativity and harmony. He postulates that diversity does not 

always improve harmony. There could be less creativity and less conflicts in homogeneous groups. 

It is believed that diverse workforce can result in more creativity, but in practice it may bring less 

innovation and lead to conflicts among team (Newell, 2002). Despite the fact that diversity can 

bring positive effects, some difficult circumstances may occur that impede work effectiveness of 

heterogeneous groups (Stahl et al., 2010). Collaboration and better work performance are likely to 

be associated with working in diverse teams rather than homogeneous groups/individual working 

isolated. However, this does not guarantee that teams can always generate effective work outputs, 

but they may create worse results than others (Hoffman & Maier, 1961). 

According to Kossek and Lobel (1996), every organisation experiences conflicts among 

staff members. It is claimed that heterogeneous groups tend to have different experiences, 

knowledge and capabilities and such differences may cause conflicts among teams. If conflict is 

effectively managed, innovative ideas for problem solving can be developed (Stahl et al., 2010). 

When diverse workforce can recognise conflict management, it enables organisations to mitigate 

conflict and bring benefits to the firms (Newell, 2002).  

As everyone has different experiences, values and backgrounds, it is certainly that distinct 

approaches for decision making are employed to address the problems and avoid conflicts 

(Thompson and Gooler, 1996). However, it could be difficult to handle conflicts as heterogeneous 

work teams probably consist of people from distinct backgrounds, culture, nationality (Stahl et al., 

2010). Different preferences may become obstacles when organisations are coping with conflicts 

derived from different cultures (Kossek & Lobel, 1996). 
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2.7. Chapter summary 

Chapter 2 presented the main literatures which are relevant to the research objectives as 

well as support the research findings. The general contexts of Laos were initially demonstrated to 

give a basic understanding of the research. Next, the researcher explained the theories associated 

with the concept of culture, cultural dimensions to outline the links to this research context. Then, 

the researcher conceptualized about diversity, and diversity management. Furthermore, a 

framework of diversity management was indicated along with outlining the theories of 

organizational culture, organizational policies, recruitment and selection, pay, training and 

development, and the effects of diversity. Such theoretical literature was established to give a 

constructive perception towards the context of the study. The next chapter will present research 

methodology employed for this research. 
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Chapter 3: Research Methodology 

3.1. Introduction 

While chapter two presented relevant literature on managing diversity in the workplace, 

this chapter explains the research methodology employed to conduct this research. To undertake 

this study, the researcher employed an interpretevist paradigm as a philosophical stance while 

utilising a qualitative approach with a semi-structured interview technique, purposive sampling 

and thematic analysis as a research tool to address research problems and research questions on 

practices of diversity management on cultural diversity in International Non-Governmental 

Organisations (INGOs) in Laos. The point of saturation, rigour of the results and ethical issues 

will be discussed in this chapter to identify all research concerns of the study. 

 

Figure 2: Outline of methodology and method employed in this research study 

 

 

 

3.2. Research paradigm 

According to Plack (2005), a research paradigm is defined as a framework of thought on 

values, assumptions and beliefs which indicates how the nature of the world is perceived. Kivunja 

and Kuyini (2017) argue that a paradigm refers to the philosophical orientations of researchers 

who use guidelines to determine what types of methodologies and research methods will be used 

and how the data will be analysed. Kuhn as cited in Crotty (1998) states that a paradigm is a set of 

beliefs which guides researchers to construct an understanding of the world. It is important for 

Reseach paradigm: Interpretevism

Methodology: Qualitative approach

Method: Semi-structured interview

Data analysis: Thematic analysis
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researchers to identify the research paradigm that will be applied since it will reflect how they 

interpret and understand social phenomena (Wahyuni, 2012). As a research paradigm is employed 

for guiding research operations based on shared assumptions, beliefs, practices and values, a wrong 

utilisation of research paradigm as well as methods from an initial stage of research process could 

affect the outcomes of the research (Neuman, 2012). 

 

3.2.1. Philosophical assumptions: 

Ontology 

 Crotty (1998) and Wahyuni (2012) argue that ontology focuses on the nature of reality and 

existence. Ontology is considered as researchers’ perceptions to understand the reality that relies 

on the independent factors. According to Patton (2002), ontology is associated with whether 

realities are socially constructed by a provable reality or by multiple elements. It could be about 

individuals’ reality and how researchers acknowledge the nature of social phenomenon and reality.  

According to Kivunja and Kujini (2017), ontological assumptions are those that researchers 

believe whether something is real. It investigates a fundamental belief system about ‘what is’ and 

‘the nature of being’. It is important for researchers to understand their own assumptions with 

regard to the nature of the truth because it helps make sense of the data obtained from social 

phenomena. Such assumptions enable researchers to conceptualise about research issues and how 

to approach them to answer research questions and construct solutions. Kivunja and Kujini (2017) 

claim that ontology is vital for a paradigm as it sheds light on the reality which constructs the 

nature of the world. It investigates the fundamental thoughts that set themes resulted from an 

analysis of the data. In this study, I embraced the concepts of distinct realities and acknowledged 

the importance of presenting different ideas towards particular issues. 

 

Epistemology 

According to Schwandt (1997), epistemology is a learning of the world on how knowledge 

is stemmed from, how the reality is known and the relationship between something we know and 

unknown. Epistemological assumptions are the perceptions of researchers on constructing, 

understanding and using the available knowledge (Wahyuni, 2012). While Crotty (1998) posits 

that epistemology refers to the theoretical perspectives of how individuals view the world and 

interpret its meaning, Maynard (1994) as cited in Crotty (1998) says that “Epistemology is 
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concerned with providing a philosophical grounding for deciding what kinds of knowledge are 

possible and how we can ensure that they are both adequate and legitimate” (p. 10). Kivunja and 

Kuyini (2017) point out that epistemology investigates the nature of knowledge and explains how 

basic knowledge is formed and acquired whereby researchers or investigators are able to 

understand and broaden a comprehension on particular field of research. They also highlight that 

epistemology is significant to enable researchers to construct the view when discovering 

knowledge in social phenomena. Crotty (1998) adds that epistemology means how the knowledge 

is analysed and perceived through different perspectives which include objectivism, 

constructivism and subjectivism. In this research, constructivism will be employed because an 

interpretation and construction of knowledge of diversity management in INGOs in Laos is viewed 

in different ways based on basic knowledge and experiences of individuals even though it appears 

to be in the same natural situations. 

 

Axiology 

According to Wahyuni (2012), axiological assumptions are concerned with values and 

ethics in relevant to research studies. While Oslen (2005) states that axiology is a  value theory 

that examines the underlying values embedded in a particular things, Finnis (1980) as cited in 

Kivunja & Kujini (2017) points out that it is perceived as the logical approach to making the right 

judgment on values. Axiology encompasses identifying, understanding and assessing the notions 

of ethical conduct in relation to the research study (Kivunja & Kujini (2017). Axiology attempts 

to disclose whether researchers aim to illustrate or foresee the world, or only look for a better 

comprehension about it. It emphasises the value of the research which is crucial since what 

researchers value can have an influence on a research process, ways of conducting a research and 

values of the findings (Lee & Lings, 2008). Heron (1996) posits that values set a guiding perception 

which is associated with human behaviour. Researchers exhibit their axiological skills through an 

ability to demonstrate the value judgement which could lead to conclusions that may be distinct 

from other researchers who own different values. Having a clear position of your value to view 

and understand the world enables researchers to justify their decisions and consider what an ethical 

and appropriate conduct is (Heron, 1996). In this research project, I acknowledged the facts and 

knowledge are value-laden because the researcher was part of the research instrument which means 

the nature of this study would be subjective. Any bias should be recognised while a significant 
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guideline for conducting a research should be utilised to mitigate or eliminate such biases (Tubey, 

Rotich, & Bengat, 2015).  

 

3.3. Interpretivist paradigm  

According to Kivunja & Kujini (2017), interpretivism aims to understand and investigate 

the subjective nature of social setting. This is to understand human behavior and interpret the 

meaning from the subject in particular contexts. Wahyuni (2012) demonstrates that due to various 

realities embedded in the natural setting, interpretivist researchers are likely to interact with 

participants in order to gain rich information from the social phenomena which mean interpretivists 

rely on a qualitative approach. Knowledge is socially constructed through researchers’ cognitive 

thinking process of data obtained from participants (Punch, 2005). Strauss and Corbin (1990) point 

out that theory is likely to be grounded in the emerging data. Interpretivism utilises qualitative data 

and descriptions for an analysis to identify specific details of social realities (Wahyuni, 2012). 

Data collection is conducted by researchers as participant observers with insider perspectives 

through interviews, reflective sessions, and discourses. The research findings are influenced by 

researcher’s values while researchers attempt to be neutral and depict a rational research finding 

(Kivunja & Kujini, 2017).  

In response to this study, I set theoretical perspectives based on the interpretivist paradigm 

or qualitative approach because this research was focused on the exploration of human’s 

perceptions on diversity management in INGOs in Laos. This interpretive study is inductive and 

focuses on people’s experiences and their attitudes toward particular issues (Crotty, 1998; 

Mackenzie & Knipe, 2006). An interpretivist paradigm can be used to understand human’s 

behaviors, how individuals react to particular problems, and how social reality on diversity 

management is interpreted in INGOs in Laos. The researcher did not employ other paradigms 

because they possess different values and do not match the aims of this research project. For 

example, the positivism paradigm values generalisation and attempt to employ reliable approaches 

to identify, control and foresee human action (Plack, 2005). According to Kivunja & Kujini (2017), 

the positivism paradigm refers to logical investigation based on experiments and observations of 

experiences to understand human behavior. The positivist researchers act as the external observer 

to investigate social phenomena by utilising statistical system, hypothesis testing, and collective 

findings with a large sample size to find out the answer for the hypothesis as well as generating 
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acceptable knowledge (Creswell, 2013; Wahyuni, 2012; Neuman, 2012). The quantitative 

approach is associated with the positivism paradigm because it depends on a particular deductive 

and numeric system to find out conclusions (Kivunja & Kujini, 2017).  

Unlike positivism, the interpretivist researcher focuses an interaction with informants and 

emphasises on particular contexts that participants belong to either in their everyday or 

professional lives. The knowledge and meanings are orchestrated in various ways which the 

researcher can learn the sophistication of each individual’s perspectives towards the research 

issues through social interactions and an interpretation of what the researcher can discover. Thus, 

the interpretivism paradigm is considered the most suitable paradigm for addressing this research 

topic and enables the researcher to answer research questions since the topic on diversity 

management is quite complex and requires more depth on the data. By applying the interpretivist 

paradigm, I interacted with participants through an interview and interpreted their explanation and 

experiences. (Grant & Giddings, 2002).   

 

3.4. Research methodology 

According to Mackenzie and Knipe (2006), research methodology refers to a research 

approach associated with a research paradigm which the researcher employs to conduct a research 

study. Research methodology is defined as procedures and plans of research (Creswell, 2014; 

Crotty, 1998) which demonstrate how researchers position themselves to see problems and answer 

research questions through particular methods (Mills & Birks, 2014). While McGregor and 

Murnane (2010) argue that methodology is a research measurement encompassing theoretical 

assumptions which help to discover the underlying nature of human behavior and social action, 

Kothari (2004) states that research methodology is a means to help understand research problems. 

It comprises various dimensions of underlying theory that can enable researchers to conduct their 

research (Dhawan, 2010; Sachdeva, 2008).  

Crotty (1998) claims that methodology is like a strategy that researchers design to help 

them decide what research techniques will be used and linked to address the research objectives. 

According to Kivunja & Kujini (2017), methodology is fundamental theories that researchers need 

to be aware of in order to effectively plan for a research process in terms of research design, 

research approaches and methods. Moreno (1947) states that methodology is a systematic approach 

to conduct a research study in order to discover new insights from research problems. It 
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encompasses making assumptions, identifying limitations and ways to alleviate them. 

Methodology emphasises how the world is known and how knowledge is obtained (Kivunja & 

Kujini, 2017). According to Dhawan (2010), researchers have to clearly understand the 

assumptions of different methods by considering which research techniques will be suitable to help 

answer particular problems with valid results. Quantitative and qualitative approaches are 

scientific approaches of research methodology which enable researchers to unravel research issues 

systematically and logically.  

 

3.4.1. Quantitative and qualitative approaches 

 Quantitative approach 

According to Creswell (2014), quantitative research approach is associated with statistic 

and quantitative data. It has an emphasis on examining objective notions of social phenomena 

through a logical numeric procedure including various factors (Creswell, 2014).  A hypothesis is 

developed for testing and a large sample size is focused in this research approach (Saunders, Lewis, 

& Thornhill, 2012). A quantitative approach enables researchers to collect data from a multitude 

of groups through questionnaires and surveys in order to explore the relationship between 

dependent and independent factors, use a statistical analysis for demonstrating the population’s 

trends and perspectives (Creswell, 2014).  

Even though a quantitative approach allows researchers to reach a wide range of 

perspectives from a large sample size, it may lack accuracy in terms of measurement (Bryman, 

2012). This is because research instruments are the main tool that researchers employ to conduct 

a research project by which the data gathered from questionnaires could be superficial (Rubin & 

Babbie, 2011). Bryman (1989) points out that quantitative research tends to focus on statistical 

data rather than interpretation of social contexts. Quantitative research is unlikely to have a strong 

emphasis on context because it involves mathematic analysis and experiments. A quantitative 

study is thus unable to capture a dynamic of a social setting. Even though conducting quantitative 

research would not be sophisticated, it lacks flexible response and requires much time for 

designing research instruments (Walliman, 2011). According to Atieno (2009), quantitative 

approach and qualitative approach possess different ways to explore the reality of social 

phenomena. While a quantitative approach is likely to bring too broad data on generic and 

statistical findings, the researcher opted for a qualitative approach for this research. This is because 
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such a topic has a complexity and requires in-depth understanding rather than the statistical data. 

The notion of qualitative approach will be discussed in the following topic.   

 

 Qualitative approach 

According to  Creswell (2014), a qualitative approach allows the researcher  to investigate 

and discover social problems through an interpretation of meaning from groups and individuals in 

a particular setting. A qualitative approach helps researchers understand social phenomena from 

the participants’ perspectives. It is an inductive approach in which researchers are concerned with 

how individuals see things in their lives (Taylor, Bogdan, & Devault, 2016; Yin, 2016). A data 

collection of this research approach is set through a fieldwork with an interaction and a dialogue 

between researchers and participants (Creswell, 2014). Data analysis is constructed to address the 

topic’s complexity by which researchers can interpret and make meaning from the data obtained 

from participants (Atieno, 2009) and a discussion of the findings is reported in a flexible format 

(Creswell, 2014).  

 Despite the fact that qualitative approaches may not be able to cover the broader sample 

of quantitative research, researchers who employ a qualitative approach are able to conduct in-

depth and thorough studies on a wide range of interesting and complex topics (Yin, 2016). 

Qualitative research is an interactive approach in which the researcher is considered a fundamental 

component. The more interactions with the informants, the better understanding and detailed 

perspectives toward specific issues can be explored (Maxwell, 2013). The qualitative method 

enables researchers to understand depth meanings of the event through their personal lens in a 

particular context. Understanding individuals’ behavior and social phenomena would be difficult 

unless the subjects articulate their perspectives, attitudes and feelings. Becoming part of the 

context enhances a level of understanding of any phenomena. Qualitative research allows 

investigators to be involved in the organisation which they aim to study and be flexible in a context 

rather than being fixed with questionnaires as everyone possesses distinct experiences and have 

different perspectives toward the social reality (Atieno, 2009). Such a research approach also 

creates a chance for researchers to spontaneously change and constitute new questions to reflect 

the purposes of research objectives (Maxwell, 2013).  
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3.4.2. Rationale for using a qualitative approach 

When critically considering both quantitative and qualitative approach, the researcher 

found that a qualitative approach was the most suitable approach to help address the research 

questions as well as research objectives of this study because of three main reasons as follows: 

-   A qualitative approach was helpful for this research project because the purposes of this 

research was to explore perceptions of managers in INGOs in Laos in terms of their understanding 

toward the notion of diversity and their practices on diversity management with regard to cultural 

differences. Their thoughts, experiences and feelings were considered significant for the researcher 

to interpret the meaning. The sophisticated topic on diversity required an expression in words that 

enhances in-depth understanding of researchers while statistical data was not the objectives that 

the researcher would like to explore, so qualitative approach was chosen.  

- The reasons to focus on diversity management in INGOs are that INGOs are diverse 

organisations that emcompass various qualities of human resources, strategies and objectives 

(Ulleberg, 2009). INGOs worked with local technical staff and international staff or expatriates to 

accomplish the organisational goals. In this study, diverse workforce or heterogeneous human 

resources refer to groups of people who possess different backgrounds and qualities which can 

include men and women, expatriates and local Lao employees who have distinct characteristics, 

physical ability and qualifications. The idea behind qualitative research is to purposefully select 

participants or sites with a small sample size that will best help the researcher understand the 

problems and the research questions (Yin, 2016). The target participants were human resource 

managers and project managers who are responsible for managing various human resources in 

INGOs in Laos.  

- This research approach was less time consuming, an important consideration given the 

limited time for a data collection. This study involved an interpretation of language, behaviors and 

interactions to exchange knowledge as well as gain new insights by constructing and analysing the 

data to formulate a new understanding based on the nature of the research (Flick, 2006). The 

researcher sought to understand current situations happening in natural settings and developed 

concrete theories from an interpretation of the data collected from participants. Such an approach 

enabled the researcher to identify how they can work and manage cultural diversity in their 

organisations (Briggs, Coleman, & Morrison, 2012). 
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3.5. Research methods 

According to Wahyuni (2012), research method refers to all significant research techniques 

used to collect and analyse data. It is defined as a fundamental tool of research on how to collect, 

collate and analyse data which enables researchers to discover conclusions of a research 

(Walliman, 2011). Mills and Birks (2014) posit that methods encompass data collection, data 

analysis on quality and validity, data interpretation, and presenting findings. Creswell (2014) and 

Yin (2016) demonstrate that there are four types for collecting data in a qualitative approach which 

are observation, interview, documentation, visual and audio taping. Researchers observe groups 

and individuals on their actions and behaviour in particular settings while engaging in the event as 

an observer and a participant. General open-ended questions are employed in the observation 

which enables participants to share their ideas autonomously. For an interview technique, it 

includes face-to-face interview, focus group interview with a small number of participants, and 

phone interview. Another means is that the researcher can use secondary data or documents from 

public and private sites. The last one is the visual and audio data which can derive from videotapes, 

photographs, and any type of information from social media (Creswell, 2014; Jha, 2008). 

