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The SMEE Review issue you hold in your 

hands is devoted to the issue of diversity 

in the workplace. As barriers to moving 

people and goods between countries are declining 

and relentless improving technologies are facilitat-

ing communications and travels, labour is charac-

terized by diversity based on gender, generation, 

ethnicity, religion, and even, health. How can man-

agers deal with these labour differences to achieve 

effectively and efficiently the objectives of their 

organizations? This question is even more interest-

ing for most SMEs who have traditionally focused 

on local markets, but they have seen their activities 

turning increasingly to the global market. Their 

situation could be even more difficult given their 

relatively limited resources to train their managers 

and employees to adapt to this new reality.

 In the first paper of this issue, Georges Aoun 

and Tony Gibeily from the Université Saint-Joseph 

Beirut (Lebanon) present the advantages of manag-

ing diversity in the workplace and use the example 

of Lebanon to illustrate their claims.  In the sec-

ond paper, this theme is pushed further by Kelli 

A. Green, Mayra Lόpez, Allen Wysocki, and Karl 

Kepner from the University of Florida who provide 

us with the definition, benefits, challenges and tools 

to manage diversity. In the third paper, Mr. Tim 

Cutt, currently President of BHP Billiton’s Dia-

monds and Specialty Products, describes his expe-

rience and challenges faced in managerial positions 

EDITORIAL 

in different companies with global reach in different 

countries. The fourth paper by Ewa Lisowska, Pro-

fessor and researcher on gender studies at Warsaw 

School of Economics (Poland,) focuses on diversity 

based on gender. The fifth paper by James P. Kaletta 

from Safety Management Solutions (Chicago, USA) 

and Douglas J. Binks and Richard Robinson, from 

Walgreens Distribution Center in Anderson (South 

Carolina, USA), pleads for the integration of people 

with disabilities in the workplace without fearing 

excessive expenses. In the sixth paper, Nancy S. 

Bell and Marvin Narz, professors at the Stephens 

College of Business at the University of Montevallo 

(Alabama, USA) present the issues of diversity 

based on age. Finally, Annette Verschuren, former 

CEO of Home Depot, speaks about the impor-

tance of social responsibility and the challenges of 

internationalization.

Some of the papers above have been published 

in other media, so let me thank those who have 

authorized us to share them with you. My thanks go 

also to Bruce C. Anderson, Director of the Centre for 

Management Development, Michael Jesse, current 

Student Consultant Manager, and Sarah Novak and 

Natasha Perkins, former Student Consultant Man-

agers, for their dedication and hard work to prepare 

and publish this issue. Also, thanks to Andrew 

Gaudes, Dean of the Faculty of Business Adminis-

tration, University of Regina, for his time on proof-

reading the papers in this issue.

Jean-Marie Nkongolo-Bakenda,  

Editor
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Le numéro de la Revue PMEE que vous tenez 

dans vos mains est consacré à la question de 

la diversité sur le lieu de travail. Comme les 

barrières de déplacement des personnes et des biens 

entre les pays sont en déclin et l’amélioration sans 

relâche des technologies facilite les communications 

et les voyages, la main-d’œuvre se caractérise par la 

diversité fondée sur le genre, la génération, l’origine 

ethnique, la religion, et même, la santé. Comment les 

gestionnaires peuvent-ils faire face à ces diversités 

pour atteindre efficacement les objectifs de leurs or-

ganisations? Cette question est même davantage plus 

intéressante pour les PME qui étaient traditionnelle-

ment orientées sur les marchés locaux, mais dont les 

activités se tournent de plus en plus vers le marché 

mondial. Leur situation pourrait être encore un peu 

plus difficile compte tenu de leurs ressources relative-

ment limitées pour former leurs gestionnaires et les 

employés à s’adapter à cette nouvelle réalité.

Dans le premier article de ce numéro, Georges 

Aoun et Tony Gibeily de l’Université Saint-Joseph de 

Beyrouth (Liban) présentent les avantages de la ges-

tion de la diversité dans le milieu de travail et illustrent 

leurs propos par l’exemple de la réalité libanaise. Dans 

le deuxième article, ce thème est poussé plus loin par 

Kelli A. Green, Mayra López, Allen Wysocki, et Karl 

Kepner de l’Université de Floride, qui nous fournis-

sent la définition, les avantages, les défis et les outils 

de gestion de la diversité. Dans le troisième article, 

Mr. Tim Cutt, actuellement président de BHP Billiton 

Diamonds et produits spéciaux, décrit son expérience 

et les défis rencontrés dans des postes de direction 

    ÉDITORIAL

dans différentes entreprises d’envergure mondiale 

situés dans différents pays. Le quatrième rticle par 

Ewa Lisowska, professeure et chercheure en études 

de genre à Warsaw School of Economics (Pologne,) 

met l’accent sur la diversité fondée sur le genre. Le 

cinquième article de James P. Kaletta de Safety Man-

agement Solutions (Chicago, USA)) et Douglas J. Binks 

et Richard Robinson, de Walgreens Distribution Cen-

ter à Anderson (Caroline du Sud, USA), plaide pour 

l’intégration des personnes handicapées en milieu de 

travail sans craindre des dépenses excessives. Dans le 

sixième article, Nancy S. Bell et Marvin Narz, profes-

seurs au Collège Stephens of Business de l’University 

of Montevallo (Alabama, États-Unis) présentent les 

enjeux de la diversité fondées sur l’âge. Enfin, Annette 

Verschuren, ancienne PDG de Home Depot, parle de 

l’importance de la responsabilité sociale et des défis de 

l’internationalisation.

Certains des articles ci-dessus ont été publiés dans 

d’autres médias, permettez-moi de remercier ceux 

qui nous ont autorisés à en partager le contenu avec 

vous.  Mes remerciements vont également à Bruce C. 

Anderson, directeur du Centre for Management Devel-

opment (CMD), Mike Jesse, actuel directeur des étudi-

ants consultants, et Sarah Novak et Natasha Perkins, 

anciennes directrices des étudiants consultants, pour 

leur dévouement et assiduité dans la préparation et 

publication de ce numéro de la revue. Finalement, 

grand merci à Andrew Gaudes, doyen de la Faculté 

d’administration des affaires de l’Université de Regina, 

pour son temps précieux mis à relire et peaufiner les 

articles de ce numéro.

Jean-Marie Nkongolo-Bakenda,  
        rédacteur en chef
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Managing Diversity 
in the Workplace
By Georges Aoun & Tony Gibeily 
– Professeurs à la FGM

Abstract: 
In this article, Georges Aoun and 
Tony Gibeily emphasize the benefits 
of managing diversity in the market 
place and touch on various top-
ics related to diversity. Also, they 
present actions to consider when 
one wants to improve diversity 
management. A case on Lebanon is 
presented. 

Résumé: 
Dans cet article, Georges Aoun et 
Tony Gibeily mettent  l’accent sur 
les avantages de la gestion de la 
diversité dans les milieux de travail 
et abordent divers sujets liés à la 
diversité. En outre, ils présentent 
des actions à prendre en compte 
lorsque l’on veut améliorer la ges-
tion de la diversité. Un cas sur le 
Liban est présenté.

1. Why should the Organizations 
care about Diversity?

In the last decades, several scholars have addressed the 

diversity issue in different perspectives1, and among them 

J. Fink, D. Pastore and H. Riemer (2003) who proposed a 

framework of managing diversity that distinguishes between 

“non-compliant” organizations at its lowest end, and “pro-

active” ones at its highest end, going through “compliant” and 

“reactive”. Their framework is adapted hereafter:

The framework suggests that Diversity would go from a liability to an asset for 

the organizations that move their diversity management from non-compliant to pro-

active. The non-compliant organizations would eventually face the threats imposed by 

diversity, while for the pro-active ones many Employees at various levels are involved 

in decision-making. The latter organizations are those which will profit from their 

management of diversity and ripen their opportunities2.

Diversity in the 

workplace is an issue 

of concern across the 

organizations as it 

can bring benefits or 

challenges to them.

1   Cox, Thomas H. “The Multicultural Organization.” Academy of Management, 
Executive 5, no. 2 (1991): 34-47. Print.

 Morrison, Ann M. The New Leaders: Guidelines on Leadership Diversity in America.  
San Francisco, California: Jossey-Bass, 1992. Print

 DeSensi, J. “Understanding Multiculturalism and Valuing Diversity.”  
QUEST Volume 47 (1996): 34-43. Print 

2  It is to be noted that the framework does not suggest that the different diversity 
management practices are mutually exclusive.
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The interest in the diversity management stems from 

the fact that diversity in the workplace is an issue of concern 

across the organizations as it can bring benefits or chal-

lenges to them, and as such would directly influence their 

performance. That is why many scholars have addressed 

the issue with the intent to enrich our understanding of its 

dynamics.

The purpose of this paper is to stress on the importance 

of having our organizations’ leaders caring more about 

accommodating their team members’ diversity to better 

manage retaining the good people and attracting more 

new ones (and why not for that matter the best people in 

their sectors) as long as their long term success depends 

on it, more than on their financial resources and operating 

competencies. 

2.  Is diversity a threat or an 
opportunity for organizations?

Diversity is a growing reality that organizations, es-

pecially the large ones, need to address explicitly, and no 

more in a masked way through their culture. It should be 

acknowledged, appreciated and dealt with as a source of 

richness, creativity and cross cultural recognition. It is so as 

organizations do not normally have homogeneous human 

resources, the same profile of consumers, similar suppliers.

Managing diversity is not just a social, moral or con-

science issue as it affects directly the performance and 

results of the organizations. Consider all of the failed mar-

keting attempts, destroyed relationships, conflicts, lost 

talent, and misunderstanding that have resulted from not 

understanding or appreciating diversity. This pushes the 

stakeholders to look at how the organizations are handling 

their diversity issues, rewarding the ones dealing correctly 

with it and turning their back to the others.

Managing diversity means acknowledging people’s 

differences and recognizing these differences as valuable; 

it enhances good management practices by preventing 

discrimination and promoting inclusiveness. Among the 

consequences of non-diversity at the workforce level are the 

exclusion of portions of the population with risks of social 

gaps, stereotyping, fundamentalism leading to civil unrest 

(e.g. riots in French sub urban areas) and political confron-

tations (e.g. immigration laws in Europe and USA).

Across the board, successful businesses are anticipating 

and capitalizing on the swiftly rising proportion of minority, 

immigrants, female and older workers; and some are even 

beginning to capitalize on the talents of the disabled.

What is to be noted is that when people think of diver-

sity, they think first of ethnicity and race, and then gender. 

However, diversity is much broader than that; it is other-

ness, or those human qualities that are different from our 

own and outside the group to which we belong - yet present 

in other individuals and groups.

3.  The reasons behind the 
rise of diversity

 Q Globalization

Globalization has resulted in the removal of barriers 

between markets allowing a free flow of products, services, 

skills, and ideas. Organizations found an opportunity to 

expand their operations worldwide. Many Organizations 

came under the pressure of new competitors and they had 

to work with new types of consumers and different human 

resources; they were unprepared to face the diversity both 

within their branches and in their markets.

 Q Migration

On the one hand, developed regions of the world, such 

as North America and Western Europe, are experiencing 

low birth rates, decreasing cohorts of young people, and 

declining ratios of workers to retirees (fewer workers sup-

porting increasing numbers of retirees). In order to sustain 

their current levels of economic activities, these countries 

need to import immigrants to work. On the other hand, de-

veloping regions of the world are experiencing a completely 

opposite trend, with unprecedented growth in the number 

of young people due to high birth rates, improved medical 

conditions, and decreased infant mortality. This creates 

very large cohorts of young people who are looking for 

jobs. These countries cannot support such large numbers 

of young job seekers, so they need to immigrate in order to 

find jobs for themselves and to support their families.

Case in point for the developed countries: Italy’s popu-

lation is currently around 57 million. It is projected to de-

crease to about 41 million by the year 2050 because of low 

birth rates. In order to sustain its current economic activi-

ties, Italy will need to bring in about 350,000 immigrants 

yearly. We see similar trends in Germany, Belgium, and 

France—they are all likely to experience population declines 

if they don’t continue to accept immigrants.

An example of the situation in developing countries 

is Mexico: every year, the same number of people reaches 

adulthood in Mexico as in the United States, but the Mexi-

can economy is one-tenth the size of the United States’ 

economy. Obviously, these young people must look for jobs 

outside of their country.
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So, if you put together these two trends—the push from 

the developing countries and the pull from the developed 

countries—you can see that the workforce is becoming in-

creasingly diverse all over the world. In addition, advances 

in equal rights legislation around the world now force work 

organizations to be more accommodating of workers who 

have traditionally been excluded from the workforce.

 Q Women’s work

The family structure (tasks of members, size, education 

and consumption patterns) has changed with an increase in 

the number of active women. Some professions that used to 

be male dominated have seen females joining in, and new 

rule and process modifications were introduced.

 Q Aging population

The aging population and the development of health 

care are increasing the number of seniors staying active, 

increasing the median workers’ age. This explains why the 

work environment is being adapted to the old aged workers 

and why many processes have been modified to include the 

senior profiles. Even productivity targets and career plans 

are being reviewed.

Moreover, beyond the burdens to the economy of 

underutilizing older workers and supporting older non-

workers, many economists are already predicting a shortage 

of skilled workers resulting in a need to recruit and retain 

older workers who possess valuable skills. From a practical 

point of view, organizations are already becoming increas-

ingly dependent on older workers. Gordon F. Shea, author 

of Managing Older Employees, predicted that for every six 

new entrants into the job market in 1990, there will be only 

five at the beginning of the 21st century, representing a 

shortage of millions of workers in the United States and in 

many European countries.

 Q Political diversity

In most organizations employees have different politi-

cal ideas, and eventually affiliations. This is a source of 

conflict among them, especially when they are compelled to 

make decisions regarding crucial national actions, such as 

petitions, strikes, and public demonstrations.

 Q Corporate structure change (SCM, 
outsourcing, global operations)

Under the pressure of competition, many organizations 

are moving their production facilities to third world coun-

tries to enjoy cheaper labour or to get closer to raw material 

sources, increasing the diversity among its workforce.

 Q Status diversity (expatriates v/s locals)

The expansion of businesses at the international level 

and the mobility of human resources resulted in the pres-

ence of expatriate and local employees working side by side 

with all the different working conditions (salary, fringe ben-

efits and work period) and promotion prospects that might 

lead to frustration and confrontation.

 Q Caste diversity

In many countries, the caste system and the presence 

in the same department of persons belonging to different 

castes might be lived.

Diversity Issues and challenges

During the 19th century, most ideologies (fascism, 

communism, national socialism) tried to suppress the 

diversity and focused on a common aim.  This was because 

they feared that specific problems to different groups weak-

ened the country and its cohesion. Based on assumptions 

that differences mean weakness and homogeneity leads 

to strong bonds, they used repression, violence and even 

extermination to avoid the diversity but failed to impose 

common standards and erase the differences.

At the business level, the resistance to diversity usu-

ally comes from the dominant group wishing to keep its 

dominance and by management because of the extra cost 

diversity usually creates for training, conflict resolution and 

process adaptation.

Proving that diversity is manageable; it is no more a 

choice, it is a must imposed to organizations. They have 

to handle diversity and use it wisely to enhance creativity, 

mutual understanding of differences and ability to expand 

its operations to new markets.

Managing diversity focuses on maximizing the ability of 

all employees to contribute to organizational goals. Ignoring 

diversity issues costs time, money, and efficiency. Some of 

the consequences can include unhealthy tensions between 

people of differing gender, race, ethnicity, age, abilities, etc.; 

loss of productivity because of increased conflict; inability 

to attract and retain talented people of all kinds; complaints 

and legal actions; and inability to retain women and people 

of colour, resulting in lost investments in recruitment and 

training.
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4.  What is Diversity at 
the Workplace?

At the workplace, people are different in their percep-

tions, aspirations and drives, and, as such, would respond 

differently to the stimuli of their Seniors when it comes to 

directing their performance. They are different due to their 

gender, culture, sex, age, ethnicity, academic background, 

experiences, lifestyles, nationality, social and political af-

filiation, talent and skills. In fact, the list goes on longer (let 

alone that the diversity triggers are not static), though it 

would be beneficial to note that the diversity elements could 

be categorized in three classes (Dianah Worman 2005):

 ● Social diversity: age, ethics, and gender.

 ● Value diversity: psychological differences in person-

ality and attitude.

 ● Informational diversity: education, and functional 

tenure in the organization.

The above renders it is not easy to fully grasp the full 

diversity dynamics in any organization, and some people 

in the organization are so different from some others that 

managing the employees in a standard manner is almost 

impossible. For that reason, people should not be molded 

in the organization’s culture but should rather be managed, 

almost individually, to permit exploiting what their diver-

sity offers, such as:

 ● Cost effectiveness: using foreigners at lower cost

 ● Enhancing creativity and motivation: exploiting the 

employees’ different mindsets.

5. What is diversity management?

Diversity management in general consists of taking 

proactive actions pertaining to the organization’s climate 

that are capable of minimizing the threats of diversity and 

of maximizing its opportunities. Thus, it requires under-

standing that although diversity means differences, it en-

compasses similarities.

As the trend toward team work is continuously increas-

ing, pushing people to work more and better together would 

profit the organization and the employees.  Each employee 

would better manage, taking advantage of the team pluses 

and alleviating its minuses. This of course requires that the 

differences between the people be harnessed and the team 

avoids being propelled by its members’ differences. Hence, 

diversity at the workplace would provide a wider pool of 

competencies when properly managed, and would decrease 

team cohesion and light internal conflicts when it is not. In 

fact, an organization that would succeed in managing its 

diversity would score on many fronts. It would:

 ● Secure better interpersonal communication between 

its people.

 ● Increase creativity and innovation.

 ● Manage recruiting and retaining better people.

 ● Improve its people performance for the satisfaction 

of all its stakeholders.

6.  Some actions to consider to 
improve on managing diversity

In general, diversity management requires accomplish-

ing any or both of the following:

 ● Acceptance and usage of people differences

 ● Blending people

Because people would remain different, while the or-

ganization would work on blending its people, most of its 

diversity management actions would look for helping its 

people witnessing and accepting their differences, as well as 

taking advantage of their differences.