  

3.5.1. Rationale for using a semi-structured interview 

By comparing the qualities of four techniques of qualitative approach, I found that an 

interview was the most suitable approach to gain insights for addressing research questions and 

research objectives on practices of diversity management on cultural differences in INGOs in Laos. 

As mentioned earlier that such a topic is quite sophisticated and requires depth for understanding, 

face-to-face interview, especially semi-structured interview would be beneficial for the researcher 

to explore new insights on diversity management in the Lao context. Walliman (2011) points out 

that an interview technique is considered more appropriate for the research study which requires 

an in-depth investigation to gain sufficient data to address research questions. There are three kinds 

of interview which are the structured interview, unstructured interview and semi-structured 

interview. The structured interview includes questions that are developed to ask participants with 

close-ended answers. The unstructured interview is an interview without fixed format or closed 

questions which enhance the flow of the interview and enables the researcher to gain knowledge 

from the perspectives and behavior of participants (Bernard, 2012). A semi-structured interview is 
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an interview combining the structured and unstructured interview format with open-ended 

questions (Walliman, 2011). 

According to Frances, Coughlan, and Patricia (2009), a semi-structured interview is a 

flexible research instrument including structured and unstructured question format. It allows 

researchers to ask further questions to explore relevant concerns raised by participants. A semi-

structured interview focuses on facilitating participants to express their opinions, and experiences 

on a specific social setting which is viewed by the researcher (Wahyuni, 2012). Boeije (2010) 

argues that knowledge from the interviewees will be shared to the interviewers through their 

interactions and conversation. While the concepts of diversity involve differences of individuals 

on identities, cultures, beliefs, educational background, gender and so on, the comprehension of 

participants towards the topic could be varied. By applying a semi-structured interview, I could 

explore depth of participants’ perspectives, feelings and examine ways of interpreting previous 

and current practices in their organisations regarding diversity management. Because of these 

reasons, I used this type of interview in this research project. 

 

3.5.2. Interview protocol 

 I followed the process of interview protocol which includes four processes (Castillo-

Montoya, 2016): 1) I made sure of the alignment of interview questions and research questions 

because it enhanced the effectiveness of the interview, assessed and used the significant interview 

questions that helped address the objectives of research questions while eliminating one that were 

not necessary; 2) I constituted interview questions which were different from research questions, 

utilised various types of questions, followed the rule of conversation with a good manner and used 

a script encompassing prompt and follow-up questions to boost the flow of a conversation and gain 

as much data as a conversation continued; 3) I tried to get feedback on the interview protocol to 

improve consistency of the interview and whether participants could understand interview 

questions accurately and 4) After I initiated an interview protocol aligning with the research 

objectives, the interview was planned to stimulate the flow of the conversation and the assessment 

of interview questions was proceeded to examine simplicity, clearness and understanding, I 

conducted a pilot study as a pre-test of the interview protocol to check whether consistency, timing 

and recording are within the expectations (Bernard, 2012; Castillo-Montoya, 2016). 



48 
 

According to Creswell (2014), when conducting an interview, it is significant for a 

researcher to follow an interview protocol to ensure an effective result of data collection. While 

the research was doing this research, instructions for an interview were identified, especially 

whether audiotaping was allowed during an interview and all interview questions were constructed 

to reflect on the objectives of the research. The interview questions of a semi-structured interview 

were open-ended which allowed new ideas to be explored (Bernard, 2012). I conducted the 

interviews in Lao using an audio recorder during each interview. I transcribed and translated the 

transcripts into English. To conduct a semi-structured interview, I asked participants for general 

information about their roles, some details of the particular organisation they are working for and 

followed up with the topic of diversity and diversity management in their organisations. As this 

type of interview was flexible, when interesting ideas came up, I spontaneously developed new 

questions to ask participants to elaborate and give examples for clarification.  

 

3.5.3. Structure of the interviews 

To conduct an interview, the researcher first sent a request for an interview along with the 

information sheet, organizational consent and participant consent form to the participant via email 

in advance for their consideration. Once they agreed to take part in this research project, the 

researcher contacted the participant for when and where to arrange an interview as per an 

agreement between the researcher and participants. The researcher began the interview by 

concisely demonstrating the objective of the interview, confirming their confidentiality and giving 

participants a consent form for a signature. After that, the researcher started recording the 

interview. The researcher started to ask questions from general to specific, used some questions to 

let interviewees feel comfortable to express their thoughts and made sure they could understand 

and answer the initial interview questions (Creswell, 2014).  

Before asking them specific questions, I gave space for them to think and let them lead the 

interview while the researcher guided them through a script and follow-up questions to ask for 

more clarification and a better understanding. During the interviews, I took notes of the interesting 

information. The average time of the interviews was 30-45 minutes. After finishing each interview, 

I further asked the participants whether they had any questions and wanted to add additional 

comments which they did not mention during the interview (Wahyuni, 2012). A reflection note 
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was written after each interview to remind the researcher of what and how the interview had been 

done and what needed to be improved in the next interview (Yin, 2016). 

 

3.5.4. Advantages and limitations of the interview 

 According to Frances et al. (2009), an interview technique provides the flexibility on the 

interview pattern and enables the researcher to gain in-depth data from the informants.  Semi-

structured interviews enables both the researcher and participants to spontaneously react to a 

dialogue while a good interview atmosphere can be created to allow interviewees to freely express 

their thoughts (Opdenakker, 2006). Bernard (2012) states that employing a semi-structured 

interview can benefit the researcher who conducts an interview in a highly bureaucratic 

organisation because it depicts that the researcher is in control to a data collection while giving 

space for informants to lead the interview. However, according to Creswell (2014), there might be 

limitations to employing interviews for a research in terms of indirect and bias answers. This is 

because everyone perceives problems in a different way, so the way they articulate the issues and 

responses to the interview questions would vary (Taylor, Bogdan, & DeVault, 2015). Becker and 

Geer (1957) cited in Taylor et al. (2015) point out that participant’s misunderstanding of interview 

questions is also one of limitations and assumptions about the interviewee’s responses and, 

behaviour could be wrong. The researcher tried to be neutral and followed the interview guide to 

keep focusing at the topic and the objectives of an interview while being flexible enough for 

interviewees to have a clear understanding about the purpose of the interview.  

 

3.5.5. Data collection instrument  

Interview questions need to be carefully constructed to help address research problems and 

research objectives (Bernard, 2012). Wahyuni (2012) states that the researcher needs to make sure 

to construct the open-ended main questions and probes in accordance with research questions and 

research issues and main themes. In this research study, I developed interview questions which 

were distinct from research questions and employed different kinds of questions in an interview 

(Castillo-Montoya, 2016). I also developed follow-up questions and probes to enhance the flow of 

a conversation and ask for clarification, examples on particular issues which were not clearly 

explained by the informants (Creswell, 2014). The interview questions are enclosed in appendix. 
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Table 3: Relationships between interview questions and research objectives 

Interview questions Purposes and research objectives 

Question 1-6 To explore general information of participants and organisations 

Question 7 To explore the perceptions of managers in INGOs in Laos on diversity in 

the workplace 

Question 8-9 To investigate the practices on managing diversity on diversity in INGOs 

in Laos. 

Question 10 To examine the effects of cultural diversity to INGOs in Laos. 

Question 11-12 To investigate the awareness of managers of solutions to address 

difficulties in managing diversity INGOs in Laos. 

  

3.5.6. Pilot study 

According to Dikko (2016), a pilot study or feasibility study is considered as a pre-test of 

a research tool for a preparation of an actual study. It can be implemented with a small sample size 

with the same characteristics of the target participants. Piloting the interview plays an important 

role in any research in strengthening interview protocols (Majid, Othman, Mohamad, Lim, & 

Yusof, 2017).  Yin (2015) highlights that conducting a pilot study not only helps researchers to 

detect potential flaws in the interview design, but also enables them to modify and refine it before 

the major study is taken place. This is because it can help researchers consider whether all 

interview questions are constructive and relevant to address research questions and research 

objectives, and determine whether such questions can reach a sufficient response. If interview 

questions are unclear, it is likely that interviewees may misunderstand a purpose of particular 

questions which may result in a bias in a data collection (Dikko, 2016). Thus, it is significant to 

conduct a pilot study prior to an actual research to ensure rigour of the results. 

In relevant to this research, a pilot study was conducted with two participants from different 

non-governmental organisations in Laos to examine whether the interview questions were 

logically constructed. After a pilot interview, a constructive feedback was provided by participants 

as the researcher found out that some questions seemed to be repetitive, especially the questions 

about managing diversity in the workplace, so the unnecessary one was discarded. Some 

terminology employed in the interview questions confused participants which later the researcher 

refined it and rearranged the structure of questions to make a discussion flow from general to 
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specific as well as amended necessary questions to be precise and easily understood. By piloting 

an interview, I could detect errors of interview questions and modified them in advance to ensure 

accuracy and cohesion of interview instrument which could lead to a validity of responses and an 

adequate data for the research.  

 

3.6. Sample selection 

  According to Corbetta (2003) and Tracy (2012), sampling is a planning process to select 

samples based on the criteria of the nature of the research. There are two fundamental types of 

sampling which include probability and purposive sampling (Dawson, 2009). Merriam (2009) 

asserts that probability sampling refers to a random process that enables a researcher to generalise 

the research findings from the sample to the population while purposive sampling is a sampling 

technique that a researcher selects data and sample size based on the purpose and approach of the 

research (Dawson, 2009). According to Yin (2015), when conducting a qualitative research, 

samples are deliberately selected in order to elicit the richest information. A selection should be 

based on a set of criteria which ensures the samples would have distinct perspectives to a study 

topic. He adds that a purposive sample may not be a representative sample, but should represent a 

wider range of thoughts on the research topic (Yin, 2015). Sample sizes in qualitative research are 

small as it is aimed to intensively study and generate rich data (Curtisa, Geslerb, Smitha, & 

Washburn, 2000). Creswell (2014) postulates that selecting participants purposefully enables the 

researcher to effectively explore the research inquiry and the research problems.  

 According to Miles and Huberman (1994), there are six sampling strategies in qualitative 

research which are 1) the researcher should ensure that selected samples have an influence on 

constructing insights inductively from the emerging data, 2) the researcher needs to develop a thick 

explanation of the social phenomena aimed for the study, 3) qualitative samples should improve 

the findings’ generalizability, 4) the researcher needs to select the sample to generate credible 

descriptions, 5) the researcher should be aware of ethical issues and consent when selecting a 

sample and 6) the researcher should consider whether sampling is feasible and supports the 

researcher to cope with unexpected circumstances during a data collection. By applying such a 

strategy, qualitative researchers would be able to conduct a research productively. 

In relation to this research, purposive sampling is used because this study aims to explore 

the perceptions of managers in International Non-governmental Organsiations (INGOs) in Laos in 
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terms of diversity management. The researcher followed the sampling strategy for a qualitative 

approach and made a judgement for a sample selection in accordance with research questions and 

research objectives. Thus, when generalisation is not the main objective of the research, a 

purposive sampling is suitable for the study (Merriam, 2009). The key participants to help generate 

rich information are HR managers and Project managers in INGOs in Laos who are professional 

in managerial and HR fields and have experiences in managing a wide range of diverse workforce. 

The researcher ensured that by selecting such a sample, sufficient data and rich explanation could 

be provided while ethical issues and sampling feasibility were addressed upon a sampling process.  

Before a formal interview was conducted, I e-mailed a request for an interview along with 

an organisational consent form, information for participants and a consent form to 12 INGOs out 

of in Laos that are working for a development in humanity and inclusion, environment, education, 

healthcare, and socio-economic development. Those organisations are considered diverse with 

regard to gender, nationality, culture, ethnicity, and background. Only five INGOs agreed to 

participate. After the organisations agreed to become involved in the study, I contacted 10 

participants who are HR Managers and Project Managers in a particular INGO to ask for their 

availability for interviews. Mostly, the interviews took place in the office of participants. The 

researcher was from Laos and had no relationship with participants in INGOs involved in the 

research. However, one participant felt uncomfortable being recorded and asked to withdraw. The 

researcher than had to ask for more participants. 

According to Guest, Bunce, and Johnson (2006), there is no specific principle for guidance 

when data saturation is reached. Each study design is constructed differently for particular research 

which means there is no one-size-fits-all techniques to achieve a point of saturation. As Guest et 

al. (2006) state that sample size could be small to reach data saturation and several researchers also 

claim that the sample size could be a minimum of 10 participants required for establishing a 

consensus for data saturation (Atran et al., 2005; Francis et al., 2010), the researcher thus decided 

to interview 10 senior managers in INGOs. I employed the same interview questions to ask various 

participants in order to help reach data saturation (Guest et al., 2006). After each interview, I went 

through the transcripts and coded them to look for emerging themes related to diversity 

management. By the time I had done 10 interviews, there was no new information and additional 

themes discovered which means data saturation was likely to be reached. 
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 Organisational context and participant information 

Five INGOs in Laos involved in this study are those working for a development in 

humanity and inclusion, environment, education, healthcare, and socio-economic development. 

INGO1 stands for International Non-governmental Organisation 1, INGO2 for International Non-

Governmental Organistion 2, INGO3, INGO4 and INGO5 accordingly. Overall, 10 participants 

(three males and seven females) who got involved in the research are Lao professionals in human 

resources management and programme management. They have worked in international 

organisations in Laos for more than five years. Participants with work experiences between on and 

five years are the majority group which accounts for 40% of the total samples while those who 

have worked between six to 10 year experiences and those with more than 11 years’ experiences 

share the same figure at 30%.  

 INGO1 

INGO1 is an international non-organisation with a head quarter in Gland, Switzerland. 

INGO1 has been established in Laos in 1980 to work to promote a sustainable environment and 

protect the natural resources such as forest, wildlife and freshwater. It works on environmental 

issues and create a better place for humans to live peacefully with nature by preserving 

biodiversity, and encouraging the use of renewable energy. This is to minimise an environmental 

degradation and contribute in poverty reduction in Laos. There are 42 employees in INGO1 with 

13 female employees and 29 male employees. There are 7 expatriates out of a total number of 

employees. INGO1 has 4 female managers and 11 male managers. This shows diversity in gender 

and nationality in INGO1. 

HM1 is a Lao male senior manager who has worked for INGO1 for 16 years. He is 

responsible for human resource management functions while facilitating procedures for technical 

units about program budget, outcomes, outputs and deliverables in the global service management 

system. PM1 is a Lao female senior manager for agriculture and forestry. She has worked for 

INGO1 since 2009. She is responsible for managing a project on agriculture to encourage villagers 

to work, improve their wellbeing and contribute to conserve the forest. She not only works on 

conserving the forest but also works for the sustainable development.  
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INGO2 

INGO2 has been working in Lao PDR since 1994 with a focus on educational development. 

It aims to promote all children including both boys and girls and those with disabilities to access 

good educational institutions. INGO2 has a main focus of work on a development of inclusive 

education, school feeding, literacy and provide support for unexploded ordnance victims. INGO2 

aims to develop a decent living standard for the children in Lao PDR and that can influence on a 

country development in the future. There are 96 employees in INGO2 with 37 women, 59 men 

and 5 expatriates. There are six women and two men who work as senior managers in INGO2. 

HM2 is a Lao female senior manager who is responsible for over HR activities such as 

recruitment and selection, training and orientation, reward and staff recognition, staff personal 

filing and some related administrative tasks. She has worked for INGO2 for 6 years. PM2 is also 

a Lao female senior manager with four year experiences at INGO2. Her responsibilities are to 

work for strengthening skills and performance of employees and the overall work performance, 

training on time management, roll out policy, implement and monitor project activities. 

INGO3 

INGO3 has officially operated in Laos since 1991. It is an international non-governmental 

organisation that works to support families and children to eradicate poverty.  INGO3 works with 

the Laos government and other development partners to strengthen healthcare system, education 

system, child protection and agriculture livelihoods. INGO3 values differences of people and has 

a commitment to work with people who come from different background, culture, gender and 

ethnicity. There are 136 employees in INGO3 with 40 women, 96 men and 7 expatriates. INGO3 

possesses 5 female managers and 30 male managers. 

HM3 is a Lao male senior manager who is responsible for HRM practices including 

recruitment and selection, duty segregation, staff compensation, and database for staff. HM3 has 

worked for INGO3 for 11 years. HM3 has a role to work and manage people and culture as well 

as develop a mindset for employees to understand about diversity. HM3 not only works in HRM 

tasks, but also oversees the overall work operation in INGO3. PM3 is a Lao male senior manager 

who has worked for INGO3 for 5 years. He is responsible for managing the overall program 

management of INGO3, communicating and coordinating with technical units, governmental 

officials and other development partners.  



55 
 

INGO4 

INGO4 has its head quarter in Australia. It has been operated in Lao PDR since 2010. 

INGO4 works to promote children’s rights, support community development, child safeguarding 

as well as working for a poverty reduction.  INGO4 aims to strengthen educational system, 

healthcare, food security, mother and child care as well as enhancing youth and children to 

particiapate in community discussion and decision making. INGO4 has 67 employees with 24 

women, 43 men and 4 expatriates. There are 4 female managers and 6 male managers in INGO4. 

HM4 is a Lao male senior manager who has been working for INGO4 for 6 years. His 

overall tasks are about human resource management and human resource development. HRM 

encompass recruitment and selection, contracts and policies, benefits while human resource 

development involves performance appraisal of employees, capacity building, and staff retention. 

For administrative tasks, it includes supporting program management, procurement, contracts, 

accommodation, tender services and bidding, coordinating with government partners, 

presenting/introducing policies and workplan to the government. PM4 is a female senior manager 

with 5-year work experiences in INGO4. She is responsible for programme management in 

Vientiane capital and other provinces (Xiengkhuang, Xamneau) on educational projects, budget 

planning, cross-cutting issues. 

 INGO5 

INGO5 has been operating in Lao PDR in 1996. Its head quarter is in France. INGO5 has 

a main focus on promoting inclusive employment and the rights of disabled people to access to 

essential basic needs. INGO5 has worked closely with the Lao government to support 

rehabilitation, raise an awareness on disability issues, improve inclusive education, support 

clearance of unexploded ordnance and road safety. There are 72 employees with 28 women, 44 

men, 8 expatriates and 5 disabled people. 

HM5 is a Lao female senior manager who has worked for INGO5 for 8 years. Her main 

duties are human resource management and general administration management. She is 

responsible for staffing policy, recruitment and selection process and related people management 

in INGO5. PM5 is also a Lao female senior manager. She has joined INGO5 teams for 11 years. 