Among the many actions that can be considered by the 

leaders to improve on their organization’s diversity man-

agement, the following are stressed:

 Q Committing themselves to managing diversity

Especially by looking for the good of all, not just theirs, 

and by:

 ● Tolerating ambiguity and explaining diversity away.

 ● Tolerating diversity and helping their people accept-

ing it as a fact of life.

 ● Fostering mutual adaptation of their people to 

achieve their common interests by capitalizing on 

change.

 Q Gaining People commitment:

The more committed people are, the better their perfor-

mance. For Rijamampiana and Carmichael (2005), em-

ployee commitment has three levels: obligation, belonging 

and ownership. To them, organizations need to create first 

an attitude of ownership among the employees by accepting 

sharing the business outcomes (successes and failures) with 

the employees. Of course, this is not a new practice in many 

organizations (bonus, profit sharing and other benefit shar-

ing schemes). The issue is however to make sure that such 

schemes are transparent3 and fair4.

3 That for instance the bonus is a performance bonus and not a management discretionary one.
4 Left away from the power struggles in the organization for example.
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 Q Promoting Inclusion

Promoting inclusion (i.e. belonging) is needed to foster 

mutual respect among employees and requires securing the 

right to speak out and to advocate personal demands. The 

leaders need to be strongly convinced that their people are 

all capable to adapt to change and to get included in the 

team. So, helping people build responsibility and account-

ability would prove beneficial.

 Q Increasing People Empowerment

That can be relatively attained through the delegation 

of more responsibilities and authorities down the hierarchy, 

and the increase of the occasions of learning for the employ-

ees and enhancing the independence among them.

 Q Facilitating Family spirit

Such can be done by:

 ● Helping building trust among the people.

 ● Facilitating communication.

 ● Clarifying and rendering explicit the vision and 

objectives of the organization.

 ● Creating an atmosphere of competence sharing and 

fostering trust.

 Q Listening more to show the 
Employee’s appreciation 

 ● By being fully engaged in listening.

 ● Beginning by understanding.

 ● Giving time.

 ● Getting concerned.

 ● Soliciting feedback.

 Q Appreciating diversity

Appreciating diversity requires investing time and ef-

fort.  But it can be helped through:

 ● Hiring people from different yards.

 ● Encouraging people to speak out their differences.

 ● Being patient and installing mutual support between 

the people.

 ● Seeking common grounds.

 ● Accepting taking risks.

7. Case of Lebanon

In Lebanon a person’s religious belief is the main fea-

ture of diversity in the society as political parties, residential 

areas, education and health services are often divided along 

religious lines. In fact, the strong ties between individuals 

and their religious communities have prevailed for many 

centuries starting under the Ottoman empire - which gave 

large autonomy to local governors who used religion either 

to gain recognition or to divide the population under their 

rule to smaller competing groups.

Moreso, the influence of religion has increased during 

the past three decades due to the absence of a central state, 

witnessed during the civil war, that drove citizens to join 

groups with similar features to best defend their interests. 

Nowadays, religious discrimination is at its highest in the 

public sector where special regulations put in place at the 

beginning of the 20th century aim at ensuring a fair repre-

sentation of all religious groups in the state administration 

and avoiding the exclusion of minorities.

In Lebanon, managing this religious diversity has 

turned into a nightmare. Since 1920, recruiting and pro-

moting public servants has followed a quota system and has 

been balanced according to the employees’ religious beliefs. 

In many jobs the shortage of candidates for recruitment 

or promotion from certain religious communities has led 

to the adoption of positive discrimination. Yet this special 

procedure has not been followed by continuous training for 

the recruits, to ensure that they have been gaining crucial 

skills for the job. As a result of this, the quality of the servic-

es delivered by the public sector deteriorated, performance 

measurement became irrelevant, job related rewards and 

penalties were eliminated to avoid hurting the equilibrium, 

motivation of employees went down and internal conflicts 

increased with every employee trying to find support from a 

religious or political leader belonging to his community.

Fortunately, however, the private sector has been much 

less affected by the religious diversity problems because the 

shareholders tend to focus more on the employees’ qualifi-

cation for the job more than on their religious backgrounds.

For this reason, the Lebanese private sector has been 

able to withstand the pressures of religious discrimina-

tion (while capitalizing on its diverse workforce) and has 

prospered, while the public sector has become flooded with 

corruption and currently lacks efficiency and credibility. In 

view of that, many efforts have been put forth by the Leba-

nese government towards privatizing many services in the 

public sector.
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Conclusion

For the long term success, organizations need to get 

each of their employees giving their best at the workplace, 

as if the organization was theirs. And the only way to come 

to that is for organizations to find ways through which each 

of their employees is valued to their own merits, regardless 

of their differences with others.

When diversity is imposed and regulated, it becomes a 

liability for the organization while it is a valuable asset if it 

is managed properly.

That is the challenge for the proactive leaders, especial-

ly in a country like ours where employees have many good 

reasons to feel that they have the right to be different due to 

our ongoing country and region concerns. Our leaders need 

to appreciate the advantages that diversity brings in, not 

only tolerate and manage it.

That takes a lot of effort and understanding. But not 

only our organizations deserve it, our people do too5. To put 

it in a nutshell, “True Leaders must understand deeply the 

hurts and bruises, joys and struggles, aims and aspirations 

of their constituents” (A. Kouzes and B. Power – 1993).

Unless the leaders have the best interest of their em-

ployees at heart, they cannot prevail. So, they need to drift 

somewhat their focus from themselves to cater more and 

better for their constituents. They should do that more than 

working on enhancing their directorship status and impact, 

which in fact cannot be gained unless given to them by their 

constituents.

Let’s hope then that our leaders would look for work-

ing more on appreciating their constituents and building up 

their credibility with them, especially through being:

 ● More visible and reachable.

 ● Concerned by their constituents needs, interests and 

aspirations more than theirs.

 ● Supportive and helping their constituents win.

 ● Closer to the action.
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Diversity in
the Workplace
Benefits, Challenges, and the 
Required Managerial Tools1

By Kelli A. Green,  
Mayra López, Allen Wysocki,  
and Karl Kepner2

Abstract: 
This article provides a general defi-
nition for diversity, discusses the 
benefits of diversity in the work-
place, the challenges of managing 
a diverse workplace, and presents 
effective strategies for managing 
diverse workforces. The purpose of 
this article is for managers to un-
derstand how to effectively manage 
a diverse set of employees.

Résumé: 
Cet article donne une définition 
générale de la diversité en milieu 
de travail, discute des avantages de 
la diversité, des défis de la gestion 
d’un milieu de travail diversifié, et 
présente des stratégies efficaces de 
gestion de main-d’œuvre diversifiée. 
Le L’ article permet aux gestion-
naires de comprendre comment 
gérer efficacement un ensemble 
diversifié d’employés.

Introduction 

T
he world’s increasing globalization requires 

more interaction among people from diverse cul-

tures, beliefs, and backgrounds than ever before. 

People no longer live and work in an insular 

marketplace; they are now part of a worldwide economy 

with competition coming from nearly every continent. For 

this reason, profit and non-profit organizations need di-

versity to become more creative and open to change. Maxi-

mizing and capitalizing on workplace diversity has become 

an important issue for management today. 

Supervisors and front-line managers could benefit from reading this paper. Su-

pervisors and managers are the targeted audience because they need to recognize the 

ways in which the workplace is changing, evolving, and diversifying. Since managing 

diversity remains a significant organizational challenge, managers must learn the 

managerial skills needed in a multicultural work environment. Supervisors and man-

agers must be prepared to teach themselves and others within their organizations to 

value multicultural differences in both associates and customers so that everyone is 

treated with dignity. 

This paper is designed for managers to effectively manage diverse workforce 

populations. It provides a general definition for “diversity”, discusses the benefits of 

diversity in the workplace, the challenges of managing a diverse workplace, and pres-

ents effective strategies for managing diverse workforces. 

1. This document is HR022, one of a series of the Food and Resource Economics Department, 
Florida Cooperative Extension Service, Institute of Food and Agricultural Sciences, University of 
Florida. Original publication date June 2002. Revised October 2008. Reviewed February 2012. 
Visit the EDIS website at http://edis.ifas.ufl.edu. 

2. Kelli A. Green, graduate student; Mayra López, graduate student; Allen Wysocki, Assistant 
Professor; and Karl Kepner, Distinguished Professor; Department of Food and Resource 
Economics, Florida Cooperative Extension Service, Institute of Food and Agricultural Sciences, 
University of Florida, Gainesville, FL 32611. 

The Institute of Food and Agricultural Sciences (IFAS) is an Equal Opportunity Institution authorized 
to provide research, educational information and other services only to individuals and institutions 
that function with non-discrimination with respect to race, creed, color, religion, age, disability, sex, 
sexual orientation, marital status, national origin, political opinions or affiliations. U.S. Department 
of Agriculture, Cooperative Extension Service, University of Florida, IFAS, Florida A&M University 
Cooperative Extension Program, and Boards of County Commissioners Cooperating. Millie Ferrer-
Chancy, Interim Dean

Diversity management 

benefits associates by 

creating a fair and safe 

environment where 

everyone has access 

to opportunities and 

challenges. 
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Diversity Defined 

Diversity is generally defined as acknowledging, under-

standing, accepting, valuing, and celebrating differences 

among people with respect to age, class, ethnicity, gender, 

physical and mental ability, race, sexual orientation, spiri-

tual practice, and public assistance status (Esty, et al., 

1995). 