She is responsible for managing projects and supervising others to ensure an effective 

implementation. She supports a manager to run 3 projects within her areas, coordinate with 
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governmental officers and international partners (other INGOs and development partners which 

work in the same sector/areas) and provide support on writing a proposal for new projects. 

Table 4: Number of employees (women, men and expatriates) in five INGOs 

 INGO1 INGO2 INGO3 INGO4 INGO5 

Total number of 

employees 

42 96 136 67 72 

Number of female 

employees 

13 37 40 24 28 

Percentage of female 

employees 

31% 39% 29% 36% 39% 

Number of male 

employees 

29 59 96 43 44 

Percentage of male 

employees 

69% 61% 71%% 64% 61% 

Number of 

expatriates 

7 5 7 4 8 

Percentage of 

expatriates 

17% 5% 5% 6% 11% 

Number of disabled 

employees 

- - - - 5 

Percentage of 

disabled employees 

- - - - 7% 

Number of female 

managers 

4 6 5 4 6 

Percentage of female 

managers 

10% 6% 4% 6% 8% 

Number of male 

managers 

11 2 30 6 7 

Percentage of male 

managers 

26% 2% 22% 9% 10% 
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The figures in table 4 indicate number of employees, female and male employees, 

expatriates, female managers and male managers in five INGOs. Overall, when looking at a total 

number of employees, it can be seen that INGO3 has the highest number of employees, with 40 

female and 96 male employees. However, when comparing its percentage of employees with the 

other four organisations, INGO5 possessed the highest percentage of female employees at 39% 

while INGO3 had the highest percentage of male employees at 71%. Expatriates working in 

INGO1 accounts for 17% which is the highest figure when compare with the others and the INGOs 

with the smallest percentage of expatriates with approximately five percent were INGO2 and 

INGO3. Of five INGOs involved in the research, there was INGO5 only that possessed 5 disabled 

people in the organisation. INGO1 had the highest percentage of female and male managers than 

the other INGOs. 

 

3.7. Data analysis 

According to Creswell (2014), data analysis is one of a continuous research process which 

includes organising and analysing information acquired from participants, data coding based on 

themes of the study, and interpreting the results. As this study focuses on participants’ experiences 

of diversity management in INGOs in Laos, a thematic analysis is considered suitable for this 

research because this analysis is typically employed to analyse the data collected from an 

interview, especially a semi-structured interview to examine subjective experiences (Fugard & 

Potts, 2014; Percy, Kostere, & Kostere, 2015). It focuses on examining themes of the data and is 

associated with the phenomena that helps interpret the data in relevant to a particular research 

question. A thematic analysis emphasises a theme identification in which the data in particular 

pattern are significant and the themes are used to address the research issues (Maguire & Delahunt, 

2017). According to Braun and Clarke (2006), a process of thematic analysis consists of six steps 

which encompass organising the data; data immersion; creating initial codes; searching for themes, 

reviewing themes, defining and naming themes; and writing a report as cited in (Nowell, Norris, 

White, & Moules, 2017).  

I employed a thematic analysis with six steps as follows: 

  Step 1: Organising data  

As the data of this research was collected through a semi-structured interview, I developed 

prior knowledge on diversity management and tried to familiarize with the depth of the content 
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(Nowell et al., 2017). I first got the data ready by organising and transcribing all interviews from 

Lao into English. At the first stage of organising the data, the researcher could have an appreciation 

of the raw data as the interview recordings were listened carefully and transcribed from Lao to 

English by the researcher. This step enabled the researcher to become familiar with the data and 

help conceptualise the participants’ thoughts (Yin, 2016). I also developed a reflection notes and 

arranged the information into categories based on the research questions (Creswell, 2014). 

 

  Step 2: Data immersion 

I read through the transcripts thoroughly and identified the meaning and ideas participants 

were trying to convey. While I tried to get familiar with the data to evaluate whether the 

information is trustworthy and relevant to address the research problems, I also wrote general ideas 

and key notes about the information to reflect on what have been discovered (Lincoln & Guba, 

1985; Creswell, 2014). At this stage, I had a clear comprehension of the data and could discover 

the underlying values and insights about the topic which enabled me to take notes about interesting 

concepts from phases to be coded (Nowell et al., 2017). 

 

  Step 3: Coding  

After I became familiar with the data, codes were initiated to organise the data into 

categories and terms in relation to interesting themes of the data as coding can help me focus on 

significant features of the data (Merriam, 2009; Nowell et al., 2017). According to Creswell (2014) 

and Neuman (2012), coding is an analytical procedure of organising the data that the researcher 

needs to look carefully at chunks of words, sentences, phrase to systematically convert such data 

into key words, abstract terms and categories (Miles & Huberman, 1994). To establish coding, Yin 

(2016) points out that the original text or the raw data comprises specific ideas, and descriptions 

conveyed by participants. Coding the data is to initiate more concepts from the data. When 

analysing such the data at a higher abstract level, I gained significant insight for a further process 

and categorised them based on similarities and differences. I read the original text and developed 

the initial codes in level 1 which were associated with the data. Then, category codes in level 2 

could be initiated in a wider abstract terms from the underlying meanings of initial codes. After 

that, the more conceptualized ideas would lead to an emerging theme in level 3 (Yin, 2016). When 
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the data were coded, I could easily understand and recognise significant characteristics of the 

information.  

 

  Step 4: Construction of main themes  

I coded the data manually by employing a table template, collating the data and 

highlighting significant phrases, key words which link to generate initial codes (Braun & Clarke, 

2006). I then collated and used predefined codes to guide the analysis and develop categories which 

formed the main theme and used other codes to create sub-themes. Once initial codes as well as 

category codes were created, themes could be constructed logically (Nowell et al., 2017). Nowell 

et al. (2017) define a theme as a conceptualised term which encompasses pertinent identity and 

meaning to particular social setting and distinct phenomena. Themes were developed to capture 

the nature of human action and experience in response to the research questions while presenting 

the meaning of the data set (Braun & Clarke, 2006). Creswell (2014) argues that themes could be 

used as the main findings in qualitative research by which themes were generally utilised to be 

headings of the research findings. Themes play an important role in qualitative analysis as when 

themes were established, they link significant data together (Nowell et al., 2017) and form a 

theoretical model (Creswell, 2014). 

 

 Step 5: Reviewing themes 

Next, I reviewed the data of each theme to see whether it logically reflected the meanings 

of the data set in order to develop coherent connections. I defined themes by analysing the main 

details of each theme and considering how individual theme links to the entire story of the whole 

data set based on the research questions (Nowell et al., 2017). I noticed that some themes could be 

refined with sufficient supporting data and some themes needed to be distinguished from others to 

reflect a set of thoughts embedded in the data. This step enabled the researcher to understand the 

overall description of the finding in order to array logical data for an interpretation (Creswell, 

2014). I could understand how distinct themes link and fit to each other and how the specific data 

could lead to particular themes. When reviewing and comparing the raw data to the emerging 

themes, I could investigate and perceive whether the conclusion of the data interpretation was 

grounded (Lincoln & Guba, 1985). 
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 Step 6: Interpretation of the main themes  

Once the themes had been fully established, the last step was to make a final analysis and 

produced a report based on different themes that reflected the nature of the research (Nowell et al., 

2017). I interpreted the themes and made sense of the available data by linking the interpretation 

with relevant literatures and theories on diversity management practices (Creswell, 2013). I 

presented a narrative of the findings through synthesising theoretical concepts gleaned from a 

broad range of literatures and the available data emerged from codes and the main themes (Flick, 

2006). This was to demonstrate the lessons learned from the research. I could either agree or 

disagree with previous theories while contributing the new insights and further inquiries to the 

topic (Creswell, 2014; Yin, 2016).  

 

3.8. Point of saturation 

According to Guest et al. (2006), data saturation refers to when no new data emerges and 

it shows repetitive results. This means researchers can establish categories of data, but cannot find 

additional themes to a study  (Saunders et al., 2018). Fusch and Ness (2015) demonstrate that the 

method which can enable researchers to reach points of saturation is through interview and that 

research design should outline how to reach point of saturation. The sample should be sufficiently 

large to ensure significant data are discovered. However, too large sample could lead to repetitive 

and excessive data. They add that if researchers fail to achieve data saturation, a quality and 

validity of the research may be affected. The researcher should continue collecting data until data 

saturations is reached (Fusch & Ness, 2015). Thus, it is important for researchers to recognize 

whether data saturation is reached when conducting their study (Mason, 2010).  

According to Burmeister and Aitken (2012), a construction of sample size is fundamental 

to guarantee the concept of saturation because neither having a small sample size nor a large 

sample size guarantees researchers will reach data saturation. Bernard (2012) can not specify the 

exact number of interviews required for achieving points of saturation, but Guest et al. (2006) 

indicate that point of saturation could be achieved by a small number of participants since it 

depends on particular sample size of the population. I recognised a significance of data saturation 

and continued to conduct an interview until point of saturation was reached. I interviewed 10 

participants who were HR managers and project managers in five INGOs in Laos and by the time 
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I collected and analysed data obtained from them, it could be perceived that no new data or themes 

were emerging. Thus, the researcher decided to interview 10 participants only. 

 

3.9. Rigour of the research findings 

The notion of quality in qualitative research context is interchangeable with the concept of 

rigour (Mills & Birks, 2014). When undertaking research, it is important for researchers to 

recognise an appropriate measurement to assess quality or rigour of the research outcomes. This 

is to ensure that a research study is considered beneficial to society (Johnson & Rasulova, 2016). 

Guba and Lincoln (1994) and Shannon and Hambacher (2014) recommend that there are two main 

aspects used to evaluate rigour of interpretative research which are trustworthiness and 

authenticity. 

 

3.9.1. Trustworthiness  

According to Morrow (2005), trustworthiness of qualitative research can be assessed 

through a particular set of criteria. Krefting (1991) presents Guba’s model to enhance the 

trustworthiness of qualitative research which comprises four dimensions: credibility, 

transferability, dependability and confirmability. Credibility is associated with the truth value of 

the data obtained from the informants. The research is reliable when a correct interpretation and 

description of social phenomena and human experience is clearly articulated (Wahyuni, 2012). 

Lincoln and Guba (1985) as cited in Wahiyuni (2012) point out that transferability is defined as 

how applicable the results is and that it can be employed in different contexts. If the researcher can 

depict adequate data for a comparison, the issue of applicability is addressed. Flick (2009) 

demonstrates that dependability refers to consistency and variability of sources which can be 

enhanced through indicating clear research design and process to establish the research. 

Dependability is associated with an auditing process of the raw data; data synthesis; data 

reconstruction based on emerged themes, data interpretation and a narrative report developed with 

the concept integration while linking to the existing theories; reflection notes on the research, and 

research preliminary plan (Flick, 2009). Confirmability is defined as whether the research findings 

can be attributed to the informants’ experiences and perceptions, not to the researcher’s 

preferences. Lincoln and Guba (1985) as cited in Krefting (1991) recommend that confirmability 
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be akin to the quality of being neutral which can be accomplished by the establishment of 

applicability and truth value.  

I was aware of the importance of the rigour of the findings while trying to acknowledge 

trustworthiness and authenticity to evaluate the research quality. With regard to trustworthiness, 

the researcher ensured that the research achieved credibility by which the research findings were 

in line with the truth value derived from the participants. I emphasised transferability so data on 

diversity management in INGOs in Laos could be compared with other contexts. I also highlighted 

dependability which was demonstrated it through an audit trail with an assessment of raw data, 

data reconstruction and analysis. As the researcher was the main research instrument for a data 

collection in this study (Merriam, 2009), during each interview I had asked participants for an 

audio recording to ensure that all detailed information was covered and that the researcher took 

notes observed interactions of participants and concentrated on the discussion rather than concern 

about missing any significant data. Employing an audio recorder enabled the researcher to obtain 

a valid and clear information when it came to a transcription and data analysis for coding to look 

for themes. For confirmability, I followed an interview guide to being neutral when assessing the 

information derived from participants.  

 

3.9.2. Authenticity 

 According to Johnson and Rasulova (2016), a distinct value of individuals and groups is 

embedded in the underlying concept of authenticity. Such different assumptions can influence how 

social phenomena are perceived and constructed. Authenticity is established to ensure that the 

research outcomes are credible (Shannon & Hambacher, 2014). It is thus vital for researchers to 

understand that authenticity should be recognised while a difference of interpretation and 

construction is emerged (Briggs et al., 2012). The assessment of authenticity or truth enables 

researchers to evaluate the credibility of research studies through determining methodology. The 

criteria for evaluating authenticity principle encompasses ontological authenticity, fairness, 

catalytic authenticity and educative authenticity (Morrow, 2005). Ontological authenticity is 

defined as whether the participants can articulate their understanding and whether their 

constructions of social reality are elaborated and enhanced (Johnson & Rasulova, 2016). Fairness 

requires an acknowledgement of different perspectives and constructions on particular issues. This 

is to consider whether various constructions on social reality is acceptable by the researcher 
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(Morrow, 2005). Catalytic authenticity is considering an extent to which action is implemented to 

inspire and stimulate participants to behave autonomously to identify and ameliorate the problems 

based on their values and perceptions (Johnson & Rasulova, 2016; Morrow, 2005). Educative 

authenticity is one of criteria which requires an understanding of participants on realities and 

distinct social phenomena which can be improved and supported by the researcher (Morrow, 

2005).   

When assessing authenticity of this research project, I valued fairness which meant that 

there were no obstacles for participants to construct diverse perceptions of social reality with 

regard to the topic of diversity management in the workplace. I allowed the key informants to 

independently express their thoughts without interference. For ontological authenticity, I 

encouraged participants to provide a more conceptualised ideas and understanding to address the 

research issues by clearly explaining the purposes of the interview and clarifying research 

interview questions whether they had a good understanding about them. Educative authenticity 

was evaluated by which I helped participants to appreciate distinct realities when comparing 

practices of diversity management with other contexts or different circumstances. For catalytic 

authenticity, I determined a construction of research instruments like interview questions to be 

easily understand by participants and used different types of questions to ensure answerability. I 

used probes and follow-up questions to encourage participants to express their ideas as well as 

clarify their opinions to reflect their experiences on how diversity management with regard to 

cultural differences is practiced in their organisations.  

 

3.10. Ethical considerations 

According to Wiles (2013), research ethics is considered a fundamental issue that 

researchers should consider to avoid ethical dilemmas.  Vanderstoep and Johnston (2009) state 

that researchers generally take research ethics into account when conducting experiments. It is 

necessary for researchers to be aware of ethical problems that may arise from the study (Sachdeva, 

2008). As the information is related to humans as subjects and sample, the proper conduct in 

relation to ethical issues will be processed accordingly and seek for permission and approval from 

the participants and the relevant committee (Vanderstoep & Johnston, 2009). 

Before conducting this research, I applied for an ethics approval from the Unitec Research 

Ethics Committee (UREC) and followed the UREC guidelines 2014 in order to protect the privacy 
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of respondents and avoid any sensitive issues. This research project was conducted in Vientiane 

Capital, Laos to explore practices of diversity management on cultural differences in INGOs in 

Laos without focusing on any minority ethnic groups. After obtaining ethics approval from the 

UREC, I started conducting research by sending out a formal letter via e-mail along with 

information for participants which included the research topic, the purposes of the research, 

interview procedures and relevant documents to the target organisations to request for a permission 

for interviews. I also visited some organisations to follow up on the request.  

Once receiving organisational consent, I contacted target participants to request a consent 

for an interview by clearly explaining about the research objectives, interview process and their 

rights to participate or withdrawn from this study at any time if they wish. I followed all 

recommendations and guidelines of the UREC to keep the name of participants and organisations 

confidentially to avoid any harm and discomfort to participants. The information and data obtained 

from the participants will be employed for the research purpose only and such the data will be kept 

in a private and secure place. It will not be shared to other unrelated persons. The ethics approval 

is enclosed in Appendix 5. 

 

3.11. Chapter summary 

This chapter demonstrated the research methodology and methods employed for the study. 

A qualitative approach through a semi-structured interview was used to answer research questions 

and address research objectives on practices on diversity management in international non-

governmental organisations in Laos. A total of 10 participants from five INGOs in Laos were 

interviewed. I applied a qualitative approach in this study because it enabled me to gain in-depth 

knowledge on the research topic. Such an approach encompassed interactions between the 

researcher and participants and an interpretation of behaviors and language to exchange new 

insight by constructing and analysing the data based on the nature of the research.  Additionally, a 

discussion on sample selection, data analysis, rigour of the findings and ethical considerations was 

presented in this chapter. The next chapter will present the findings. 
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Chapter 4: Findings 

4.1. Introduction 

 The previous chapter identified the research approach used to conduct this study. This 

chapter presents a summary of the data obtained from ten managers from five International Non-

Governmental Organisations (INGOs) in Laos by employing the semi-structured interview 

technique. Such in-depth interviews enable the researcher investigate the perceptions of managers 

in INGOs, especially HR managers and Project managers, to explore their awareness on diversity, 

practices of diversity management on cultural diversity in INGOs in Laos, examine the effects of 

managing diversity in the workplace and discover potential solutions if there is any issue regarding 

diversity. 

According to an ethic consideration to avoid any harm and conflicts to participants and an 

agreement between the researcher and participants to keep their identity confidentially, coding is 

utilised to represent them. HM stands for Human Resource Manager while PM stands for Project 

Manager. As the researcher interviewed five HR Managers and five Project Managers, the coding 

for these people will be HM1 for Human Resource Manager 1, HM2 for Human Resource Manager 

2, HM3, HM4, HM5 respectively and the coding of PM1 refers to Project Manager 1, PM2 for 

Project Manager 2, PM3, PM4 and PM5 respectively. INGO1 stands for International Non-

governmental Organisation 1, INGO2 for International Non-Governmental Organistion 2, INGO3, 

INGO4 and INGO5 accordingly. 

There are four sections in this chapter which present the findings based on four specific 

research questions: (4.2) How do managers in International Non-Governmental Organisations 

(INGOs) in Laos perceive diversity in the local workplace?, (4.3) What are the current approaches 

of International Non-Governmental Organisations (INGOs) in Laos to manage diversity?, (4.4) 

How does diversity affect INGOs’ diversity management practices and processes in Laos?, and  

(4.5) How do managers in INGOs in Laos solve difficulties in managing diversity? 
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4.2. How do managers in International Non-governmental Organisations 

(INGOs) in Laos perceive diversity in the local workplace?  