Diversity issues are now considered important and are 

projected to become even more important in the future due 

to increasing differences in the U.S. population. Compa-

nies need to focus on diversity and look for ways to become 

totally inclusive organizations because diversity has the 

potential of yielding greater productivity and competitive 

advantages (SHRM, 1995). Stephen G. Butler, co-chair of 

the Business-Higher Education Forum, believes that diver-

sity is an invaluable competitive asset that America cannot 

afford to ignore (Robinson, 2002). Managing and valuing 

diversity is a key component of effective people manage-

ment, which can improve workplace productivity (Black 

Enterprise, 2001). 

Demographic changes (women in the workplace, or-

ganizational restructurings, and equal opportunity legisla-

tion) will require organizations to review their management 

practices and develop new and creative approaches to man-

aging people. Changes will increase work performance and 

customer service. 

Women in the Workplace 

The need to understand diversity is also driven by 

women in the workplace. Today’s workforce has the high-

est levels of employment participation ever by women. The 

number of dual income families and single working mothers 

has increased. Change in the family structure means that 

there are fewer men and women in traditional family roles 

(Zweigenhaft and Domhoff, 1998). Therefore, diversity is-

sues cut across both race and gender. 

Organizational Restructuring 

There have been significant changes to organizations as 

a result of downsizing and outsourcing, which has greatly 

affected human resource management. Work practices have 

changed due to the impact of globalization and technology 

and there is a trend toward longer working hours (Losyk, 

1996). Generally speaking, reorganizations usually result in 

fewer people doing more. 

Legislation 

Federal and State equal opportunity legislation make 

discrimination in workplaces illegal. These laws specify the 

rights and responsibilities of both associates and employers 

in the workplace and hold both groups accountable. 

Benefits of Diversity 
in the Workplace 

Diversity is beneficial to both associates and employers. 

Although associates are interdependent in the workplace, 

respecting individual differences can increase productivity. 

Diversity in the workplace can reduce lawsuits and increase 

marketing opportunities, recruitment, creativity, and busi-

ness image (Esty, et al., 1995). In an era when flexibility and 

creativity are keys to competitiveness, diversity is critical for 

an organization’s success. Also, the consequences (loss of 

time and money) should not be overlooked. 

Challenges of Diversity 
in the Workplace 

There are challenges to managing a diverse work popu-

lation. Managing diversity is more than simply acknowledg-

ing differences in people. It involves recognizing the value 

of differences, combating discrimination, and promoting 

inclusiveness. Managers may also be challenged with losses 

in personnel and work productivity due to prejudice and 

discrimination and complaints and legal actions against the 

organization (Devoe, 1999). 

Negative attitudes and behaviors can be barriers to 

organizational diversity because they can harm working 

relationships and damage morale and work productivity 

(Esty, et al., 1995). Negative attitudes and behaviors in the 

workplace include prejudice, stereotyping, and discrimina-

tion, which should never be used by management for hiring, 

retention, and termination practices (could lead to costly 

litigation). 
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Required Tools for 
Managing Diversity 

Effective managers are aware that certain skills are 

necessary for creating a successful, diverse workforce. 

First, managers must understand discrimination and its 

consequences. Second, managers must recognize their own 

cultural biases and prejudices (Koonce, 2001). Diversity is 

not about differences among groups, but rather about dif-

ferences among individuals. Each individual is unique and 

does not represent or speak for a particular group. Finally, 

managers must be willing to change the organization if 

necessary (Koonce, 2001). Organizations need to learn how 

to manage diversity in the workplace to be successful in the 

future (Flagg, 2002). 

Unfortunately, there is no single recipe for success. 

It mainly depends on the manager’s ability to understand 

what is best for the organization based on teamwork and 

the dynamics of the workplace. According to Roosevelt 

(2001), managing diversity is a comprehensive process for 

creating a work environment that includes everyone. When 

creating a successful diverse workforce, an effective man-

ager should focus on personal awareness. Both managers 

and associates need to be aware of their personal biases. 

Therefore, organizations need to develop, implement, and 

maintain ongoing training because a one-day session of 

training will not change people’s behaviors (Koonce, 2001). 

Managers must also understand that fairness is not neces-

sarily equality. There are always exceptions to the rule. 

Managing diversity is about more than equal employ-

ment opportunity and affirmative action (Losyk, 1996). 

Managers should expect change to be slow,  while at the 

same time encouraging change (Koonce, 2001). 

Another vital requirement when dealing with diversity 

is promoting a “safe” place for associates to communicate 

(Koonce, 2001). Social gatherings and business meetings, 

where every member must listen and have the chance to 

speak, are good ways to create dialogues. Managers should 

implement policies such as mentoring programs to provide 

associates access to information and opportunities. Also, 

associates should never be denied necessary, constructive, 

critical feedback for learning about mistakes and successes 

(Flagg, 2002).

Conclusion 

A diverse workforce is a reflection of a changing world 

and marketplace. Diverse work teams bring high value to 

organizations. Respecting individual differences will benefit 

the workplace by creating a competitive edge and increasing 

work productivity. Diversity management benefits associ-

ates by creating a fair and safe environment where everyone 

has access to opportunities and challenges. Management 

tools in a diverse workforce should be used to educate 

everyone about diversity and its issues, including laws 

and regulations. Most workplaces are made up of diverse 

cultures, so organizations need to learn how to adapt to be 

successful. 
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 Tim 
Cutt 

By Sarah Novak, Senior 
Business Administration 
Student, University of Regina

Abstract: 
This is an interview with Tim 
Cutt, President of BHP Billiton’s 
Diamonds and Specialty Products. 
He responds to questions from Kim 
Quach, a 4th year business student. 
Mr. Cutt discusses his previous 
roles and how he adjusted to the 
diversity of contexts in which he 
worked. He also discusses suc-
cess factors that helped him in his 
career and that may be helpful for 
those entering the business world 
today. 

Résumé: 
Mr. Tim Cutt, président de BHP 
Billiton Diamonds et produits 
spéciaux, a accept é de répondre 
aux questions de Kim Quach. Dans 
cet entretien ,  M. Cutt parle de ses 
divers  rôles dans différentes en-
treprises dans les récentes ann ées.  
Il décrit comment il a pu s’adapter 
à la diversité des contextes dans 
lesquels il a travaillé. Il aborde 
également les facteurs de succès 
qui l’ont aidé dans sa carrière et qui 
peuvent être utiles pour ceux qui 
entrent dans le monde des affaires 
d’aujourd’hui.

Introduction/
Background

T
im Cutt is the President of 

Diamonds and Specialty 

Products at BHP Billiton, a 

multinational, multibillion 

dollar mining company headquar-

tered in Melbourne, Australia. Mr. 

Cutt has held many senior manage-

ment positions throughout his career 

working in Canada, USA, and South 

America. His wealth of global experi-

ences has taught him how to adapt his 

management style to different cul-

tures and environments. 

Mr. Cutt completed his post-

secondary education at Louisiana 

Tech University, earning a Bachelor 

of Science in Petroleum Engineering. 

He began his career in the resources 

industry with Mobil Oil Corporation. 

He served almost 25 years with Mobil 

and then ExxonMobil, including his role as President of ExxonMobil de Ven-

ezuela. He then became President of Hibernia Management & Development 

Company in Newfoundland. Mr. Cutt joined BHP Billiton in 2007 as Presi-

dent of Production Division for BHP Billiton Petroleum. He moved into his 

current role as President, Diamonds and Specialty Products in 2011, where 

he is responsible for the ongoing development of the Ekati Diamond Mine 

and the Greenfield development of the Jansen Potash Mine Project.  

On November 1, 2012, Tim Cutt received a Leadership Award from the 

University of Regina’s Paul J. Hill School of Business. He took time that 

day to participate in an interview with Kim Quach, a fourth year business 

student.

on Managing Diverse Contexts
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WHEN YOU BEGAN YOUR CAREER, 
DID YOU IMAGINE THE DIFFERENT 
PLACES YOU’VE BEEN AND 

DIFFERENT JOBS YOU’VE HAD SINCE?

No way! When I started my job, I thought I would 

work my career in Louisiana and Texas, working the Gulf 

of Mexico. I spent quite a few years there at the beginning 

of my career, but since then we have moved twelve times 

as a family. My wife and I have been married for 27 years 

and we have two boys who have shown huge flexibility to 

allow me to advance my career and move. We’ve lived in 

Newfoundland, Calgary, downtown Caracas Venezuela, and 

now Saskatoon, and when starting a career you never think 

of that. You think you’ll work and live locally. If you remain 

open and have flexibility, I think you can really learn a lot, 

experience a lot and have great opportunities. This is why I 

believe mobility is very important.

WHAT ARE YOUR GREATEST CHALLENGES 
IN DIAMONDS AND SPECIALITY 
PRODUCTS VERSUS YOUR PAST 

ROLE IN PETROLEUM PRODUCTION?