All participants in five INGOs in Laos perceived diversity as representing differences of 

individuals and team members in organisations in various features at the workplace which 

generated a diverse work atmosphere. Most participant shared the same ideas on diversity that 

mentioned differences of people on age, gender, culture, languages, ethnicity. 

 

HM1: “Diversity refers to dissimilarity of workers not only expatriates, but also local Lao 

people in the workplace. It refers to differences on ethnicity, geographic location, 

nationality, age, cultures, characteristics, gender”. 

 

HM2: “I understand that diversity means working with diverse groups which come from 

different background. For example, local ethnic people, disabled people, expatriates”. 

 

HM4: “I think every organisation has faced diversity especially international NGOs. 

Diversity may include nationality, religion, culture, beliefs, ethnicity (minority). Diversity 

is inevitable when we work in international organisations which may include local Lao 

people, minority groups and expatriates. It is normal that our organisation has a diverse 

work environment because we require diverse groups who have distinct professionals”. 

 

PM1: “Diversity refers to differences of workers on ethnicity, geographic location, 

nationality, age, cultures, characteristics, gender, disability, religion, languages, beliefs, 

the way people work in an organisation…”. 

 

Some managers added that diversity was inevitably a part of every organisation because of 

diverse workforce in that particular organisation.  

 

HM3, HM4, HM5: “Every organisation has encountered with diversity and it is normal 

that our organisation has a diverse work environment because we are working with diverse 

groups who have different professional background. 
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According to their responses, diversity can be categorized into two dimensions which are 

primary and secondary dimensions.  

 Theme 1: Primary dimensions of diversity are those can be observed which include 

age, gender, ethnicity, disability.  

 Theme 2: Secondary dimensions of diversity are those can be altered and are 

underlying. These include geographic location, nationality, culture, characteristics, 

religion, language, beliefs and the way people work in an organisation.  

 

4.3. What are the current approaches of International Non-Governmental 

Organisations (INGOs) in Laos to manage diversity? 

Most of the participants demonstrated that diversity management with regard to cultural 

differences is a process of managing differences by accepting and acknowledging differences of 

other people. They pointed out that utilising diversity as an opportunity can enhance organisational 

performance. It was appropriate to have organisational policies aligning with HRM policy for 

managing diverse workforce.  

 

HM1, HM2, HM4, HM5, PM5: “Diversity management refers to working effectively with 

people from different background and accepting their differences. We manage diversity by 

employing strengths of dissimilarity and minimize weakness of differences in order to bring 

the most benefits to organisations. HRM policy should align with the organizational policy 

that emphasizes a significance of diverse workforce. Every HR activity should be 

implemented in accordance with diversity”.  

 

HM3: “In my office, there is no particular unit for diversity management. Diversity 

management may talk about managing risk. It depends whether we will perceive diversity 

as a threat or an opportunity. At INGO3, we see diversity as an opportunity by analysing 

which dimension of diversity will benefit the organisation and turn it into a competitive 

advantage. If we are afraid of diversity or risk, we may lose a chance to develop and 

improve our competency and work effectiveness”. 

 

 A few managers added that diversity management was understanding and respecting each 

other at work. It was about working with various workers by valuing others’ uniqueness and 
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recognising their distinct identities while leading them through compromises to ensure a 

productive work performance.   

 

PM2 & PM4: “Diversity management is to understand each other when working with other 

people, to work and lead others with constructive comments, and to emphasise solidarity 

and respect”.  

 

Even though the majority of managers in 5 INGOs in Laos could conceptualise what 

diversity management is, some participants were not familiar with this term. 

 

PM1 & PM3: “I am not familiar with this term and not sure what diversity management is 

about”.  

 

 Based on responses from 10 participants in five INGOs in Laos, there were four significant 

practices of managing diversity on cultural differences which comprised organisational culture, 

recruitment and selection, fair payment and training and development. 

 

 Theme 1: Organisational culture  

 Based on the interviews, it was evident that organisational culture played a significant role 

in supporting a diverse work environment. The organisation could encourage a culture of learning 

by orchestrating strategic organizational policies to influence all staff members to obligate and 

practice it as norms of the organisation. The development of a core value for the organisation in 

promoting and supporting diverse workforce could enhance a better work atmosphere where 

everyone felt valued and recognised despite any differences on gender, culture, nationality, age.  

 

HM3 “We are developing a culture of learning as we aim to create one culture to make 

everyone value differences of each individual and work with unity despite of diversity in 

the organisation”.  

 

  INGOs in Laos had an insight in appreciating differences of individuals and cultures while 

managing diversity through policies. A senior manager demonstrated that their organisation 

recognised unique qualities of workforce diversity by which the objectives of diversity 

management practices were emphasised and aligned with organizational policies as well as 

organizational culture.   
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HM4: “We try to find the core value of each diversity group and develop policies to manage 

differences of such employees. For example, Hmong and Lao loum languages are different 

and life-styles are distinct. People in different parts of Laos may speak in a different way, 

so we have to understand the one language that will be spoken. We have to find out the 

main procedure and communicate the purposes/objectives of such diversity management 

practices to develop a one culture in the organisation”.  

   

According to the interviews, a code of conduct was one of the method used to link 

organisational values with diversity that could influence employees’ behaviors to take diversity 

into account. The organisation had developed a supportive work environment for workforce 

diversity by initiating rules for working with respect and avoiding any issues which could lead to 

discrimination. 

 

PM2: “We have a code of conduct that everyone in our organisation has to know and 

understand the rules, how to properly behave when working together. It may comprise the 

rule to respect each other and protect employees from sexual harassment and 

discrimination”.  

 

Another view from a senior manager was that a code of conduct was a norm of the 

organisation that every staff member had to follow. This helped employees to clearly understand 

the organizational values associated with promoting diversity. 

 

HM1: “My organisation has a policy and code of conduct that ensures everyone accepts 

individual’s differences and recognises uniqueness of other people. A country director is a 

person who will give an overall direction on diversity management in the workplace, while 

HR and other team leaders have to follow a guidance”.  

 

 Theme 2: Recruitment and selection 

 In order to recruit and attract a diverse talent pool, the majority of participants said that their 

organisations (INGO1, INGO2, INO3, INGO4, INGO5) had indicated an important message in 

the advertisement that women, disabled and ethnic people were eligible to apply for a job. Such a 
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message would create more opportunities for them to express their interest and encourage them to 

apply for a job. To increase job opportunities for everyone, including disabled people, their 

organisations advertised a job vacancy in different channels to ensure such a significant 

advertisement could reach minority groups. 

 

HM1, HM4, PM1, PM2, PM3: “Everyone can apply for a job especially women, disabled 

and ethnic people. Mostly, advertisements are a measure we use to promote gender balance 

and gender equality. It doesn’t matter if they are women, disabled and ethnic people, we 

provide equal opportunity for everyone to apply for a job at our office. This message will 

inspire them to feel valued and apply for the job”.  

 

HM2: “To encourage diversity in my organisation, I can say that there is no specific 

requirement regarding gender and disability. We are welcome and open opportunities for 

everyone, women and disabled people to apply for a job. We will not judge them because of 

differences on gender, physical abilities but consider them based on their qualifications and 

experiences”. 

 

HM5: “We indicate that everyone has the right to apply for a job. Women, ethnic and 

disabled people are eligible to apply. We value differences of each individual. No matter 

their race, gender, physical ability is”. 

 

HM5 & PM5: “We not only advertise a vacancy in newspaper and websites, but also inform 

organisations of disabled people to ensure that a job announcement reaches those who want 

to apply”. 

 

 A few managers demonstrated that everyone had an equal right to access jobs without 

discrimination. In spite of different qualities of people, their organisations provided fair 

opportunities to everyone to apply for a job.  

 

HM1 & PM3: “My organisation emphasises that there should not be discrimination on 

gender, culture, physical quality, nationality, age, etc. We develop a generic TOR which 
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everyone has an equal opportunity to apply for a job in the organisation regardless of 

differences on gender, ethnicity, race, culture”.  

 

HM3: “There is no discrimination when recruiting new staff. We give opportunity to 

disabled people even though work process may delay because of their physical abilities. If 

a disabled person is qualified for the job when compared to a healthy and normal person, 

we (sometimes) will give priority to disabled candidates and will not judge their physical 

abilities to be a barrier to work (consider it as a minor issue). This is because they have 

limit opportunities in society. We recruit disabled person and he/she can pass a probation 

and this proves he/she can work”. 

 

 A senior manager interviewed said that recruitment and selection was conducted based on 

the rules and policies of the organisation which emphasised everyone had equal rights to apply for 

a job if they were qualified. As there was no discrimination in the recruitment and selection 

process, the assessment was proceeded by reviewing candidates’ work experiences and 

qualifications. So, to support diversity it could be proceeding in a flexible and compromising way 

to recruit and select female candidates.  

 

HM4: “When talking about recruitment, we follow the theory ‘put the right job to the right 

person at the right time’. There is no discrimination and everyone has an equal right to 

apply for a job if their profile meets the requirements. The core values/objectives of our 

organisation are to promote gender balance, gender equality and create diversity in the 

workplace. However, in reality, there may be some barriers because of unqualified criteria. 

Sometimes we may have to ignore one thing if we want to give a chance to minority groups 

and women”. 

 

 Theme 3: Fair pay 

It was evident that most participants shared the same view on payment that fairness was 

valued despite differences of gender. They pointed out that standard pay scale was clearly 

demonstrated for a particular position. The policy of payment was determined based on 

qualifications and fairness. All benefits to employees were offered to both men and women in a 

fair way.  
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HM1, HM4, PM3, PM4: “Equal pay is important. The same salary scale is utilised for 

both men and women without discrimination. We do not judge candidates based on gender, 

but pay them based on their performance, capability, qualifications, and work experience”. 

 

HM2: “When talking about payment, there is no discrimination regarding gender. We pay 

them based on salary scale, educational background, work experiences”. 

 

HM3: “When we pay them, we do not discriminate them due to their gender but we 

consider them based on their qualifications and expectations. Thus, men and women have 

the same opportunity to work and receive the same benefits. We follow the Lao labour law 

to avoid pay discrimination”. 

 

PM2: “Equal payment for both men and women is important but we don’t use gender as 

an indicator for payment. We measure it based on their capability, proficiency, 

qualifications and responsibility”. 

 

HM5 & PM5: “We have a standard pay scale. For example, one particular position will 

receive the particular salary that is set as standard despite gender differences. We manage 

people and work based on rules and policy. Everything we do is based on fairness. 

Everyone has the same rights to receive benefits”. 

 

 Theme 4: Training and development 

According to responses from 10 participants, it was evident that five INGOs in Laos valued 

employee empowerment and arranged trainings for employee’s capacity building to broaden their 

knowledge as well as improve work performance. Such trainings aimed to strengthen their 

employees’ proficiency at work.  

 

HM1, HM2, HM3, HM4 & HM5, PM1, PM3: “Our organisation empowers employees 

to work and value everyone’s opinions. We organise a training to improve their 

knowledge and skills on technical work while improving their work performance”. 
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PM2: “There are several trainings organised in the office such as online training and 

face-to-face training which not only organise for staff in the main office in Vientiane, but 

also for staff at the sites to understand about leadership and communication. This is to 

ensure everyone can work with other people and community with respect”. 

 

Overall, it could be perceived that there was no specific training on a diversity topic in 

most INGOs, but some related issues were included in meetings and trainings in the organisation.  

 

HM2, HM3, HM5, PM1, PM5: “There is no specific meeting or training on diversity, but 

we have staff monthly meetings, staff on broad orientations and staff retreat which include 

some issues related to gender equality and gender balance”. 

 

To achieve the most potential, one senior manager explained that their organisation 

sometimes arranged a training to raise an awareness on diversity issues by hiring external 

facilitators. This was to ensure significant knowledge on workforce diversity was clearly educated 

to employees. 

 

HM4: “Our organisation has many policies, mainly program policies and system policies. 

We hire external experts to facilitate such trainings on sexual harassment, gender balance, 

discrimination (general & basic knowledge) at least once a year, but for trainings about 

office policies, we always organise them”. 

 

4.4. How does diversity affect INGOs’ diversity management practices and 

processes in Laos?  

According to responses from 10 participants, the majority of managers in five INGOs in 

Laos said diversity at the workplace could bring both positive and negative effects to the 

organisation. They said that positive effects of diversity at the workplace encompassed creativity, 

while problem solving while negative effects of diversity would be communication barriers and 

conflict 
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 Theme 1: Positive effects of diversity 

- Creativity 

It was apparent that working with heterogeneous workforce could resulted in creativity. A 

total of 40% of participants said information sharing and new insights were associated with 

working with workforce diversity because a culture of sharing knowledge would be enhanced 

under this work environment.  

 

HM1: “I think diversity brings creativity and new ideas to the organisation, develops 

teamwork, leads to cultural exchange and enhances expertise by learning from others”. 

 

HM2: “I think working with diversity can widen perceptions as international teams can 

offer new ideas that inspire others to view the world differently. We can share experiences 

and learn new insights from them”. 

 

HM4: “Positive effects include new ideas. When we work together, we develop one culture 

of the organisation as a unity because we can learn from each other (Knowledge exchange 

on culture, experiences and technical terms)”. 

 

HM5: “Diversity is good for an exchange of new ideas and a development of creativity”. 

 

- Problem-solving 

Of those interviewed, 30% of the respondents said that culturally diverse environment 

supported the organisation to enhance self-development at work as well as significant traits for a 

work effectiveness such as work proficiency, teamwork and problem-solving skills. 

 

HM3: “Culture of working in Laos is that Lao people tend to value high power distance 

and tend to be empathetic and indirect, but people in Western culture are direct and 

straightforward. When people from such different cultures work together, it can lead to 

better problem solving and enhance adaptation to improve professional skills and 

teamwork”. 
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PM3: “Diversity can bring various ideas and thoughts that could be the best match for the 

organisation. For example, when one local professional is good at particular tasks and 

others from different countries and cultures are also excellent, working in a diverse 

environment can enable the organisation to recoginise the best way to work and find 

appropriate solutions to address problems. This is to exchange ideas and find the best 

solutions”. 

 

PM5: “Working with diversity causes both positive and negative impacts. The positive 

effects of diversity would be new ideas and different perspectives as it helps to foresee 

potential problems in different angles and better develop a plan”. 

 

 Theme 2: Negative effects of diversity: 

- Communication barriers 

 During the interviews, the majority of participants claimed that different languages could 

lead to communication barriers which also resulted in misunderstanding due to a different level of 

foreign language proficiency. It was inevitable that when talking to foreigners in the workplace, 

those who did not speak English as a mother tongue and were not good in English to some degree 

sometimes might misunderstand what was being said.  

 

HM1: “Even though diversity may bring benefits to the organisation, it may cause negative 

effects such as language and communication barriers. People who speak different 

languages can face miscommunication”. 

 

HM2 & HM4: “There are some barriers regarding language and communication between 

local people and expatriates. Miscommunication can result from language differences. 

Sometimes when we work in the community where ethnic language was spoken, it was 

challenging in communicating with them”. 

 

 PM1, PM2, PM4, PM5: “One of the challenges in managing cultural diversity is language 

because we need to communicate with other people and some are not proficient in English. 
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Lao people may not be very good at English because it is not our first language. Thus, 

miscommunication could become a problem when working in a diverse work environment”.  

 

- Conflict 

All managers claimed that there was no serious problem on diversity and no discrimination 

in their organisations. However, some participants added that conflict and arguments were 

sometimes associated with diversity which were challenging in the organisation. It was undeniable 

to have conflict among diverse human resources because groups and individuals from different 

countries possess unique cultural values, different attitudes and perspectives toward particular 

issues.  

 

HM2, HM5, PM3: “Diversity can lead to conflict. If there are too many diverse employees, 

there would be different styles of work that may lead to problems on the implementation and 

delay a process at work. People from Western cultures and Asian cultures have unique 

characteristics and adopt specific leadership styles, whether it focuses on work achievement 

or relationship”. 

 

HM1, PM2, PM4 & PM5: “Diversity may lead to conflicts because of distinct culture, 

values, perceptions, experiences, characteristics, cognition ability (comprehension)”.  

 

4.5. How do managers in INGOs in Laos solve difficulties in managing 

diversity? 

All managers interviewed emphasised that there was no serious issue on diversity and no 

discrimination in their organisations. While there might be some challenges in managing diversity 

in their workplace in terms of communication and conflicts, three potential factors were proposed 

to address the mentioned challenges as follows:  

 

Theme 1: Leadership  

Leaders played an important role in influencing followers to work to achieve the common 

goals. It was obvious that any direction and guidance to support diversity at the workplace from 
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leaders must be implemented. Thus, an emphasis on managing diversity by leaders would be 

beneficial for addressing potential challenges.  

 

HM1 & HM3: “A country director, HR and other line managers with a commitment to 

valuing diversity and in-depth knowledge on diversity management can encourage 

everyone at the workplace to accept others’ differences and respect each other, which 

(helps) everyone can work effectively in a diverse work environment”.  

 

PM2: “Leaders/managers should understand about diversity and leadership styles, work 

wisely to achieve the objectives by keeping their identity, adapting to work environment, 

analysing individuals’ strength and weakness and trying to be aware of leading with 

inclusion”. 

 

 Their organisation/leaders initiated a quota for disabled people and provided them with 

necessary support environment at the workplace. This was to create convenience for them at the 

workplace by which they would feel valued and think that they were not different from other 

colleagues.  

 

PM5: “We set a quota for diverse human resources (disabled people) to be involved in the 

office and ensure this practice is in line with the organisation’s vision, mission and 

objectives to integrate diversity into an operational process. We ensure there is no pressure 

for them when they come for an interview and work with us.”.   

 

A few senior managers described inclusive employment as a measurement of promoting 

diversity and equality in employment, especially for those who were from vulnerable groups. The 

organisations (INGO1& INGO5) emphasised inclusion was a priority. Inclusive employment was 

emphasised to avoid discrimination. Despite their different qualities, minority groups would not 

be hindered to have an access to job prospects. It was evident that working in a good atmosphere 

enhanced employees’ satisfaction and commitment at work. If leaders could develop a supportive 

work environment for diverse workforce, any potential conflicts might be mitigated.  

 

HM1: “Our organisation supports inclusive employment which refers to improving 

employment opportunities for minority groups, those who have barriers to access job 
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opportunity. We encourage vulnerable groups as well as disabled people to have access to 

a job and provide them opportunities to work productively for the firm. Our leader knows 

how to enhance a friendly and supportive work environment, so there is no serious problem 

working with diverse employees in my organisation”.  