They are two very different jobs. In petroleum I was ac-

countable for ongoing operations. In this job, we are build-

ing a new organization including recruiting people, putting 

everything in place, and establishing agreements with the 

government and all of the key stakeholders. Building a pot-

ash business is a completely unique opportunity for me.

WHAT ARE THE MAJOR 
DIFFERENCES IN WORKING FOR 
BHP VERSUS EXXON?

There are not a lot of differences. They are both large, 

multi-national companies and both very structured in their 

approach. I like structure. That’s why I have only worked 

for two companies in my career. One was Exxon Mobil for 

almost 25 years and BHP Billiton for the last five years. 

Although they are similar, their cultures are different.  The 

culture of BHP Billiton has an Australian/UK/South African 

base and has very good people processes. In contrast, the 

Exxon Mobil culture is US based and has extremely strong 

business processes.

YOU’VE LIVED IN MANY PLACES. 
WHAT ARE THE GREATEST 
CHALLENGES YOU FACED?

We’ve moved a lot, so it is a question of how do you 

keep the entire family unit together? We’ve raised two boys 

– one has successfully graduated from Colorado School of 

Mines as a Chemical Engineer, and our younger son will 

graduate next year from Colorado School of Mines as a Me-

chanical Engineer. Being able to get them to that point took 

a lot of commitment from my wife who is a teacher. It just 

took a lot of good family decisions. So, the toughest thing of 

moving around and advancing in my career has been how 

do you maintain that cohesive family unit, have everybody 

enjoy the experience, and have everybody grow from the 

experience? I think for me that has been one of the greatest 

opportunities but also challenges as I’ve tried to advance my 

career.

HOW DID YOU ADAPT TO A 
NEW COMMUNITY AND  
A NEW COUNTRY?

We are fairly low key people, so adaptability to us was 

fairly easy. We like to learn the culture, learn the people, 

find out what people like to do and get engaged in the 

community as quickly as we can. So, for instance, when 

we moved to Newfoundland, we quickly engaged into the 

hockey community - our boys learned how to skate, they got 

into hockey, we all got into hockey. It is all about integrating 

quickly and not wasting time in doing that. Especially when 

you move in your career and when you move from place to 

place, it is important not to miss opportunities. It is impor-

tant to get in, get involved and learn what people care about 

in the local area.

BESIDES SASKATOON, WHERE 
HAS BEEN YOUR FAVOURITE  
PLACE TO LIVE?

If you take a vote within the family, we would all say 

Newfoundland. We moved there when the boys were young 

teenagers. They learned to skate, it was our first experience 

with a lot of snow, the people there are absolutely amazing 

and giving people, and the scenery is spectacular. We also 

love the water. It all just came together in a perfect time and 

in a really special place.
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YOU HAVE DEALT WITH DIVERSE PEOPLE 
IN REGARDS TO GENDER, ETHNICITY, AND 
GENERATION. HOW DO YOU ADAPT YOUR 

MANAGEMENT STYLE TO MANAGE THE DIVERSITY 
OF PEOPLE WITHIN YOUR COMPANY?

The key when you think of global diversity is to learn 

the culture. I’ve spent a good amount of time in Pakistan, 

Algeria, Trinidad, and different places around the world, 

and part of what you need to do is become sensitized to the 

culture. That’s a big piece of it. Over the last 20 years, in-

dustries and organizations have evolved where diversity and 

honouring and respecting people’s styles and backgrounds 

is naturally part of the business. It is not hard work. It 

is something we do naturally. However, when you travel 

around the world you do need to be sensitive to the local 

cultures and traditions.

HOW DOES GLOBALIZATION 
HAVE AN IMPACT ON YOUR  
BUSINESS STRATEGY?

For BHP Billiton, it is very big because we are a global 

company. We are in 25 countries, and in those countries we 

have 100 different operations. We watch the global markets 

all the time. We are a commodity-based business; we pro-

duce products like iron, ore, copper, petroleum, all of which 

go into international markets. You typically don’t produce 

something and sell it within the same country, so you have 

to be very astute about the global economy; know what is 

happening, where the need is going to be, and what the 

requirement will be for different commodities  over time.

WHAT PERSONAL ATTRIBUTES SHOULD 
A BUSINESS LEADER POSSESS TO BE 
SUCCESSFUL IN THE GLOBAL MARKET TODAY? 

Firstly, you have to experience things. You have to learn 

things. You have to take time to learn your trade and learn 

how things work. My experience in my previous role, run-

ning a global petroleum production business, I learned a lot 

about cultures and a lot about how different governments 

think. Living and working in Caracas, Venezuela, was an 

invaluable experience, and one that you can’t get staying in 

the same place. There are businesses that are conducive to 

staying in the same place, but if you’re working in the big 

global companies, to be effective as a leader, you have to 

gain the experience of making decisions based on different 

cultural norms.

WHAT ARE THE MAIN FACTORS 
THAT CAN EXPLAIN THE SUCCESS 
IN YOUR CAREER?

I’ve been willing to continue to learn. I never quit learn-

ing. I’ve moved now from oil and gas, into mining, so I’m 

on a new learning curve. I think a lot of it is just maintain-

ing that learning attitude. The other thing is always being 

a good teammate. I have found that if you are a good team-

mate, your team members will lift you up and they will want 

you to help lead the company. Also, it is about trying to 

maintain a certain level of humility; never getting to a point 

where you feel like you know it all or you’re better than 

others. It is just a point of serving the company, serving the 

organization, and serving the people who are working for 

you and all of that usually gets paid back in a positive way.

WHEN LOOKING BACK ON YOUR CAREER, 
WHAT ADVICE CAN YOU GIVE TO A YOUNG 
STUDENT WHO GRADUATES TODAY AND 

WANTS TO BE SUCCESSFUL IN BUSINESS?

A lot of it is about being a good teammate, being 

humble in your approach, being flexible, and having global 

mobility. Having some mobility for that matter is very 

important. I think it is very hard for someone to advance to 

their full potential being in just one spot. It can be done, but 

it is more difficult. 

Key take-aways: 

 ● Mobility and flexibility are important qualities to 

possess, as they will help you gain experience and 

capitalize on opportunities. To advance in a large 

company, you have to be prepared to move to new 

opportunities.

 ● Being a good teammate includes maintaining humil-

ity; you can’t have an attitude of knowing it all.

 ● When moving to different communities, it is im-

portant to learn the local culture and become as 

engaged and involved as possible and as early as 

possible.

 ● Foster a learning attitude; take the time to experi-

ence and learn new things.
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By Ewa Lisowska
Warsaw School of Economics

Abstract: 
This article examines various issues 
regarding gender diversity in the 
Polish workplace such as gender-
specific jobs, the glass ceiling, the 
number of female versus males in 
the workforce, and the comparison 
of female earnings and male earn-
ings. Although women comprise 
half of the population in almost all 
societies, not all companies have in-
troduced equal treatment of women 
and men as a norm. This article will 
discuss how women are undervalued 
and how increasing gender diversity 
in a company can improve its exter-
nal image by addressing the gender 
diversity issue. 

Résumé: 
Cet article examine diverses ques-
tions relatives à la diversité de genre 
au travail  en Pologne. Il aborde les 
sujets tels que les emplois spéci-
fiques aux  femmes, le plafond de 
verre, le nombre de femmes au 
travail par rapport  à celui d’ hom-
mes, et la comparaison des revenus 
des femmes et des gains masculins. 
Bien que les femmes représentent 
la moitié de la population dans 
presque toutes les sociétés, peu 
d’entreprises ont mis en place 
l’égalité de traitement des femmes et 
des hommes en tant que norme. Cet 
article indique comment les femmes 
sont sous-évaluées et comment un 
meilleur traitement de la diversité 
basée sur le genre  peut améliorer 
l’image externe de l’entreprise.

Gender 
Diversity
in the Workplace

Introduction

I
n Poland, women constitute 45% of the total number of the 

employed. A similar situation is observed in most European 

Union countries. Therefore, it may be said that the con-

temporary place of work is diversified by gender. Economic 

activity of women has been permanently embedded into the public 

sphere, and it is difficult to believe that only 50 years ago the situa-

tion was different, i.e. much fewer women were employed. Despite 

the fact that most employers prefer men, and the workplace is still 

oriented on white, fit (not disabled) and young males, increasingly 

more companies take on the challenges aimed at diversity and 

equality, and therefore establishing equal chances for members of both sexes.

Is the Polish labour market a place of fully implemented equality or are there still 

observed cases of discrimination against women? Why is diversity, including gender 

diversity, so important for a company? The answers for these questions comprise the 

subject of this study analysis. The presented below reflections constitute a voice in the 

debate concerning managing diversity, which was initiated in Poland by the project 

Gender Index carried out within the framework of the Community Initiative EQUAL in 

the years 2004-2008. Its objective was elaboration of the innovative indicator of equal 

treatment of women and men in the workplace. The results of the studies carried out 

within the framework of the Gender Index project are presented in this paper in order 

to illustrate the observance of equal treatment of women and men in the enterprises 

operating in the Polish market.