 

PM5: “Our organisation values inclusive employment and recognises differences and 

understand that blind people and physical disabled people require support in a different 

way. Thus, we provide a support equipment and tool in the office, toilet, and a pathway for 

wheelchairs to facilitate them”. 

 

One of participants explained that their organisation promoted gender roles by highlighting 

capacity building for women and employed a measurement of diversity by using an internal 

system. Such a system would show a clear result for them to evaluate which dimension of diversity 

should be improved and become the focus.  

 

HM3: “Our leaders are trying to develop female candidates to be in leadership and 

management roles and we use ‘Leader dashboard scorecard’ which is a tool to monitor 

the data on gender, age, ethnicity, religion, culture, financial status, people with 

disability… whether the organisation is implementing well on diversity”.  

 

Theme 2: Open communication  

It was obvious that open communication was fundamental to develop understanding and 

that enabled diverse employees to feel valued which in turn could minimise challenges. Providing 

opportunities for employees to express their thoughts and give feedback to their leaders could 

enhance better understanding among team members toward particular issues. When a clear 

communication was addressed between leaders and employees, potential conflicts among diverse 

team members could be mitigated. 

 

PM2 & PM5: “An open communication is a key to solve problems. If we talk to them clearly 

to understand the points of view, any problem can be minimised”. 
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HM2: “I would encourage employees to talk to their supervisors directly, give them an 

opportunity to give feedback whenever they face difficulties working with other colleagues, 

keep a record and report to a responsible person to seek appropriate solutions for them”. 

 

HM4: “We should openly communicate and talk to each other to understand the 

organisational goals. Top management levels value diversity and provide opportunity for 

staff members to give feedback and discuss to improve better understanding among the 

teams (local officers and expatriates)”. 

 

Theme 3: Training to support diversity 

Based on responses from participants, educating employees to be aware of working with 

diverse workforce while acknowledging uniqueness of others to ensure work effectiveness is 

fundamental. Training for cross-cultural understanding and language trainings would bring 

advantages to organisations in capacity building and improve an understanding of values from 

different cultures. Learning different cultures enabled workers to better understand each other 

which would be easier when working in team and communicating objectives of the organisation 

to mitigate potential conflicts. 

 

HM1, HM3, HM4, HM5: “Training could be used as a tool to solve problems and avoid 

bias and discrimination because we can organise a training to raise an awareness about 

diversity which enable us to understand a gap where we can improve and avoid potential 

problems that may arise in the future.  

 

PM5: “A training would be beneficial to the organsiation to develop cross-cultural 

understanding for staff members. Employees will have a better understanding on diversity 

if we can add some practical activities in our work routines as examples in the training so 

that they can have an in-depth understanding on diversity”. 

 

PM1: “We organise cross-cultural trainings including a conflict sensitivity issue to 

strengthen employees’ capacity to effectively work in a diverse environment. It ensures a 

clear purpose of valuing diversity in organisational missions, vision and objectives”. 
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PM4: “Every training is good. It improves skills and knowledge, characteristics, attitudes 

and behaviours. Leaders should recognise the needs of followers when organising cross-

cultural trainings. It can open opportunity for both local Lao officers and international 

officers to learn new cultures which can improve their knowledge on new cultures and 

develop work effectiveness”.  

 

PM2: “Training is a key tool to help solve problems as everyone has different perception 

towards diversity. I think language training for Lao employees is very significant because 

it helps to improve their English proficiency and communication skills. It ensures they can 

work with others effectively”. 

 

4.6. Chapter Summary  

This chapter presented the findings of the research derived from semi-structured interviews 

with ten participants in five INGOs in Laos. The results were divided into four sections based on 

four research questions as follow: 

- An awareness of managers in INGOs in Laos on diversity at the workplace: According to 

the interviews, it could be perceived that all participants are familiar with the term 

“diversity” at the workplace.  

- Based on responses, the majority of managers in five INGOs in Laos could conceptualise 

“diversity management” and identified that diversity management was based on four 

significant aspects: organisational culture, recruitment and selection, fair pay, and training 

and development. There were two managers only who were not familiar with the term 

diversity management. 

- The effects of diversity in the organisation: From the findings, HR Managers and project 

managers believed that there is no serious issue on diversity in INGOs in Laos. Most 

participants agreed that diversity could bring positive and negative effects to the 

organisation. Positive effects comprised creativity and problem-solving. Of those 

interviewed, 40 % of senior managers thought diversity could result in creativity and 30% 

of respondents asserted that problem-solving was associated with diversity. Negative 
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effects of cultural diversity could be communication barriers and conflict which accounted 

for 70%. 

- Proposed actions to address challenges in managing diversity included three factors which 

were leadership, open communication, and training to support diversity. 

A discussion of the findings will be demonstrated in the following chapter. 
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Chapter 5: Discussion of the findings 

5.1. Introduction 

While chapter four presented the findings in themes derived from semi-structured 

interviews with 10 senior managers from five INGOs in Laos, this chapter discusses the research 

findings in light of the literature in chapter two and other relevant theories on the topic. A 

discussion of the research findings presented in this chapter is aimed to address four research 

questions. This chapter includes four sections: (5.2) the first section identifies perceptions on 

diversity which encompass conflicting perspectives about the notion of diversity; (5.3) the second 

section demonstrates diversity management approaches that INGOs implement in which comprise 

four aspects (organisational culture, recruitment and selection, fair pay and training and 

development); (5.4) the third section indicates the effects of diversity in INGOs which encompass 

both positive and negative effects of diversity; and (5.5) the last section highlights potential factors 

to address diversity difficulties which include leadership, communication and training to support 

diversity.  

  

5.2. Perceptions on diversity 

This section aims to address the first research question: “How do managers in International 

Non-governmental Organisations (INGOs) in Laos perceive diversity in the local workplace?” 

The notion of ‘Diversity’ is a key factor for organisations to understand human resources’ 

attributes. An insight into diversity enables every individual and groups working in organisations 

to be aware of the unique differences and similarities of other people which can affect ways of 

working, decision-making and social interactions (Harold Andrew Patrick & Kumar, 2012). An 

awareness of diversity provides a better understanding to work effectively with other people who 

differ from oneself despite any difference of identities and background. Thus, it is crucial to 

understand perceptions of managers on ‘Diversity’. 

From the findings, all senior managers (100%) could provide a definition of diversity. 

Mostly, they conceptualised diversity at the workplace as the aspect that differentiate one 

employee from another. The common qualities of diversity explained by HR managers and project 

managers were differences in terms of ethnicity, geographic location, nationality, age, cultures, 

characteristics, gender, disability, religion, languages, beliefs, and the way people work in an 

organisation. It can be seen that the majority of managers interviewed in Laos viewed diversity 
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workforce as differences of groups and individuals in different qualities only. They did not 

recognise that diversity was also about similarities of people. This finding is inconsistent with the 

study of Akinnusi, Sonubi, & Oyewunmi (2017) who demonstrate that diversity in the workplace 

pertain to a multiplicity of similarities and distinctions of human resources which exhibit specific 

characteristics, attributes and behaviours. Workforce diversity can represent individual identities 

with unique qualities, values and expectations that may differ or may be akin to a particular culture. 

With regard to the mentioned finding, most participants tended to describe diversity in one way 

which mainly emphasised on dissimilarities of workforce only. Even though my findings agree 

with Bell (2012); Cox (2001); and Oslen & Martins (2012), the findings differ from the work of 

Harvey & Allard (2009); Akinnusi, Sonubi, & Oyewunmi (2017).  

While the findings reveal that diversity is concerned with differences of people, Harvey 

and Allard (2009) argue that diversity not only encompasses differences, but also similarities of 

individuals. As HR managers and project manager interviewed had a partial understanding of 

diversity and ignored the essence of shared qualities, which may influence their management 

processes when handling heterogeneous workforces (Lozano & Escrich, 2017). Without a clear 

insight into diversity, it may lead to bias and unfair treatment towards employees (Ehimare & 

Ogaga-Oghene, 2011). This is because perceptions of diverse human resources can influence how 

individuals recognise themselves and affect how they identify others (Harold Andrew Patrick & 

Kumar, 2012). In turn, it can affect their behaviour and interactions due to the fact that most people 

tend to favour those who are similar to themselves rather than socialising with heterogeneous 

groups (Kossek & Lobel, 1996).  

Overall, it can be perceived that the managers interviewed were familiar with the notion of 

diversity because all of them could demonstrate the definition of diversity workforce. However, 

most of them understood the term of diversity only in terms of differences and did not refer to 

similarities that could establish the concept of heterogeneous workforce. 

 

 5.3. Diversity management approach in INGOs in Laos 

This part aims to address the second research question: “What are the current approaches 

of INGOs in Laos to manage diversity?”. In response to the context in INGOs in Laos, a few 

participants (PM1 & PM3) stated that they were not sure about the concept of managing diversity 

while PM2&PM4 demonstrated that diversity management was a management process to work 
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with different people with respect and a constructive guidance. More than half of participants 

(HM1, HM2, HM3, HM4, HM5, PM5) demonstrated that managing diversity was about working 

and collaborating with different people from various backgrounds by which an acceptance of 

differences is valued. They also stated that their core objectives were to effectively handle such 

differences or its strengths to create benefits for their firm while ensuring that the organisational 

policies were orchestrated to align with HRM policy in order to promote diversity in the workplace. 

This finding implies that every task assigned should be operated based on diversity initiatives 

(Harold Andrew Patrick & Kumar, 2012).  

The finding on diversity management is congruent with several research (Abidi, Zaim, 

Youssef, Habibniya, & Baran, 2017; Noor, Khalid, & Rashid, 2014). From the study, INGO senior 

managers interveiwed said managing diversity could be done by four main approaches. These were 

organisational culture, recruitment and selection, fair pay and training and development. However, 

this finding contrasts with the work of Burgess et al. (2010) which states that it is difficult to 

establish an evident diversity approach to manage such heterogenous groups in organisations 

because there is no one-size-fit-all appraoch and diverse employees possess distinct needs which 

can result in different policies in handling them. The findings diverge slightly from the study of 

Delaney and Lundy (1996) that it is challenging to identify the best method to manage diverse 

workforce, the past study states that their four signifiicant components are proposed to handle them 

which encompass equal opportunities for self-development, staffing policies, employees’ 

autonomy to express themselves and employees’ responsibilities beyond work assigned or non-

work. However, in the investigation in the contexts of INGOs in Laos, in contrast to the argument 

of the literature, the finding identifies a distinct concrete set of activities to handle diversity 

workforce in four main aspects as follows: 
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Figure 3: Diversity management approaches developed by the reseacher 

 

 Organisational culture  

 The first component to manage diversity in the organisation is organisational culture. Based 

on the finding, it reveals that organisational culture is important to manage diversity at INGOs in 

Laos. When asking the participants about how their organisations handled heterogeneous 

workforce, HM1 &PM2 said their organisations managed a diverse workforce through 

organisational culture by setting rules and codes of conduct that emphasised an awareness and 

acceptance of diversity. HM1 said that a code of conduct and policies were used to enhance an 

awareness of diverse workforce. His leaders would provide a guidance to subordinates on diversity 

management. PM2 stated that a code of conduct were the rules of the organisation which every 

staff member should clearly understand and work with other employees with respect. It could 

include the rules that employees should oblige to avoid discrimination and sexual harassment. 

HM3 & HM4 clarified that organisational culture that valued a diverse workforce was established 

to align with organisational strategies, so that it could influence employees’ behaviours. INGOs 

interviewed said they developed a culture for their firms which focused a learning process for 

human resources to understand differences of employees who possessed distinct qualities with the 

D
iv

e
rs

it
y

 m
a

n
g

em
en

t
Organisational culture:

Rules and codes of conduct to promote diversity

Recruitment and selection: 

Job advertisements to attract diverse talents 

and fair and flexible selection

Fair pay: 

Standard salary scale and 

performance-based pay

Training and development:

Diversity training to promote an awareness of diversity



86 
 

aim of creating unity and avoiding discrimination. It can be recognised that organisational culture 

was employed to address the objectives of the organisations that valued the importance of a diverse 

workforce while encouraging peace and a good collaboration among team members. This was 

because an organisational culture that valued diversity could reinforce an understanding of culture 

and customs of local employees as well as expatriates, which influenced on employees’ behaviours 

and work performance. The findings are in line with the work of Bana (2016); Ng et al. (2003) and 

Spataro (2005) that organisational culture is a vital factor to reinforce a success of diversity 

management practices. While the findings emphasise the development of a culture which values 

diversity workforce, it agrees with the literature that organisations can construct their own culture 

to show the importance of diversity (Spataro, 2005). In support of the finding, organisational 

culture can influence employees’ behaviours and expectations because cultures can be recognised 

as a set of organisational rules and norms that every staff member should follow (Ng et al., 2003). 

When organisations exhibit clear directions for promoting diversity, this can affect culture in the 

firm on how organisations will adopt strategic policies to support diversity (Spataro, 2005).  

 HR managers and project managers (HM1 &PM2) interviewed stated that a code of conduct 

to promote diversity was important to motivate co-operation in heterogeneous teams. They said 

there was no discrimination in their firms because codes of conduct were clearly emphasised that 

each individual was valued and respected despite any distinction of qualities, backgrounds, gender 

and culture. They claimed that a code of conduct was developed and employed in their INGOs to 

stimulate a shared mind-set of employees to follow the rules that support diverse employees. The 

findings disclosed that diversity was valued in INGOs with any diversity issue added into a code 

of conduct and organisational norms. It seems codes were the main factor that helped improve 

attitudes and behaviours towards heterogeneous employees. Such findings related to 

organisational culture  were supported by several scholars who found that a clear organisational 

culture could motivate employees to work and respect others through a shared mindset and vision 

to achieve the overall organisational goals (Harrison & Bazzy, 2017; Savović, 2017; Tayeb, 1996; 

Wilson, 2000). If a shared mind-set of valuing diversity became a focus in the organisational 

culture, organisations could enhance an amicable work environment. However, the findings on 

codes of conduct diverged from the work of Downe, Cowell, and Morgan (2016) arguing that it is 

difficult to rely on a code of conduct only to establish a productive culturally diverse environment. 

The origin of organisational culture can influence codes, but could be inadequate to address change 
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with other organisational interventions. Notwithstanding the influential effects of a code of 

conduct, it could be too coercive and restrictive to practical choices.  

 

 Recruitment and selection 

 In relevant to the findings, recruitment and selection was considered significant in managing 

diversity in organisations. The alignment of the strategy to support gender balance and encourage 

diversity with HR core functions was emphasised in organisations. The majority of the managers 

interviewed said that a recruitment and selection process was conducted with an emphasis on 

creating of a significant advertisement message to promote inclusion and making a fair judgement 

on selection. 

 Most of those interviewed (HM1, HM2, HM4, HM5, PM1, PM2, PM3) stated an 

advertisement should attract a diverse talent pool and should specifically mention women, ethnic 

people and disabled people. They claimed that this statement could indicate how their firm valued 

heterogeneous human resources and ensured everyone had equal rights for employment. HM1, 

HM3 & PM3 stated that there was no discrimination and equal opportunities were provided to 

everyone to apply for a job. There was no segregation and discrimination at work as all people 

with distinct qualities were recognised to be the same. Different media channels were used, 

including newspapers and relevant websites, but also directed at organisations of disabled people 

(HM5 & PM5). This finding agrees with the work of Roberson, Collins, and Oreg (2005) that 

specifically encouraging applications from different group can attract more qualified job 

applicants. Such findings are also supported by Dineen and Williamson (2012) who argue that 

when specific information and requirements are included in job advertisements, candidates are 

able to assess their own qualifications and decide whether they are the right person for the vacancy. 

Specifically designed advertisements can improve more opportunities for people from different 

backgrounds, knowledge, nationality, culture and physical abilities.  

 HM4 said that in a recruitment and selection process, there was sometimes a compromising 

way even though it was crucial to follow the theory ‘put the right job to the right person at the 

right time’ (Compton, Morrissey, & Nankervis, 2009). They emphasised that a chance could be 

offered to minority groups. A fair selection could be flexible which not only assessed based on 

qualifications that fit the vacancy, but also evaluated based on the organisation’s objectives. Thus, 

when most candidates were qualified, women, ethnic and disabled people should be prioritised. 
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This was because gender balance and equality fitted with the organisation’s policies on diversity 

and inclusion. Breaugh and Starke (2000) demonstrate that if job applicants do not have the right 

qualifications to meet the job requirements, organisations should consider changing the objectives 

of recruitment to meet a broader spectrum of potential organisational objectives instead of focusing 

a large pool of candidates that was not addressed the organisational values.  

 A concept of person-organisation fit was significant to develop more opportunities for 

potential target candidates, especially women and minority groups. A senior manager (HM4) said 

that sometimes applicants from minority groups were unqualified, so other conditions needed to 

be considered to align with the organisational objectives of supporting gender balance and 

diversity. These results are also supported by Kristof-Brown (2000) that to recruit qualified 

employees, organisations need to consider both concept of ‘person-job fit’ and ‘person-

organisation fit’. The former term refers to an association between applicants’ qualifications and 

the requirements of a vacancy. The latter term means the alignment of expectations and values of 

both organisations and candidates. Organisations can opt for the choice of a selection that best fits 

their organisational purposes. However, Gamage (2014) and Henry and Temtime (2009) argue that 

it is inappropriate to select an applicant who does meet the requirements because it would affect 

organisational outcomes in negative ways. It is crucial to appoint the right applicant to the right 

position to keep organisation’s reliability and trust as well as ensuring the most productive work 

results and cost effectiveness. If the right person is hired to work in the right job, it is more likely 

that organisation can improve the overall work productivity (Ekwoaba, Ikeije, & Ufoma, 2015). 

Those who are unqualified for the certain job should not be recruited as selecting the right person 

initially is time and cost efficient  (Henry & Temtime, 2009).  

 

 Fair pay 

 Fair pay could contribute in managing diversity. According to the research findings, most 

participants agreed that fair pay could support diversity in their firms. It included financial and 

non-financial reward offered to employees in a fair manner. A concept of fair pay was employed 

to retain diverse human resources. It was apparent that reward and good benefits were expected by 

employees as an exchange of their hard work. As diversity was valued and widely recognised in 

INGOs, the majority of respondents (HM1, HM2, HM4, HM5, PM2, PM3, PM4, PM5) stated that 

equal pay was vital while the same salary scale was employed for both men and women without 
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discrimination. Five INGOs in Laos involved in this research had an internal standard system that 

constituted an equal remuneration for employees based on their qualifications, work experiences 

and competencies. This is consistent with the work of Shen et al. (2009) that it is necessary to have 

a pay system associated with the actual performance, qualifications, proficiency and capabilities 

at work. It is beneficial to support diversity workforce by fair pay that improves their work 

commitment and enhances their work performance. 