The presented comments concentrate on gender diversity. However, we should 

remember that staff diversity must not be analysed only in the gender context. Other 

socio-demographic determinants should also be taken into account. Moreover, manag-

ing diversity is not  only limited to provision of equal chances for all employed persons, 

but – which is much more difficult – it consists in such motivation of labour resources 

that appreciates differences and acknowledges similarities and brings out the new qual-

ity determining the company’s competitive advantage from both of them.

Gender lies at the core of diversity, but...
Women comprise half of the population in almost all societies – 52% in Poland (the 

Central Statistical Office – CSO data). Women more often than men participate in edu-

cation on various levels. The CSO data indicate that in the years 1990-2005, the number 

of women participating in tertiary education increased five times.1  In the academic year 

2005/2006, women constituted 57% among tertiary students, 65% among graduates, 

68% among the post-graduate students and almost a half among the students of doc-

Women are the 

resource most 

often ignored and 

unappreciated in 

business; both as 

consumers and 

employees.
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torate studies. Employed women are better educated than 

working men, which means that women more often than 

men have secondary or tertiary education. Nevertheless, 

on decision-making positions both in business and politics, 

the number of women is decidedly lower than the number 

of men. For example, in Sejm in the present term of office 

(2007-2011), women constitute 20%; in the Senate – 8%; 

there are 5 women per 18 ministers, i.e. 28% in govern-

ment. The share of women holding managerial positions 

comprised 36%, however, among directors and presidents 

of the companies, women constituted only 3%. 

Women constitute the majority of people em-

ployed in the public sector – 58% as compared to 

42% of men, while men dominate (60%) in private sector. 

Among the self-employed, women comprise 35%, 

while in the category of unpaid family workers, women are 

dominant constituting 62%.2  

The significant changes have taken place within the 

space of the last few years in the number of the employed 

in particular divisions (sections) of economy – the share of 

women employed in the financial sector and in hotels and 

catering has increased, while it has decreased in the trade 

sector – the section dominated by women at the beginning 

of the nineties (their percentage share decreased from 70% 

in 1990 to 53% in 2007). Simultaneously, there have been 

observed among women a growing interest in typically male 

jobs – in the police, transport – as bus or tram drivers, 

fishing and fisheries or construction. Nevertheless, we still 

observe labour market segregation and division 

into feminised occupations and branches (education, 

health care and social welfare, financial intermediation and 

hotels and restaurants) and male dominant ones (con-

struction, mining, transport, and energy). The studies indicate 

that it is easier for men to exist in female occupations than 

for women in male occupations.3  The former receive accepta-

tion and assistance from the female environment into which 

they came and they advance easily.  The latter are treated as 

strangers, isolated and excluded from male social networks. 

Their advance is hindered.

Following Poland’s accession into the European Union, 

the Polish law adopted the detailed provisions prohibiting 

gender related discrimination. Definitions of discrimination, 

sexual harassment, and mobbing were included in the Labour 

Code, as well as the provision obliging each employer to devel-

op a discrimination-free working environment. Prohibition on 

discrimination includes access to employment, training, pro-

motion, and pay. Employers are obliged to prevent mobbing 

and sexual harassment in the place of work. The law allows 

equalizing privileges, i.e. quotas or parities in appointing man-

agerial positions (which should be in the first order applied by 

the public administration), or the positive discrimination in 

cases when the place of work is female- or male- dominated. 

In practice, manifestations of discrimination against 

women are still observed.

Discrimination against women is manifested even on the 

stage of recruitment when male candidates are preferred. In 

case of women [with] better education and high qualifications 

[as] required, [they] are asked additional questions about 

their family status (see Fig. 1) or pregnancy. Sometimes they 

are forced to make a statement that they will not decide to 

have a child within a determined period.4  The smaller number 

of job offers addressed directly to women and the employ-

Figure 1. The matters that candidates to work are asked for (data for Poland)
  Source: The IPiSS survey, 2000. See: B. Balcerzak-Paradowska (ed.), Kobiety i mezczyzni na rynku pracy. Rzeczywistosc  
  lat 1990-1999 [Women and men on the labour market. The reality of the years 1990-1999], IPiSS, Warsaw 2001, p.123.
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ers’ tendency towards employing men are the reasons that 

women dominate among the long-term employed.

Another manifestation of discrimination against 

women are evident disproportions in earnings received by 

women and men, including the pay on the same positions. 

According to Henryk Domański, lower remuneration of 

women is “a universally known phenomenon” and a socio-

logical factor in businesses, which is a “surprise with their 

universalism”.5 The differences between female and male 

remuneration are still observed in all European Union 

countries although they are currently lower than fifteen or 

twenty years ago.6 The ratios of average female earnings to 

average earnings of men stayed in Poland on the level of 

79% in 1989, 76% in 1995, 80% in 1998 and 82% in 2001 

and 2006. 7

Pay disproportions are evident in each occupational 

group, including also managers (see tab. 1).

The share of women among managers (35%) in Poland 

is one of the highest in the European Union – similar rates 

are observed only for Great Britain, Lithuania, France and 

Hungary. It may be concluded that the glass ceiling does 

not exist anymore in case of the lowest positions at work; it 

is relatively thin and easy to break in case of intermediate 

level. Nevertheless, the hindered access of women to the 

higher and top managerial positions still poses the problem 

to be solved – among the general directors and company 

presidents, women are an exception. 

Equality policy in the companies 
operating on the Polish market 

The situation in respect to equal treatment of women 

and men in the place of work was recognized following the 

research carried out in 2006 and 2007 within the frame-

work of the Gender Index Project. In 2006, the research 

covered 52 companies that submitted their access to the 

competition Equal Chances Company, and in those com-

panies, 101 female/male directors and 4108 female/male 

employees. In 2007, the number of the surveyed companies 

amounted to 100, while the number of the interviewed 

female/male workers was 7447.

The objective of the competition Equal Chances Com-

pany was finding companies conducting the best equal 

rights policy, i.e. companies that not only comply with the 

obligatory discrimination regulations, but also offer unique 

solutions facilitating gender diversity and professional 

development of women and men, ensure equal pay on the 

same or similar positions, facilitate combining occupational 

and family roles, and to make the working environment a 

place free from sexual harassment and mobbing. 

Table 1. The ratio of the average female  Earnings to the 
average male earnings by occupational groups in Poland, 2006 
(in %) 

Occupational group The share of Percentage 
 women in the  share of average 
 total of the women’s earnings  
 number employed in men’s earnings
Total 44.9 82.2
Legislators, senior officials  
and managers 35.4 69.6
Professionals  
(including teachers and doctors) 64.6 74.9
Technicians and associate  
professionals 55.6 79.8
Clerks 65.9 96.3
Service workers and shop  
and market sales workers 66.3 84.1
Skilled agricultural and  
fishery workers 45.3 87.0
Plant and machine operators  
and assemblers 14.4 79.3
Elementary occupations 55.9 84.9

Source: own calculations based on: Structure of wages and salaries by 
occupations in October 2006, op. cit. p. 17 and Labour Force Survey in 
Poland, IV quarter 2008, series: Information and Statistical Papers, CSO, 
Warsaw 2008, p. 153.

Results of the carried out surveys confirmed  that the 

European standard regarding equal treatment of women and 

men in the workplace is still struggling to find its way to the 

Polish companies. The situation is already quite positive in 

some areas, e.g. companies usually comply with law in regard 

to protection of pregnant women and protection of persons 

on maternity leaves and (less often) child-care leaves against 

dismissal. However, there is still a lot to do in other areas, 

e.g. in the area of access to promotion, reconciliation of pro-

fessional and family responsibilities, [and] job recruitment.

Regarding recruitment, the general rule is appliance of 

male forms in job advertisements. For example the word 

“candidate” for a particular position is used, which consider-

ing the specifics of the Polish language suggest a man, in-

stead of “male or female candidate” or “persons employed on 

this position”. The names of occupations usually have male 

forms, even when female forms are in general use (it con-

cerns, i.e. a bookkeeper and sales assistant, which in Polish 

have both: male and female forms). Only 9 (7%) per 131 of 

the analysed advertisements could be accepted as exemplary. 

During job interviews, women much more often than men 

are asked about their family situation (the number of chil-

dren, procreative plans or childcare arrangements), while 

men are more often than women asked about their availabil-

ity and readiness to work overtime. It indicates the stereo-

typical perception of male and female candidates for work by 

the employers.
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Remuneration of women was lower than remuneration 

of men; however, the pay gaps were lower than the coun-

try’s averages both in respect to managerial positions and 

the rank and file. The situation within this area was better 

in small and medium companies than in large corporations. 

Only 28% of the companies participating in the competi-

tion carry out monitoring of female and male earnings on 

particular positions. It is more often maintained by large 

companies (48% carries out monitoring) than small and 

medium ones (19%).

Women irrespective of their age, education, or the 

number of children, less often than men participate in train-

ing financed by their companies. Women are less often rep-

resented among the managerial positions of the higher and 

top executive level, even in the companies that characterise 

with a high level of feminisation (women work, while men 

rule). Only few companies adopted programmes targeted at 

promoting women for managerial positions, particularly the 

top executive ones. 