 A senior manager (HM3) stated that every staff member was entitled to receive equal 

benefits. Payments for men and women who worked in the same position would be measured on 

a standard pay system of the organisation or based on performance-based pay. It was unacceptable 

if they were judged differently because of gender. It was claimed that even though there was still 

a pay gap in Lao society, their organisations were encouraged to close this gap by having a standard 

measurement to help pay benefits to employees reasonably. The finding showed that a senior 

manager (HM3) supported the labour law to eliminate pay discrimination (Schenk-Sandbergen, 

2011). Siliphong et al. (2005) argue that the labour laws of Laos also forbid pay discrimination for 

those who work in the same job. These findings on fair pay are also supported by the literature 

which state that fair pay is a fundamental key to support productive diversity management. Fair 

remuneration is associated with managing a diverse workforce fairly. Rudman (2017) 

demonstrates that fair pay is indispensable for organisations to create a shared value on equality. 

Leaders need to be aware of an importance of fair remuneration while supporting gender equality 

and diversity at the workplace (Shen et al., 2009). As the finding emphasises that both men and 

women have the same right to receive the same remuneration packages for their services, fair 

remuneration then become a critical aspect that top management needs to emphasise. The finding 

agrees with Shen t al. (2009) that fair pay can be employed as an initiative to encourage diversity 

in the organisation. Fair remuneration stimulates employees to work and be committed to their job. 

The development of fair pay system can help employees to be aware of the organisational culture 

which recognises workforce diversity and its diverse work environment.  

  

 Training and development 

Linking diversity to operational practices, training and development is a way to broaden 

employees’ awareness of diversity. It is considered one of the core HR practices when handling a 

diverse workforce (Kundu, 2001). Five participants (HM2, HM3, HM5, PM1, PM5) said their 
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organisations were aware of an importance of a diverse workforce, but had not organised specific 

training on diversity. Only one senior manager (HM4) said an external expert was hired to help 

educate their staff member once a year about essential work related issues and topics on sexual 

harassment, gender balance and general knowledge on avoiding discrimination. This was to 

improve work performance and a better awareness on working in a diverse climate. The majority 

of participants (HM1, HM2, HM3, HM4 & HM5, PM1, PM3) identified that there were general 

training and development programmes aimed at improving employees’ proficiency and 

capabilities. PM2 said that INGO2 organised online trainings and face-to-face trainings to improve 

skills and knowledge of employees on leadership and communication. The training was to provide 

opportunities for every staff member to express their thoughts, ask questions, and gain insights 

related to particular task concerns. Every idea discussed during a training session could improve 

the organisation. While diversity issues were not the main focus in the training sessions described 

during the interview, some topics on gender equality were included in discussion topics.  

The finding shows that HR managers and project managers recognised an importance of 

training on diversity, but they did not organise it. Thus, it is suggested by McGuire and Bagher 

(2010) that diversity training should be emphasised in diversity management practices because it 

is a significant component in improving diversity awareness. Diversity training is a process to 

educate employees about diversity which encompasses an insight on cultural and socio-economic 

differences of human resources. It encourages employers to be flexible to work in culturally 

diverse circumstances (McGuire & Bagher, 2010). If organisations value diversity and develop 

proper strategic policies to support diversity, a training on diversity should be acknowledged and 

put into practice. Such training could develop employees’s perspectives to have a wider view to 

the world while impeding bias and reducing discrimination. The finding is not in line with the 

work of Edewor & Aluko (2007) because diversity training is not implemented in their firms. The 

literature indicates that a training should be a focus to raise an awareness on diversity and reinforce 

a social integration of diverse workforce. This is to strengthen employees’ understanding on the 

value of diversity and boost employee relationships as well as organisational results (Edewor & 

Aluko, 2007). Eboh Cletus, Asiah Mahmood, Umar, and Ibrahim (2018) demonstrate that diversity 

training needs to be embedded in organisational strategy to reflect diversity policy and reduce 

discrimination in the organisation. Thus, without a clear focus on diversity training, training and 
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development in the INGOs under discussion appears to be for overall organisational effectiveness 

only and does not fully recognise and integrate diversity values. 

Overall, it can be perceived that most HR managers and project managers who took part in 

this research shared the same views with regard to diversity management practices and understood 

an importance of diversity in the workplace except project managers from INGO1 and INGO3 that 

were not sure about the notion of diversity management. Diversity management practices in those 

INGOs which took part in this research emphasised diversity values in four significant components 

which comprised organisational culture, recruitment and selection, fair pay and training and 

development. There were some inconsistent practices with the core objectives of the organisation 

because diversity training was not a main focus in the firms even though diversity was valued in 

their organisations. A recruitment and selection process could be fair and flexible to enhance and 

support job seekers who were women, ethnic and disabled people.  

 

 5.4. Effects of diversity in INGOs in Laos 

This section has a focus to answer the third research question: How does diversity affect 

INGOs’ diversity management practices and processes in Laos? From the research findings, all 

senior managers in the five INGOs said their organisations did not experience serious problems 

with diversity. They claimed that there was no prejudice and no discrimination in their firms 

because of the nature of Lao culture. However, the majority of respondents in the five INGOs 

pointed out that diversity could lead to both positive and negative effects in organisations. This 

finding agrees with Ehimare and Ogaga-Oghene (2011) and Milliken and Martins (1996) that 

diversity in the workplace can result in mixed outcomes. It is considered as a double-edge sword 

which has an influence on organisationl performance. The more diverse the organisation is, the 

less social integration might be (Stahl et al., 2010). Consistent with the findings, the researcher 

found that positive effects of diversity at INGOs in Laos entailed creativity, problem-solving while 

negative effects include communication barriers and conflict as follows: 
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Figure 4: Effects of diversity in INGOs in Laos developed by the researcher 

 

 

Positive effects of diversity 

- Creativity 

According to the research findings, creativity was attributed to working with diverse 

workforce. HM1, HM2, HM4, HM5 suggested that diversity brought creativity and new ideas to 

the organisation because international teams offered new ideas that inspired others to view the 

world differently. We could learn from each other by sharing knowledge on culture, experiences 

and technical expertise. INGOs were international organisations where a multitude of diverse 

human resources (local Lao employees and expatriates) were working to achieve the organisational 

goals. Team members had the right to decide what to learn, share and exchange knowledge with 

others. When recognising that expatriates’ working styles were better than the current one 

practiced in the firm, local employees could learn and adopt it to work to improve work 

performance.  

Knowledge and information sharing among diverse team members is associated with 

creativity as it can result from working in a culturally diverse environment. Based on the 

interviews, diverse human resources possessed different qualities, professionals, characteristics 

and perspectives which in turn could enhance thinking out of the box and experience something 

out of a comfort zone. Working in such a heterogeneous environment created opportunities for 
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local employees and expatriates to explore new insights in different culture, values, life-styles, 

ways of working and communication styles. Such new knowledge improved ways of thinking, but 

could also broaden ideas to view diverse employees as good resources for the firm. If there were 

only homogeneous human resources working in the workplace, it would be less likely to have new 

ideas. Thus, working in a globalised era required diverse skilled workforce to bring creativity and 

a better development to the firm. Such findings are supported by the work of Cox & Blake (1991) 

and McLeod, Lobel, and Cox (1996) demonstrating that cultural differences are the influential 

factor to enhance creativity. Novel insights can be shared in heterogeneous workforce rather than 

homogeneity. A broad range of knowledge and proficiency of diverse workforce can influence on 

a development of creativity (Newell, 2002; Tayeb, 1996).  

My findings agree with the work of Harold Andrew Patrick and Kumar (2012) arguing that 

an involvement of heterogeneous human resources can boost innovation which affects work 

patterns and overall performance. If diversity is properly managed by employing the best potential 

of diversity workforce, creativity and innovation can be enhanced. However, this finding and past 

studies contradict with the work of  Lu, Li, Leung, Savani, and Morris (2017) that creativity is not 

attributable to diverse teams. They discover that the more cultural diverse work environment, the 

less likely that staff members would openly communicate with one another. Without frequent 

interactions among team members, it is hard for creativity to emerge. This is because less 

communication means there is no information sharing and discussions which ultimately impede 

creativity and innovation. Instead, the fundamental aspects that can boost creativity and initiate 

collaborative environment are trust, shared commitment and understanding, good teamwork, 

moral leadership, flexibility to adapt to change, employee empowerment and recognition, and clear 

goal settings (Chatman et al., 1998; Hannessey & Amabile, 1998; Isaken & Lauer, 2002).  

 

- Problem-solving 

Apart from creativity, problem-solving could result from diversity. Of the senior managers 

interviewed, HM3, PM3, PM5 said that working in a culturally diverse environment resulted in an 

improvement in problem-solving. They said local employees and expatriates from distinct 

backgrounds, cultures, profession possessed distinct perspectives which could construct a better 

work climate where everyone could extract their best potential to contribute at work. Different 

qualities in each individual presented unique strengths and talents that not only enhanced problem-
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solving skills, but also improved teamwork and expertise. A better decision-making and problem 

solving were attributed to heterogeneous groups rather than those who come from the same 

backgrounds. Working in a diverse environment could enable the organisation to recognise the 

best way to work and found the most appropriate solutions to address problems. It can be seen that 

diversity was claimed as a critical factor to support organisations to find the best means to perform 

necessary tasks and seek the best solutions to address the work issues. 

Such findings are congruent with the work of Eboh Cletus et al. (2018) and Cox and Blake 

(1991) that heterogeneous human resources who come from different backgrounds and professions 

are those who can share a wide range of knowledge and perspectives. They are likely to initiate 

critical thinking and provide potential solutions to address problems in organisations. New skills 

to cope with problems could be learned from other heterogeneous employees. However, the best 

solutions can be developed if organisations can handle diversity productively and use its strengths 

to address problems (Kossek & Lobel, 1996). Also, the research findings agree with the work of 

Thompson and Gooler (1996) that a broader spectrum of qualities and attributes of a diverse 

workforce enable the organisation to seek the best solutions to tackle issues. Information and idea 

sharing among heterogeneous groups could bring a great impact to the firm with regard to decision-

making. These findings are supported by the literature mentioning that heterogeneous human 

resources can bring outstanding ideas and distinct perspectives which in turn result in an 

improvement of problem-solving skills that enable organisations to foresee potential problems in 

different angles and better develop a plan (Carrell, Mann, & Sigler, 2006; Lamm et al., 2012). The 

research findings are consistent with the work of Kirton (2003) arguing that even though 

homogeneous team members are expected to succeed in problem solving, diverse team members 

who exhibit different ways of thinking can produce unique problem-solving approaches.  

 

Negative effects of diversity: 

- Communication barriers 

A total of seven out of ten participants said that diversity at the workplace could result in 

communication barriers. The main factor that hindered good communication was language 

differences. The majority of senior managers (HM1, HM2, HM4, PM1, PM2, PM4 & PM5) 

interviewed said that diverse human resources, especially expatriates and ethnic people possessed 

distinct languages while the common languages in their organisations were Lao and English. There 
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could be an obstacle in work communication when those who were not proficient in these 

languages interacted with others because distinct languages created challenges for those who did 

not speak the same language. Misunderstanding could be attributed to different languages spoken 

in the organisation. For instance, some local Lao employees might not be proficient in English and 

ethnic languages. When they worked with expatriates and ethnic people, it was likely to be 

challenging to communicate and understand each other. Expatriates sometimes faced difficulties 

to understand local Lao employees. It seemed they had different perspectives to interpret problems 

in the organisation as well as how they worked and communicated with other people. Even though 

some might be good in English, attitudes and values of particular cultures could cause 

misunderstanding. When there was no shared language, it was difficult to express ideas and convey 

thoughts to make other people. If there was less communication among team members, it would 

be arduous to develop good understanding and cohesive environment in the organisation. Thus, it 

can be perceived that diverse workforce who speak different language may experience problems 

when communicating with other people. 

This finding agrees with the work of Holmgren and Jonsson (2013) and Kramar (1998) that 

miscommunication can result from diversity due to different languages used among team members 

to communicate with each other (Mor Barak, 2014). Further, the finding is supported by the study 

of Newell (2002) explaining that without a common language, organisations which support 

diversity may encounter communication problems. In support of the findings with regard to 

communication problems caused by diversity, Stahl et al. (2010) and Almutairi, Alhaddad, and 

Alqahtani (2015) argue that miscommunication is attributed to language barriers. 

Misunderstanding and miscommunication may result from diverse groups who possess different 

qualities, culture, communication styles and languages, whereas communication among team 

members is easier if employees employ the same languages and culture. A linguistic issue can be 

a barrier for heterogeneous human resources to work and achieve the overall objectives (Neal, 

1998). Notwithstanding the same language employed in organisations, heterogeneous human 

resources still face miscommunication because value differences of diverse workforce can result 

in distinct interpretation (Kirton, 2003). 
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- Conflict 

A heterogeneous workforce can have an influence on conflict. Most participants in this 

research said that human resources who came from different culture tended to have different values 

on styles of work. Distinct values at work and different working patterns could affect their 

perspectives to interpret problems and interact with other people differently which caused distinct 

approaches to deal with tasks. According to the interviews, Lao people tended to be indirect and 

cared for others’ feeling, so relations with other people were valued and this could affect their 

work. In contrast, those from western countries tended to be direct and were focused on tasks rather 

than personal relationships.  

Working with such diverse people led to a dynamic work environment and stimulated 

different approaches to making decisions at work and ultimately led to conflicts. This was because 

heterogeneous team members could have different understanding because of distinct values and 

culture. This finding agrees with Pelled, Eisenhardt, and Xin (1999) who argue that diversity can 

trigger conflict in organisations. Employees from distinct backgrounds perform their tasks in a 

different way because some may be work-oriented while others may be relationship-oriented. This 

could lead to different work approaches that could raise disagreement among teams. Similarly, the 

finding is consistent with the study of Starks (2006) and Rahim (1992) that conflict happens when 

individuals or groups behave and interact with each other in conflicting ways due to differences of 

perspectives, values, objectives and expectations (Folger, Poole, & Stutman, 2005). In support of 

the finding that conflict could result from a culturally diverse work climate, Oni-Ojo, Iyiola, and 

Osibanjo (2014) and Cahn and Abigail (2007) argue that conflict is attributable to various aspects 

and diversity may not be a direct factor. The underlying factors leading to conflict encompass 

differences of qualities at work such as different working patterns and approaches to address the 

same work objectives, different communication styles, different ways to construct knowledge and 

interpret problems and different work professions.  

Overall, it can be perceived that the research finding confirms the result of previous literature 

and discovers that HR managers and project managers who took part in this research shared the 

same view with regard to effects of diversity to organisations. Diversity in INGOs in Laos could 

result in both positive effects (creativity and problem-solving) and negative effects 

(communication and conflict). There was no serious issue on diversity and no discrimination in 

INGOs in Laos. 
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 5.5. Potential solutions to address diversity difficulties 

This part answers the fourth research question: “How do managers in INGOs in Laos solve 

difficulties in managing diversity?” Even though all managers interviewed demonstrated that there 

was no discrimination and no problem with cultural differences in their organisations, some still 

experienced challenges in managing diverse workforce as mentioned above. The INGOs involved 

in the research used three principle means to address the challenges derived from diversity in their 

organisations. These comprised leadership, communication, and training to support diversity. 

 

Figure 5: Potential solutions to address diversity challenges developed by the researcher 

 

 

Leadership 

One of the main factors that help address the challenges of diversity in the workplace is a 

commitment from leadership. Most participants said their leaders were aware of an importance of 

diversity. They were role models who had an influence on employees’ behaviour and could 

develop diversity initiatives. A commitment of top management levels was crucial to developing 

clear diversity management practices (HM1, HM3 & PM2). Leaders could motivate employees to 

work with heterogeneous human resources (women, ethnic and disabled people and expatriates) 

with respect while accepting their differences of cultures which could provide potential benefits to 

the firm. Thus, their organisation had no any serious problem on diverse workforce who worked 

in their firms. There was no discrimination and prejudice against those who possessed distinct 

• A commitment of top management levels

• Quotas to promote diversity

• Inclusive work evironment

Leadership

• Open communication on diversity Communication

• Cross-cultural training

• Language training

Training to 
support diversity



98 
 

backgrounds and culture. Organisations should maintain cultures that value diversity in which 

leaders are the main person to encourage and motivate followers to work with respect.  

The finding agrees with work by Sabharwal (2014) that leaders play a significant role in 

supporting diversity in the organisation. Leaders can encourage their followers to work 

productively in a culturally diverse environment. Leaders act as a role model for followers to 

recognise necessary practices that they should be committed to (Northouse, 2016). This finding is 

also consistent with the literature saying that leaders should be a good sample for others who have 

a clear commitment in promoting diversity climate (Amaram, 2007). Good leaders could motivate 

employees to work and respect the organisational rules while co-operation among team members 

could be accomplished with the influence of leadership (Visagie, Linde, & Havenga, 2011). 

However, this finding that emphasises the role of leaders is contradicted by the work of Shen et al. 

(2009) that all staff members at all levels should be involved in implementing diversity practices 

which could be accomplished with little and continuum actions. Managing a diverse workforce is 

not only the work of the leaders and managers, but also the work of every staff member in the 

organisation. Every staff member should be recognised an importance of managing diversity. 

According to the finding, an establishment of quotas by leaders to support diversity could 

be beneficial. A project manager (PM5) said their organisation viewed diversity as necessary so 

that ‘setting a quota for heterogeneous workforce’ was used to support an inclusion and diversity 

at the workplace. Having a quota in the staffing policy was a fundamental key to supporting 

diversity. Such quotas should focus on inclusion and equal employment opportunity under which 

women, disabled and ethnic people and all minority groups had equal rights to apply for a job. It 

could be perceived that if organisations created quotas for minority groups, it was likely that 

diverse talent pool can be prioritised. Top management should be aware of diversity and emphasise 

an integration of diversity into other managerial practices of the organisation as to mentioned in 

an organisational strategy, vision and mission.  

This finding disagrees with the research done by the Institute for Gender and the Economy 

(2016) which reports that even though quotas may be considered an influential factor to enhance 

opportunities for women and improve gender distribution in the organisation, it could be perceived 

as unfair tool in recruitment. If women become a prioritised group based on quotas, then qualified 

men may lose opportunities. There could be potential risk if using quotas to support women 

without assessing others who may be the most qualified applicants. This recent study found that 



99 
 

using quotas to address diversity may be ineffective to change or address diversity problems. It 

only sets an exact number of female employees and other minority groups which may distort the 

certain objectives in promoting diversity. Similarly, in contrast to the finding on quotas, Jayne and 

Dipboye (2004) argue that organisational objectives that aim to promote diversity should not be 

confused with quotas. Even though a goal of the firm is to increase numbers of diverse employees, 

an employment of quotas in recruitment and selection process may lead to reverse discrimination. 