The solutions facilitating reconciliation between family 

and work responsibilities were observed in 27% small and 

medium companies and in 72% of the large firms. The most 

often they were applied in a form of subsidising children’s 

recreation (holiday) (applied in 21% small and medium 

companies and in 66% large ones). Neither of the enterpris-

es participating in the research maintained company créche 

or kindergarten; only a few of them co-financed the costs 

of preschool care or education of children (usually learning 

foreign languages). Solutions such as extended paid mater-

nity leave, paying for childminder during the mother’s busi-

ness trip, special place/room for parents with children (for 

nursing), or the room where in case of emergency, a child 

may be left under the professional care are solutions ad-

opted only sporadically. Whereas, quite popular practice in 

companies is financing recreation and sports activities: 72% 

large companies and 41% small and medium enterprises. 

The conclusion is that the companies take care of the good 

health condition of their female and male employees, as 

currently employers are aware that it translates to high effi-

ciency. However, they are not yet aware that providing their 

female/male employees with the aid in combining work and 

family responsibilities also has an impact on the company’s 

financial results (if employed persons feel secure, they work 

better, they are loyal to his/her company and stay longer).

The significant conclusion drawn from the research is 

the fact that many enterprises still do not comply with the 

Article 941 of the Labour Code, which obliges employers to 

inform female and male employees that company obeys the 

rule of equal treatment, counteracts discrimination, sexual 

harassment and mobbing. Employers may choose the way of in-

forming their employees: through carrying out internal training, 

including the information concerning prohibition on discrimi-

nation and procedures applied in case of its breaking in the 

company’s code available to each employee or its publication in 

the Intranet. More often, these standards are fulfilled by large 

companies (e.g. 69% among the companies participating in the 

competition had the adequate provision in the internal statute, 

while it was 36% small and medium ones). European stan-

dards also oblige companies to appointing a person (female/

male specialist for equal rights) responsible for observance of 

the principle of equal treatment of the employed in respect to 

gender and combating discrimination. The ombudsman was 

appointed in 71% of small and medium ones and in 62% of large 

companies. However, most often, as it might be expected, it was 

a person representing HR section, instead of a separate organi-

zational unit – this was indicated by 27% of small and medium 

companies and 55% of the large ones.

The analysis of the results of the studies carried out within 

the framework of the competition Equal Chance Competition 

leads to the conclusion that equal treatment of women and 

men in the workplace is rather a myth than a fact. The main 

obstacle hindering the way to respecting equality and diversity 

is a traditional approach of the employers towards perception of 

women and men as employees. It is also lack of knowledge and 

ignorance of the obligatory regulations within this area after ac-

cession of Poland to the European Union. Finally, it is the cost 

of implementation of some solutions, particularly significant in 

the case of small and medium companies. However, consider-

ing a significant share of companies that can afford sponsoring 

recreational and sports activities for their rank and file, one 

may doubt whether in reality the financial factor does not play a 

secondary role to the cultural one.

The Equal Chance Company competition contributed to 

popularisation of the knowledge concerning the standards of 

equality in the place of work, as each company participating 

in the competition received individual reports containing the 

analysis of its own situation. Learning about the standards 

facilitates their implementation, which is confirmed for example 

by the higher number of exemplary job advertisements present-

ed for the analysis in the second issue of the competition than in 

the first one. Moreover, the awareness of the fact that diversity 

pays off, because it increases the possibility of staff recruitment 

(women are well educated and talented) decreases fluctuation 

and absenteeism, plays a significant role in improving the com-

pany’s external image, increases creativity and innovativeness 

of the labour resources, and enables better reaction to the cus-

tomers’ needs, is still only slightly popularised among the Polish 

employers.
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Conclusion

Gender diversity is inevitable in employment. How-

ever, not all companies have introduced equal treatment of 

women and men as a norm. The mechanisms of controlling 

and monitoring the situation in the workplace by the state 

bodies, e.g. Labour Inspectorate, the Office for Equality or 

the Ministry of Labour are not effective. As of yet, the at-

tempts at eliminating discrimination in the area of access to 

employment and in the place of work have not been suc-

cessful – there are often cases when female candidates for 

a job are asked questions concerning their family status, 

including the number and age of children, as well as ques-

tions about organization of childcare when a woman is at 

work. Therefore, it is much more difficult for women to find 

their first job. They also find leaving unemployment much 

more difficult than men. There are too often observed cases 

of sexual harassment in the workplace, while the employers 

pay too little attention to prevention of this negative phe-

nomenon – there is lack of internal training and procedures 

of action in situations when there are observed cases of 

sexual harassment. Employed women participate in train-

ing and are promoted much less often than men; there is a 

tendency towards professional segregation and lower pay 

for women even for work of the same value. For instance: in 

2006, average monthly gross earnings of a female nurse in 

the public sector amounted to 2284 PLN, while the (male) 

driver’s – 2521 PLN; an (male) electrician (3064 PLN) and 

blacksmith (2649 PLN). The salary of a female teacher in 

lower-secondary and secondary school amounted to 2710 

PLN, i.e. slightly more than earnings of a blacksmith and a 

driver, but less than the electrician’s pay, not mentioning 

the miner’s one (4606 PLN) 9.

There are still many things that should be done regard-

ing solutions facilitating reconciliation between professional 

responsibilities and private life. Neither the government’s 

actions initiated within the scope of social policy, nor the 

employers’ attempts in this are sufficient. Particularly in 

rural areas, availability of institutional childcare is very low 

– barely 2% children below 3 years of age may go to créche 

or kindergarten, while in Sweden, Belgium, and Nether-

lands, the respective figure is 40%, whereas the target of the 

Lisbon Strategy is no less than 33% in each member State. 

Employers prefer male candidates for work, considering 

them to be more available (flexible), as they are not bur-

dened with family responsibilities. Working environment 

ignores the fact that majority of the employed have families 

and children. Polish employers are only rarely aware of the 

fact that diversity translates into better financial effects.

Therefore, it may be agreed that “Women are the re-

source most often ignored and unappreciated in business; 

both as consumers and employees (...). This comprises the 

greatest weakness of the business model designed in the 

world dominated by men (...).  Necessary is the revolution 

in the way of thinking”10.
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Creating an  
Inclusive Workplace
Integrating Employees With Disabilities 
Into a Distribution Center Environment

By James P. Kaletta, Douglas J. 
Binks and Richard Robinson

IN BRIEF
Many companies would like to
employ people with disabilities but 
are concerned that this population 
is more expensive to employ and 
less safe than the general workforce. 
The Supply Chain and Logis-
tics Division at Walgreens Co., a 
10,000-employee unit of a national 
retail pharmacy chain, debunks this 
myth by successfully employing 
hundreds of people with disabilities 
throughout its 21 U.S. distribution 
centers.  This article shares specific 
performance statistics, as well as 
management policies, techniques 
and strategies that other companies 
can apply to their own workforces.

Résumé: 
Cet article traite des défis et des 
opportunités liés à l’embauche de 
personnes handicapées. Il utilise 
Walgreens Co. comme un ex-
emple montrant comment réussir à 
embaucher des personnes handi-
capées. Il présente également les 
statistiques de performance ainsi 
que des techniques et des stratégies 
spécifiques que d’autres entreprises 
peuvent appliquer à leur propre 
personnel.

INTRODUCTION

A
necdotal evidence suggests that many companies would like to employ 

people with disabilities, yet may doubt their ability to keep these individu-

als safe on the job. Companies also may worry that employees who have 

 disabilities might unintentionally create hazards for themselves and other 

employees, raise workers’ compensation rates and possibly create a liability exposure. 

As a result, many people with disabilities remain excluded from the workforce 

despite the passage of the Americans with Disabilities Act in 1990, which made dis-

crimination based on disability illegal (see ADA Recap sidebar). According to Bureau 

of Labor Statistics (2012) data for March 2011, only 21% of people with a disability 

over age 16 are in the labor force. That compares with 69.7%  of people without a dis-

ability. These data indicate that American industry is ignoring a potentially valuable 

segment of the workforce. Furthermore, a huge amount of human capital is not being 

developed to its fullest. 

Thanks to the vision of a senior Walgreens distribution executive who has an 

adult son with a disability, the planned construction of a new distribution center (DC) 

in Anderson, SC, became an ideal opportunity to hire large numbers of qualified new 

employees with a broad range of disabilities. The goal from the start was to create an 
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integrated work environment in which employees with and 

without disabilities would work side by side, doing the same 

jobs for the same pay, and being held to the same standards. 

Initial planning began in 2002, and initial startup of 

the 670,000 sq ft facility occurred in 2006. The grand open-

ing came in 2007, and by 2008 the building was operating 

at full capacity. Total population varies but is in the 550 to 

600 employee range. Similarly, the number of employees 

who have chosen to disclose that they have a disability var-

ies as well, but typically ranges from 35% to 40% of the total 

workforce. 

Productivity & Retention Analysis 

Now that the Anderson DC is approaching its 5th year 

of operation, Walgreens has been able to compile meaning-

ful amounts of operational data. This is particularly helpful 

given the large number of requests the company receives 

from other companies interested in implementing a similar 

inclusive workforce program. When it comes to analyzing 

the costs and benefits of including employees with disabili-

ties in the regular DC workforce, the company believes that 

productivity and employee retention are two key measures. 

Let’s look at some of internal data on these important 

factors. 