This means that when organisations establish diversity frameworks, other objectives of the 

organisation should be a focus rather than quotas. In support of this argument, Lozano and Escrich 

(2017) argue that to handle diversity in the workplace, good leadership should not only focus on 

achieving the organisational goals, but also emphasise a development of organisational values 

which encourage diversity. On account of this, the recognition and encouragement of diversity in 

the workplace through setting quota should be carefully considered to ensure the best and fair 

practices. 

Another interesting point suggested by participants is that an inclusive work environment 

should be developed by leaders in order to support heterogeneous human resources. Based on the 

interviews, a few participants (HM1 & PM5) said their leaders emphasised a friendly and 

supportive work environment. It involved an encouragement of employee participation and 

empowerment while all staff members were inclusive to make decisions and contribute for 

organisational achievement. Necessary support for diverse employees especially disabled people 

were provided while a monitoring tool ‘leader dashboard scorecard’ could be used to assess a 

diversity component to create a supportive environment. One of the research participants (HM3) 

stated a monitoring dashboard system could be employed in organisations to identify what 

diversity category needed to be improved and that could help the firm to enhance its diversity. As 

an acceptance of differences of individuals and flexibility was developed, their organisations 

supported vulnerable groups, especially disabled people by creating a necessary work environment 

that support disabled people at work. For example, a support equipment and a pathway for 

wheelchairs was provided to facilitate them at the office. This circumstance enabled disabled 

people to feel valued and recognised that they were not different from others.  

If leaders promoted an inclusive environment, it was likely that diverse employees would 

feel valued and that could increase their job satisfaction and commitment as well as work 

performance. This finding is congruent with the work of Sabharwal (2014) that organisations 
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require good leaders who are committed to a policy of  inclusion. Employees can feel respected 

when they are encouraged to become involved in decision making. The finding agrees with 

Sabharwal (2014) that if organisations establish diversity initiatives and policies to facilitate 

heterogeneous individuals without developing an inclusive work environment, it would be difficult 

for organisations to fully achieve the overall objectives. Shore et al. (2011) suggest that leaders 

who can boost inclusion in the organisation are necessary for managing diversity in the workplace 

(Pless & Maak, 2004).  

Similarly, Vohra et al. (2015) and Shore et al. (2011) point out that leaders can enhance an 

inclusive work climate to support diversity in the organisation by exhibiting commitment to value 

diversity, enhancing a friendly and supportive workplace where everyone feel the same and secure 

despite their different qualities, and providing opportunities for learning about cross-cultural 

differences. Leaders who emphasise inclusion are those who can integrate diversity initiatives with 

organisational objectives, give significance to contributions by diverse employees and create a 

supportive work circumstance for everyone (Shore et al., 2011). Like other research, the finding 

indicates that an inclusive environment promoted by leaders can support a heterogeneous 

workforce. It agrees with Vohra et al. (2015) that to create an inclusive work environment, leaders 

should acknowledge and accept differences and similarities of individuals while appreciating 

employees’ contribution. Any organisational managerial processes should be established based on 

their needs which could help address a fair treatment in the firm. Similarly, the finding supports 

the research claiming that the more an inclusive environment is, the more were keen to participate 

in discussions and decision making, which ultimately reduce discrimination in the workplace 

(Vohra et al., 2015). Overall, leaders are considered an important influencer to establish a friendly 

and supportive diverse climate for INGOs. 

 

Communication  

Communication is claimed to be an influential factor to mitigate problems in diverse 

environments. To address diversity challenges, organisations should clearly communicate 

employees on a purpose of working with diversity. Senior managers (PM2 & PM5) said that an 

open communication could be an important key to help solve problems on diversity, especially 

conflict. If we talked to diverse employees clearly to understand the points, any problem could be 

reduced. They said communication was a common process to exchange ideas, and knowledge. It 



101 
 

was a method of social interactions that created an understanding, relationships and work 

commitment.  

An open communication on diversity can enable employees to better understand the 

objectives and goals of the organisation, especially its mission and vision in which diversity 

initiatives were included in the overall goals. From the interviews, it can be seen that if diversity 

values were clearly communicated and explained to team members, it could provide them 

opportunities to learn and broaden their perspectives to understand diversity workforce, new 

culture, knowledge and work patterns which were different from their current knowledge. At the 

same time, employees, including local officers and expatriates, could express their ideas and give 

feedback on the concerned issues to leaders. HM4 stated that top management levels and all line 

managers needed to encourage employee participation for discussions during staff meetings where 

all heterogeneous human resources could express their ideas and make decisions. If the root cause 

of the problem was discovered, the right implications could be developed to address any problem 

concerned. The right message conveyed through a vision and organisational goals could help 

diverse employees to feel valued and recognise that they were also important resources to the firm 

despite their differences from others. This in turn could improve work commitment and 

relationship among team members as well as reduce negative outcomes related to diversity. 

A few HR managers (HM2 & HM4) said that with a clear and open communication on 

diversity, employees could have a better understanding on each other while conflict and 

misunderstanding on diverse workforce can be mitigated. Communication helps to disseminate 

organisational goals that focus on promoting diversity (Femi, 2014). It can be seen that this finding 

on open communication is congruent with the work of Bergman, Dellve, and Skagert (2016) which 

aid that open communication is required to create trust and a friendly, culturally diverse workplace. 

Open communication plays a vital role in motivating mutual interactions among team members to 

better understand the objectives of organisations. As with previous literature, the finding agrees 

that clear communication on diversity and its objectives can enhance a process of shared values 

on knowledge sharing of diversity to team members which can help solve problems and seek ways 

to develop new work patterns to address the organisaitonal issues. The finding also echoes the 

work of Femi (2014) and Okoro and Washington (2012) that communication is important for 

followers to understand an organisation’s expectations. With a clear and open communication on 

diversity objectives, organisations can productively work to manage diversity while encouraging 
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social integration and fairness. Open communication acts as a catalyst for a better understanding 

of employees to embrace diversity in the workplace. It enables heterogeneous workforce to take 

advantage of distinct knowledge while cultivating cross-cultural understanding to mitigate barriers 

at work (Okoro & Washington, 2012). This finding confirms that an acceptance to learn about 

other cultures and an open communication can lead to better understanding and view diversity in 

a different way while learning to accept it and seek for the best solutions. Challenges related to 

diversity thus can be alleviated through a clear communication and learning to understand other 

communication styles (Newell, 2002). This finding also agrees with Almutairi et al. (2015) that 

communication in a culturally diverse environment should be supported because it can enhance 

employee commitment and accommodate diversity initiatives. Open communication then becomes 

one of the key factors to alleviate diversity challenges in INGOs. 

 

Training to support diversity  

In order to address diversity challenges, training can be employed to mitigate the issues. 

According to the research findings, it should involve cross-cultural training and language training 

to help address diversity challenges in the firms. A project manager (PM5) stated that training was 

beneficial to broaden knowledge of employees to better understand cross-cultural understanding 

when working with diverse people who came from distinct backgrounds and culture. More than 

half of participants (HM1, HM3, HM4, PM4, HM5) acknowledged that cross-cultural training was 

crucial for organisations to raise an awareness of diversity. It could be employed to convey what 

diversity was important to the firm, the reason why everybody should learn and understand how 

to work properly with other people and learn to embrace change. Cultural differences entailed 

different values on how to perceive knowledge, behaviour, attitudes and interactions towards 

particular issues. PM1 said that a cross-cutting issue, especially conflict sensitivity, was included 

in cross-cultural training. Based on the interviews, to learn and handle cultural differences in the 

organisation, PM4 stated that the importance of cross-cultural training needed to be recognised. 

Top managers should understand the needs of employees and arrange it to fit their needs. Local 

officers should learn other cultures to understand new values, and work patterns while expatriates 

also needed to be trained on the culture of host organisation. It could be deduced from the 

interviews that conducting training on cultural awareness would provide employees with 

opportunities to understand others in broader perspectives, but also learn the best way to work with 
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heterogeneous team effectively which in turn would lead to an improvement of the overall work 

performance (Kundu, 2001).  

Providing a cross-cultural training can educate an awareness of cultures. According to the 

findings, four participants (HM1, HM3, HM4, HM5) said training could build up better 

understanding of heterogeneous people and avoid bias and discrimination. Training in cross-

cultural understanding could broaden cultural knowledge of employees to enhance awareness 

different cultural values. Expatriates could learn and understand Lao culture while local Lao 

employees could recognise how Lao culture was distinct from other cultures. When individuals 

are open and flexible about learning new information, it can motivate them to work productively 

as they can adapt to a dynamic work environment. The finding is consistent with the work of 

Dalluay and Jalagat (2016) and Ko and Yang (2011) that cross-cultural training is a training 

process to educate employees on cultural differences. It enables them to feel at ease when diverse 

employees work in a new organisation or in a host country because a cross-culture awareness could 

support them in adaptation to new circumstances. This finding also agrees with the work of Nel et 

al. (2017) which demonstrates that if cross-cultural training is organised, heterogeneous employees 

could feel valued and work productively in new work environment. Such training is intended to 

educate employees about cultural awareness and strengthen their experiential knowledge and 

interactions. Based on the literature, cross-cultural training is beneficial for employees to improve 

skills on adaptation if expatriates and local staff have an appreciation of cross-cultural information 

and recognise cultural differences between the host country and their home country (Eschbach, 

Parker, & Stoeberl, 2001). In association with the finding, Ko and Yang (2011) argue that training 

to improve cross-cultural awareness enables employees to understand and accept cultural 

distinction while recognising such values for change and adapt to new work circumstances.  

Apart from cross-cultural training, language training can be helpful to address a challenge 

of diversity. This is because diverse employees can face difficulty in communication and 

understanding due to language differences. Based on the interviews, INGOs not only provided 

general trainings to enhance employees’ competencies, but also supported a language learning for 

employees to improve their communication skills. A senior manager (PM2) stated that local Lao 

employees were offered a language training course to improve their English proficiency. This was 

to strengthen staff capacity to work for organisations to achieve the overall organisational 

objectives and minimise communication barriers. This finding agrees with the work of Ko and 



104 
 

Yang (2011) that organisations should offer foreign language training courses to improve language 

competency of human resources because a high competency of other languages is beneficial for 

staff members to productively work in the local or host organisation. The finding confirms 

previous research that with a training, language proficiency can enable diverse individuals to better 

improve communication skills while having a better understanding of other people. Similar to the 

finding, the literature argues that when staff members are competent in local customs and language, 

it is likely that misinterpretation and miscommunication can be mitigated. This could result in a 

development of language fluency of expatriates as well as local employees. This accords with 

Dowling and Welch (2005) who argue that language proficiency is a fundamental elements of 

social interactions which local staff and expatriates should gain and that it needs to be improved 

for work effectiveness. When human resources are assigned to work in foreign countries, learning 

new language through training offered by organisations is of importance to establish good 

relationship and reduce potential barriers at work (Hodgetts & Luthans, 1994; Ko & Yang, 2011).  

Overall, to address challenges on diversity, interviewees emphasised three main factors 

which are leadership, communication and training to support diversity. A salient point that 

contrasts the ideas of the literature is that it seems INGOs tend to focus on top management levels 

like country directors and senior managers only who they consider to be the most important 

persons to manage diversity, but in fact it requires a commitment of all staff members to get 

involved in diversity management process (Shen et al., 2009). Quotas to enhance diversity 

workforce are beneficial, but leaders should carefully consider this factor to ensure the 

organisational objectives are reached. 

 

5.6. Chapter summary 

This chapter presented a discussion of the research findings which resulted from semi-

structured interviews with 10 senior managers in five INGOs in Laos. The literature of diversity 

management and relevant research studies were employed to support the findings and answer four 

research questions. Managers from five INGOs in Laos were familiar with the notion of ‘diversity’. 

However, most of them understood the term of diversity as any distinction of human resources 

only and did not mention similarities that could establish the concept of heterogeneous workforce. 

The implications of the finding are that despite the fact that there is no one-size-fit-all 

approach or the best practices for managing diversity (Burgess et al., 2010), the researcher 
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discovered that organisations need to establish proper practices that should align with the needs of 

the organisations and staff members. There are four main approaches to manage diversity in the 

INGOs under review which comprise organisational culture, recruitment and selection, fair pay 

and training and development. From the discussion, there were some inconsistent practices with 

the core objectives of the organisation because there was no specific training on diversity. An 

interesting point in recruitment and selection to support diversity was a fair and flexible judgement 

that adds an important value when considering job seekers who are women, ethnic and disabled 

people and minority groups for a job. This point was contradict by the literature of Gamage (2014) 

and Henry and Temtime (2009) who said it was crucial to have a proper recruitment and selection 

process. 

Even though it is claimed that INGOs in Laos do not experience discrimination and serious 

issues on diversity, the finding agrees with the previous literatures and discovers that diversity in 

INGOs in Laos can result in both positive and negative effects. The positive ones encompass 

creativity and problem-solving while the negative ones comprise communication barriers and 

conflict. INGOs emphasised three main factors to address diversity challenges which are 

leadership, communication and training to support diversity. A salient point that contrasts the ideas 

of the literature is that it seems HR managers and project managers tend to focus on top 

management levels like country directors and senior managers only who they consider to be the 

most important persons to manage diversity. However, it requires a commitment of all staff 

members to get involved in diversity management process (Shen et al., 2009). Also, quotas used 

to encourage heterogeneous workforce in the firm should be implemented in line with the overall 

objectives of the organisation. 

           The next chapter will summarise this research along with recommendations and limitations. 
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Chapter 6: Conclusion 

 While chapter five provided a discussion of the findings, this chapter concludes this 

research study which explored practices on managing diversity in INGOs in Laos. The key 

research findings from previous chapters are highlighted based on four research questions. This 

chapter comprises five parts which are conclusion of the research, contribution of the research, 

recommendations, potential limitations, and direction for future research. 

 

6.1. Conclusion of the research 

This research aimed to explore practices of diversity management in International Non-

Organisations (INGOs) in Laos. The four sub-research questions were developed to address the 

core research objectives indicated in chapter one. 

To conduct this research project, the researcher employed qualitative approach and an 

interpretivist paradigm because a research topic on managing diversity possessed complexity and 

required more social interactions between the researcher and participants. Perspectives and 

knowledge of individuals on such a topic could be varied and that the researcher could explore and 

interpret the issues based on the real settings. To obtain the data, the researcher used a semi-

structured interview with 10 senior managers (five HR managers and five Project managers) in 

five INGOs in Laos. By using this type of interview, the researcher could gain depth knowledge 

with regard to managing diversity in INGOs in Laos from participants as the researcher could ask 

for more clarification as well as constructing new and proper questions for better detailed answers. 

Below are conclusions of this research study:  

 

6.1.1. Awareness about diversity 

 Based on the interviews with 10 senior managers in five INGOs, it can be perceived that 

the majority of participants could provide an explanation on the notion of diversity. They 

conceptualised diversity at the workplace as dissimilarities of people and groups who differ from 

others with regard to nationality, culture, ethnicity, geographic location, age, gender, beliefs, 

language, physical abilities, characteristics and work procedures in the organisation. They all felt 

confident to demonstrate diverse workforce was all about differences of individuals only. Staff 

members who possessed different qualities were considered as heterogeneous human resources. 

While most senior managers demonstrated diversity as differences of employees, they tended to 
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ignore a sense of similarity of groups and individuals as part of diversity. Even though such 

perspectives of senior managers towards diversity were congruent with the literature (Bell, 2012; 

Cox, 2001; Oslen & Martins, 2012), the finding is inconsistent with Akinnusi, Sonubi, & 

Oyewunmi (2017) that heterogeneous workforces embody a multitude of human qualities either 

any distinct or similar quality which can influences attitudes, values and interactions in society. 

Overall, this can be seen that managers in the five INGOs has an appreciation of diversity. They 

mostly recognise it as different qualities of human resources rather than a combination of both 

similarities and distinctions of people. 

 

6.1.2. Diversity management approach in INGOs in Laos 

 According to the interviews managing diversity at the workplace is perceived as a process 

to deal with distinct people who come from different backgrounds. It is to work and collaborate 

with other heterogeneous individuals based on shared values to accept and recognise an importance 

of diversity workforce to the firm while exploiting their strengths to bring the full potential to the 

organisation. More than half of participants claimed that to manage diversity, it is important to 

develop organisational policies to align with HR policies in order to promote diverse workforce in 

their firms. A current approach to managing diversity in INGOs in Laos encompasses four 

significant practices which are organisational culture, recruitment and selection, fair pay and 

training and development as follows: 

 The first component for promoting diversity in INGOs is organisational culture. Four out 

of 10 senior managers demonstrated that managing diversity involved a set of rules and a code of 

conduct that values an acceptance of diversity workforce. A development of one culture that 

recognises the significance of a diverse workforce influences positive collaboration among teams 

while developing good relationship and better understanding of other distinct culture of local 

employees and expatriates. Additionally, most HR managers and project managers interviewed 

emphasised the need for a code of conduct to support diversity as it could enhance a shared mind-

set of employees to accept and follow the rules of organisations. A code of conduct affects 

employees to value working with other team members with respect despite distinction of qualities. 

The finding reveals that INGOs place a focus on organisational culture which involves rules and 

code of conduct on valuing diversity to promote diversity in their firms. 
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 Second, recruitment and selection is one of diversity management approach. Most senior 

managers interviewed said that to promote and manage a heterogeneous workforce, there were two 

significant aspects to emphasise in a recruitment and election process:  Advertising that promoted 

inclusion and a fair recruitment process. A statement saying that women, ethnic people and 

disabled people were eligible to apply should be included in a job advertisement to attract a diverse 

talent pool. This would exhibit equal employment opportunities for everyone and indicates that 

there was no job discrimination in organisations. Another aspect was a fair, flexible recruitment 

and selection process. Gender balance and gender empowerment had to be emphasised in 

organisational policies as well as organisational culture to promote diversity in organisations. This 

means women and minority groups like ethnic and disabled people could be prioritised when it 

comes to assess qualifications for all job applicants. A selection can be flexible to match 

organisational goals while ensuring an encouragement of diversity workforce is achieved.  

 Third, equal pay is one of the significant components that INGOs take it into account to 

manage heterogeneous workforce. Most senior managers said fair payment was crucial to promote 

and retain diverse employees. Equal remuneration was offered to all staff members based on a 

standard pay system of the organisation which both men and women were entitled to receive, along 

with other related benefits. It was claimed that there was no pay discrimination on gender because 

organisations emphasised fair pay that assessed employees based on their qualifications and work 

experiences rather than gender. Performance-based pay was a valued as a tool to motivate 

heterogeneous workforce. Interviewees said their INGOs worked to support everyone to receive 

equal employment opportunities as well as fair pay. Such practices support the Lao labour laws 

that aim to eradicate pay discrimination for those who work in the same or different jobs (Schenk-

Sandbergen, 2011).  

Fourth, training and development was emphasised in organisations. Even though most 

senior managers emphasised that their firms were aware of an important role diversity in the 

workplace, surprisingly there was no specific training on diversity. Instead, general training to 

improve skills and knowledge of employees for work base was regularly organised. Some topics 

on gender equality and basic knowledge to avoid discrimination were included are encompassed 

in staff orientations, general training, retreats and regular meeting. This finding is inconsistent with 

the work of McGuire and Bagher (2010) that to effectively manage diversity workforces, diversity 

training should be arranged to improve employees’ awareness of diversity and develop a 
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supportive diverse environment. Organisations that support and value diversity should recognise 

an importance of training on diversity in order to enhance human resources’ perspectives to be 

flexible and accept dissimilarities and similarities of other staff members when working in a 

culturally diverse environment.  

 

6.1.3. Effects of diversity in INGOs in Laos 

The finding indicated that INGOs in Laos did not experience any serious problems on 

diversity. Even though there was no discrimination in their organisations, the majority of senior 

managers claimed that diversity in the workplace could result in positive and negative effects. The 

positive effects encompass creativity and problem-solving while negative effects include 

communication barriers and conflict. For positive effects, creativity was attributed to information 

sharing between local employees and expatriates who possess distinct qualities, culture, working 

styles, values. Working with diverse group members provided opportunities for human resources 

to broaden knowledge and ways of thinking that can result in creative ideas. Also, heterogeneous 

employees could have an influence in problem-solving. This is because expatriates and local 

employees possess different values, perspectives, culture, working styles. Such differences can 

enable organisations to find out the best way of work as well as the most practical solutions to 

address concerns.  

For negative effects, communication barriers are considered a challenging aspect of 

working in a diverse environment. The majority of senior managers interviewed highlighted that 

different languages used by local employees including ethnic people and expatriates are the main 

communication obstacle. While Lao and English are the main language employed in the 

organisation, misunderstanding and miscommunication could result from different levels of 

language proficiency of heterogeneous human resources. A diversity workforce could generate 

conflict because of distinct values of work. Most senior managers identified that heterogeneous 

employees who come from different background like local Lao people and expatriates tend to 

possess different styles of work. While Lao people were indirect and value relationship base, 

expatriates were direct and work oriented. This could lead to distinct approaches at work and 

ultimately led to conflicts.  
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6.1.4. Potential solutions to address diversity challenges 

Senior managers in INGOs claimed there were three main potential factors to address 

diversity challenges which encompass leadership, communication and training to support 

diversity.  The finding demonstrated that leaders played an important role to motivate followers to 

work to achieve organisational goals. To help reduce diversity issues, a commitment of top 

management level was required to enhance a culture of valuing diversity and accepting differences 

of heterogeneous human resources like women, ethnic and disable people, expatriates. Leaders 

could develop a quota for diverse individuals as it can enhance more opportunities for women and 

other minority groups to get access to the job. Also leaders could create an inclusive work 

environment to encourage employee participation. Diverse employees could feel valued when a 

supportive work environment is improved through employee empowerment to support all staff 

members despite their differences and similarities.  

Apart from leadership, open communication was emphasised by most senior managers to 

communicate the objectives of working in diverse environment. This is because clear 

communication can enhance a better comprehension of human resources toward organisational 

values on diversity and the overall objectives. An emphasis on open communication to encourage 

every staff member to participate in decision making helped address potential problems in the 

firms. While communication was claimed to help address issues in the organisation, training to 

support diversity, especially cross-cultural training and language training was considered to be one 

of significant aspects in dealing with heterogeneous human resources in INGOs. Such training 

could broaden employees’ skills and knowledge about cultural differences, language and improve 

cross-cultural understanding that can help avoid discrimination and enable employees to be 

flexible to adapt to work in a culturally diverse climate.  

 

6.2. Contributions of the research 

There has been no prior research into the practices on managing diversity in INGOs in 

Laos. This research contributed empirical data on the awareness of senior managers in INGOs in 

Laos about the notion of diversity, which showed a slight difference from existing literature. The 

finding discovered that they understood diversity at the workplace as being about differences of 

human resources working in the organization, but were less likely to mention similar qualities of 

individuals.  
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 This research found that all Lao HR managers and project managers shared the same views 

that the current approach of diversity management is implemented through an emphasis of 

diversity values in organisational culture, recruitment and selection, fair pay and training and 

development. Despite the fact that the literature stated there is no one-size-fit-all approach of 

diversity management practice (Burgess et al., 2010), the research finding revealed that diversity 

management in INGOs in Laos was relatively correlated to human resource management 

functions. This research suggested that valuing diversity workforce was of importance while it was 

crucial to emphasise the integration of such values into organisational culture and other 

management functions, especially recruitment and selection, fair pay, training. In response to the 

finding, training on diversity should be recognised as well as cross-cultural training and language 

training to strengthen employees’ knowledge and competencies that could enable them to be aware 

of differences and similarities of human resources and work effectively in a culturally diverse 

environment.  

The research found that the Lao INGOs under consideration had not experienced 

discrimination and serious problems on diversity. The underlying reasons for this case are that 

culture in Laos values compromising and preserving face. People tend to avoid conflict while 

INGOs also place an importance of working with other people based on respecting and accepting 

differences. Maintaining relationships by indirect speaking is highlighted rather than loud and 

direct communication. This practice is associated with a tendency to avoid conflicts which has 

influenced Lao people to behave in way to prevent disputes and embarrassment (Leigh, 2012). 

Individuals tend to convey their perceptions indirectly when they have an inclination to refuse or 

disagree with others (Dorner & Gorman, 2011). Another influential reason is that working in Laos 

is based on a hierarchical system. The finding supports Sumphonphakdy (2011) who said that in a 

hierarchical organisations, employees tend to follow the norms, rules and policies of the 

organisation while working based on the guidance of leaders. Newcomers and junior employees, 

despite diverse qualities, need to follow the guidance of senior authority and show respect to them. 

Thus, when organisations focus on valuing diversity in the workplace, it is likely that less problem 

on diversity would occur. However, they still face some minor problems with regard to 

communication barriers and conflict. Given these issues, most senior managers proposed three 

significant aspects to address such problems which encompass leadership, open communication 
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and training to support diversity. These are considered influential factors to mitigate diversity 

problems in the firms. 

The research finding found that a fair and flexible way to recruit heterogeneous employees 

was an interesting point in managing diversity in the Lao context. All five INGOs under 

consideration were aware of the role of workforce diversity and had policies to support a culturally 

diverse climate. This means recruitment and selection should be conducted based on putting the 

right person to the right job at the right time (Compton et al., 2009). However, it was surprising 

that in real practice the finding revealed that a method to recruit diverse human resources was 

employed that was associated with the organisational objectives for balancing diverse employees 

in INGOs in Laos. In the case in INGOs in Laos, HR managers could consider person-organisation 

fit to ensure the organisational values and objectives to match the current situations of the firm 

whether employees in organisations were diverse and gender balance was met (Kristof-Brown, 

2000). The finding confirmed that organisations could be flexible in recruitment and selection to 

achieve a set of policies for INGOs to promote gender balance and gender equality which is aligned 

with the labours law of Laos (Siliphong et al., 2005). It is crucial to empower women and all 

minority groups to have an access to equal employment opportunity as well as encourage gender 

equality for all. Flexibility in staffing is considered of importance to create more opportunities for 

diverse workforce to work in the firm. 

 

6.3. Recommendations for INGOs in Laos on managing diversity  

 From the research outcomes, the researcher would like to propose some recommendations 

as followed: 

- The finding identified one diversity management approach is training and development, 

but this is mostly general trainings for capacity building and specific tasks. Despite the fact 

that most senior managers (HR managers and project managers) stated that their 

organisations valued diversity at the workplace, there was no specific training on diversity 

organised in five INGOs in Laos. To ensure a better diversity management approach, 

leaders and line managers should identify a clear purpose of diversity training and cross-

cultural training and regularly organise training sessions. Valuing a heterogeneous 

workforce should be turned into practices that every staff member in organisations should 

participate in such trainings to clearly be aware of diversity. 
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- The research results demonstrated that leadership played a vital role helping mitigate 

diversity problems in organisations. It seems leaders are considered the main focal persons 

only to take part in leading diversity culture in the firm, while Shen et al. (2009) suggest 

that managing diversity should be taken into account by every staff member at all levels 

not only those in line managers, but also followers and non-managerial officers. A 

commitment from top management towards valuing diversity is of importance to reinforce 

followers to accept and recognise a significant role of heterogeneous workforce while 

subordinates are required to follow the guidance of valuing diversity and work with other 

diverse individuals with respect. 

- The finding indicated that all HR managers and project managers shared the same views 

that an approach of diversity management included organisational culture, recruitment and 

selection, fair pay and training and development. However, the finding revealed that there 

were no critical indicators were used to monitor and assess employees’ perceptions towards 

heterogeneous colleagues and work performance of diverse teams after such diversity 

management practices were implemented. It would be beneficial for organisations to 

establish a monitoring system with clear indicators to evaluate the outcomes of diversity 

management. Leaders including HR managers and other line managers then should 

recognise a significance of an assessment system to help identify problems that needed to 

be improved and promote the points that are currently implementing well. 

 

6.4. Potential limitations 

Even though this research shed light on diversity management practices in INGOs in Laos, 

there are still a few constraints in this study. While points of saturation of this research study could 

be reached at 10 participants, the sample size might be considered limited and hinder the rigour of 

the research finding. Future studies should increase the sample size to gain better outcomes.  

This research was focused on five INGOs and the findings may not widely represent the 

whole perspectives of senior managers in other INGOs in Laos. Before conducting semi-structured 

interviews, the researcher faced difficulties in receiving confirmation from participants due to time 

constraints and some urgent commitments of expected participants. Also, one participant felt 

uncomfortable with the interview and withdrew from the research project, resulting in a delay in a 

data collection.  
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 The findings related to diversity management framework may not address all potential 

practices that can apply for other sectors that may experience serious issues on diversity. This is 

because it is claimed by most participants that diversity issue is not that serious a problem in 

INGOs and there is no discrimination in INGOs in Laos. There is a lack of research studies on 

diversity issues in Laos. As a result, this research tended to have a narrow focus on the case in 

INGOs in Laos associated with human resources management practices.  

 

6.5. Directions for future research 

This research study showed the diversity awareness of senior managers in INGOs in Laos and 

significant practices of diversity management that involved in a general implementation of INGOs. 

Given a broader spectrum on this research topic, potential suggestions for future research could 

include: 

- A future study could establish a wider focus of sample size in both leadership and non-

leadership roles and those who are foreigners and ethnic people. This may show distinct 

perspectives and lead to interesting outcomes when comparing those perspectives on 

diversity.  

- It would be interesting to explore how the government and private sectors perceive 

diversity and whether they have developed their own approaches to handling diverse 

workforces in their organisations. Research would also study what hierarchies exist and 

how they function in government and private organisations and how this affects diversity 

management. 

- A study on how to improve an awareness of employees in homogenous groups on working 

with heterogeneous human resources could be further investigated to find out significant 

components in development of productive diversity management. 

- It would be interesting to examine whether setting quotas can address diversity problems 

and encourage diversity in the organisation. 

 

6.6. Summary  

 Diversity management is fundamental for organisations who want to manage 

heterogeneous workforces which possess distinct and similar qualities. Organisations encompass 

diverse employees who come from different backgrounds, ages, nationalities, ages, cultures and 
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ethnicities. This can have an effect to the performance of the firm because of employees’ different 

cultural values, perspectives, characteristics and qualifications.  

In response to this research on five INGOs in Laos, it was apparent that the notion of 

diversity was recognised by the majority of HR managers and project managers, but there was a 

slightly different understanding about the term which they regarded as being about dissimilarities 

of groups and individuals. A current approach to manage heterogeneous workforce in INGOs was 

identified through organisational culture, recruitment and selection, fair pay and training and 

development. Even though there is no serious diversity problem or discrimination in INGOs in 

Laos, working with diverse employees can cause both positive and negative effects to the 

organisations. To enhance positive outcomes and minimise negative results of diversity, it is 

proposed to have good leaders who value an importance of diversity to the firm by maintaining a 

clear commitment to boost diversity culture in the firm, setting appropriate quotas to attract diverse 

talent workforce and developing an inclusive work environment where every staff member can 

feel valued and recognised as part of the firms. Organisations should emphasise open 

communication as well as organise necessary trainings to support heterogeneous employees 

regularly. If organisations can establish proper diversity management approach and put it into real 

practices, heterogeneous workforce then can work productively to their full potential and bring 

great benefits to the firms. 
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Appendices 

Appendix 1: Semi-structured interview questions 

 

Interview questions 

I. Introduction questions  

1. What are your main responsibilities? 

2. How long have you worked for this organisation? 

3. How long has your organisation operated in Laos? 

4. How many employees are there in your organisation?  

5. Can you tell me a number of female and male employees and a number of expatriates in 

your organisation? 

6. How many female employees are there in leadership positions? What about male leaders? 

 

II. Perceptions on diversity and real practices of diversity management in the workplace  

7. What do you understand about the word “diversity”?  

8. How would you describe diversity management? 

9. Does your organisation have diversity management protocol? How? 

 

III.The effects of diversity in managing diversity  

10. What are positive and negative effects of diversity to your organisation?  

 

IV. Solutions to address difficulties in managing diversity 

11. Is there any specific problem about diversity in your organisation? (If yes, what are 

they?) 

12. What could be the potential solutions to address challenges of managing diversity? 
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Appendix 2: Information sheet 

 

Information for participants  

 

Research Project Title: “Practices of diversity management in international non-

governmental organisations in Laos”. 

 

The aim of the project is to explore practices of diversity management in international non-

governmental organisations in Laos. 

 

My name is Chanthala Vongxaysana. I am currently enrolling in the Master of Business degree at 

Unitec, New Zealand. I would like to seek your help in meeting the requirements of research for a 

Thesis course which forms a substantial part of this degree. 

 

I would like to collect the data from you through an interview in order to discuss the topic of 

diversity management on cultural differences in international non-governmental organisations in 

Laos. The interview will take about 40 to 60 minutes. I will meet you in your office at convenient 

time as prearranged. An audio recorder will be used during the interview and the interview will 

later be transcribed and have you amend if you wish. You have the right to withdraw at any time 

within 2 weeks after an interview and you also have the right to see the final research report if you 

wish. 

 

If you agree to participate, you will be asked to sign a consent form and return it to the researcher. 

However, this does not stop you from changing your mind if you wish to withdraw from the project.  

 

Your name and information that may identify you and your organisation will be kept completely 

confidential. All information collected from you will be stored on a password protected file and only 

you, my supervisor and I will have access to this information.  
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I hope that you will agree to take part and that you will find your involvement interesting. If you 

have any queries and need more information about the research project, you may contact me and my 

principal supervisor at Unitec, New Zealand. 

 

Researcher: Chanthala Vongxaysana, phone: +85620 76644818 or 

email:cvongxaysana@gmail.com 

My supervisor is Sean Quifors, phone: +64 022 5009969 or email: squifors@unitec.ac.nz 

 

 

UREC REGISTRATION NUMBER: 2018-1021 

This study has been approved by the UNITEC Research Ethics Committee from 1 June 2018 

to 1 June 2019. If you have any complaints or reservations about the ethical conduct of this 

research, you may contact the Committee through the UREC Secretary (ph: 09 815-4321 ext 

6162).  Any issues you raise will be treated in confidence and investigated fully, and you will 

be informed of the outcome. 
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Appendix 3: Participant consent form 
 

 
Participant consent form 

 

 Research Project Title: Practices of diversity management in international non-

governmental organisations in Laos 

 

I have had the research project explained to me and I have read and understand the 

information sheet given to me.  

 

I understand that I don't have to be part of this if I don't want to and I can withdraw at any time 

within 2 weeks after an interview. I understand that after the interview, I have the right to see and 

change or remove anything from the transcript.  

 

I understand that everything I say is confidential and none of the information I give will identify me 

and that the only persons who will know what I have said will be the researcher and her supervisor. 

I also understand that all the information that I give will be stored securely on a computer at Unitec 

for a period of 5 years. 

 

I understand that my discussion with the researcher will be taped and transcribed. 

I understand that I can see the finished research document. 

I have had time to consider everything and I give my consent to be a part of this project. 

 

Participant Signature: ………………………….. Date: …………………………… 

 

 

Project Researcher: ……………………………. Date: …………………………… 
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UREC REGISTRATION NUMBER: 2018-1021 

This study has been approved by the UNITEC Research Ethics Committee from 1 June 2018 

to 1 June 2019.  If you have any complaints or reservations about the ethical conduct of this 

research, you may contact the Committee through the UREC Secretary (ph: 09 815-4321 ext 

6162).  Any issues you raise will be treated in confidence and investigated fully, and you will 

be informed of the outcome. 
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Appendix 5: Ethics approval letter 
 

 

Dear Chanthala 

Ethics application number: 2018-1021 Vongxaysana  

 

Thank you for completing and submitting the amendments requested. As Primary Reader of 

your application and under delegated authority from the Unitec Research Ethics Committee 

(UREC) I now authorise you to begin your research.  

Please note, if you have not yet done so at the time of receiving this advice; please email one 

copy of your final amended ethics application and any additional documents to the UREC 

secretary at: ethics@unitec.ac.nz. You will receive a formal letter of approval after the next 

UREC meeting, but this letter here serves as notice of ethics approval. Note UREC meetings 

are held monthly. 

The dates that must be referred to on the Information Sheet AND Consent Forms given to all 

participants and which should be found on all your documents, are as follows: 

Start date: 1/6/18 

Finish date: 1/6/19 

The number of your approval is 2018-1021 

Please note, you must inform UREC, in advance of any ethically-relevant modification in the 

project as this may require additional approval. 

Best wishes for your project.   

Signed, 

Sue Wake (PR) 

mailto:ethics@unitec.ac.nz