Productivity is defined in output per hour. Manage-

ment measured productivity rates of employees at various 

work stations within the DCs; these areas were divided into 

two groups: functional areas and locations within those 

functional areas. Each employee was classified as having a 

disability or not having a disability. Both groups work in the 

same job capacities/locations and are expected to be equally 

productive. The units of measure depend on the work loca-

tion and include cases, lines, pallets and trailers. The analy-

sis was designed to measure the productivity rates of both 

groups of employees to determine whether their productiv-

ity rates are statistically equal. 

Walgreens management analyzed a total of 31 distinct 

locations in three DCs, including the one in Anderson, SC. 

In 18 locations, the difference in productivity rates was sta-

tistically insignificant; in three locations, employees with-

out a disability were more productive; and in 10 locations, 

employees with a disability were more productive. These 

results indicate that employees with and without disabilities 

are equally productive (Figure 1). 

As for retention, Walgreens analyzed employee turn-

over data from four locations over 3 years. Each employee 

was classified as having a disability or not having a dis-

ability. The goal was to determine whether the turnover 

rates were statistically different for the two groups. In this 

ADA Recap

Nearly a generation has passed since the Americans With 

Disabilities Act of 1990 became law. This landmark legisla-

tion prohibits discrimination and ensures equal opportunity 

for people with disabilities in employment, state and local 

government services, public accommodations, commercial 

facilities and transportation (DOJ, 2008).

ADA states that a covered entity shall not discriminate 

against  qualified individuals with a disability. Title I of the 

law addresses employment and applies to job application 

procedures, hiring, advancement and discharge of employees, 

workers’ compensation and job training. The term covered 

entity generally refers to an employer engaged in interstate 

commerce and having 15 or more workers. It also can refer to 

an employment agency, labor organization or joint labor-man-

agement committee (DOJ, 2008).

Discrimination may include, among other things, limiting 

or classifying a job applicant or employee in an adverse way 

or denying employment opportunities to people who truly 

qualify. Once employees have been hired, discrimination also 

can consist of not making reasonable accommodations to 

the known physical or mental limitations of employees with 

disabilities, not advancing employees with disabilities com-

mensurate with their skills and accomplishments and/or not 

providing needed accommodations in training (DOJ, 2008).
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case, turnover rate is the number of employees who left 

Walgreens within the year divided by the total headcount 

(end-of-year). For each location/year, the turnover rates 

of both groups of workers were measured and statistically 

compared at a 95% confidence level. Also, the 3-year aver-

age turnover rates were measured and compared. 

For the studied locations, the 3-year average turnover 

rate was significantly higher for employees without a dis-

ability as compared to employees with a disability (Fig-

ure 2). These results support the hypothesis that individuals 

with disabilities have lower turnover rates. 

For all four locations the 3-year average turnover rate 

was significantly higher for team members without a dis-

ability as compared to team members with a disability. 

These results support the hypothesis that individuals with 

disabilities have lower turnover rates. 

These results support the idea that workers with dis-

abilities and without disabilities are equally productive. 

Safety Starts With Employee 
Selection, Training 

Success was far from a sure bet initially. During plan-

ning and construction, Walgreens looked for peer compa-

nies for advice on how best to achieve its inclusion goals. 

The company found no other peer companies that employed 

people with disabilities in large numbers, so, ultimately, 

it needed to create its own process. Early on, Walgreens 

decided to focus on three main strategies to maximize the 

likelihood of success: 

 ● Forge partnerships with state and local social ser-

vices agencies early in the process to assist with the 

initial screening and training of candidates with 

disabilities on an ongoing basis. 

 ● Build a physical workplace conducive to accommo-

dating employees with different abilities. Focus on 

building design, equipment selection and manage-

ment practices to maximize efficiency among work-

ers of all abilities. 

 ● Create a welcoming and accepting culture in the 

building from the first day of operations. One ex-

pected benefit was to make safety a 

top priority among all employees. 

The project team initially chose 

three DC jobs as good targets for 

people with disabilities due to the 

straightforward nature of tasks. 

What’s more, the team created an 

on-site training room that would 

simulate the actual work environ-

For all four locations 
the 3-year average turn-
over rate was signifi-
cantly higher for team 
members without a 
disability as compared 
to team members with a 
disability. These results 
support the hypothesis 
that individuals with 
disabilities have lower 
turnover rates.

These results support the idea that workers with disabilities and 
without disabilities are equally productive.
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ment of these jobs, which include: 

 ● Case Check-in. The employee removes a box of 

product from a pallet and verifies it against a pur-

chase order. S/he then uses a scanner to enter its 

UPC into the inventory management system. 

 ● De-trash. The employee removes a box of product 

from a conveyor, opens its outer carton and discards 

all bulk packaging before placing the product into a 

tote for storage. 

 ● Split-case pick. This job involves manual picking of 

orders of partial cases of product, then placing picked 

items into a tote on a conveyor in preparation for 

shipping to the requesting store. 

As it became clear that the effort to add employees with 

disabilities to the workforce was successful, this initial prac-

tice was revised. Now, any employee can be considered for 

any job that fits his/her abilities within the parameters of the 

company advancement policy, which is based on achieve-

ment, seniority and other factors. 

Creating a safe workforce begins with hiring the right 

people. Walgreens focused its early efforts on developing 

strong contacts at local agencies that serve people with dis-

abilities. These agencies were highly motivated to create suc-

cessful placements for clients and offered extensive guidance 

about how best to accomplish initial training. 

One fact that became clear early on is that job training 

for people with disabilities must cover more than just work 

tasks and safety. Since many candidates with disabilities 

have never held a job before, initial training must include 

basic life-skill information such as how to use a time clock 

and the importance of personal hygiene. Candidates typically 

welcome such information once they realize its importance 

to their overall success. 

The team at the Anderson DC worked with the local 

agencies to set up a training room that featured an unused 

conveyor and expired product donated by manufacturers. 

This training room was later moved into the DC, and is now 

staffed by outside job coaches from the local agencies. Wal-

greens employees provide training support and information 

about company culture and the required skills for each job to 

these coaches. 

They also observe candidates’ progress and establish a 

rapport with them, which helps increase the likelihood of 

candidates’ success, both in being hired and retained as em-

ployees. Walgreens places no limit on how many days candi-

dates may spend in the on-site training room, since they are 

not paid during training, and they are not penalized for stay-

ing longer than peers. The goal is to achieve a successful hire, 

not adhere to a specific, one-size-fits-all training schedule. 

Like most distribution organizations, Walgreens as-

signs each employee a production rate as a crucial metric 

in evaluating job performance. When candidates at the 

Anderson DC reach 80% of the target work rate and both 

the Walgreens and external job coaches agree that the can-

didate is ready, s/he becomes a Walgreens employee and 

begins a 45-day trial period, identical to all other new hires. 

Other DCs require all new employees to reach 100% of rate 

before being hired. 

When an employee discloses a disability, the company 

then provides any reasonable accommodations to enable 

that employee to function successfully on the job. However, 

disclosing any disability is entirely voluntary. Typical dis-

ability types disclosed include cognitive, sensory, physical 

or psychological disabilities. As Figure 3 shows, 37% of 

employees at the Anderson DC have disclosed a disability. 

Employees with disabilities must meet all safety train-

ing requirements but, depending on the nature of the dis-

ability, the support team can adapt training as needed so 

that the employee can understand the content and demon-

strate mastery. One caveat: All essential safety content must 

be retained. For example, for someone with a cognitive 

disability, the job coach or DC safety manager might read 

written tests aloud, simplifying the language as necessary, 

and the employee may answer verbally. The trainer would 

then amend the written record to document the employee’s 

answers. 

Lift Trucks: Area of 
Special Concern 

Lift-truck training, as a safety-critical role in any DC, 

must receive special attention. In general terms, a wide-

spread belief in industry holds that persons with a hearing 

disability are automatically unfit to drive a lift truck. The 

current regulatory environment is contradictory on this 

issue. 

Consider the voluntary consensus ANSI/ITSDF (2009) 

standard, Safety Standard for Low Lift and High Lift Trucks 

(B56.1-2009), which sets forth operator requirements in 

paragraph 4.18. “Operators of powered industrial trucks 

shall be qualified as to visual, auditory, physical and mental 

ability to operate the equipment safely.” 

However, industry’s primary obligation is to meet the 

requirements of all OSHA standards, which of course carry 

the force of law. OSHA’s (2005) powered industrial truck 

standard (29 CFR 1910.178) states, “The employer shall 

ensure that each powered industrial truck operator is com-

petent to operate a powered industrial truck safely, as dem-
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onstrated by the successful completion of the training and 

evaluation specified.” Note that the standard does not list 

specific physical requirements for operators. 

An OSHA letter of interpretation dated Jan. 26, 1998, 

specifically addresses this issue (Miles, 1998). “OSHA has 

not incorporated this ANSI requirement as an OSHA stan-

dard under section 6 of the Occupational Safety and Health 

Act.” 

This letter also clarifies the agency’s position on the role 

of the General Duty Clause as it pertains to lift-truck opera-

tors with hearing disabilities. 

 OSHA cannot “enforce” a private consensus standard 

such as the ANSI physical requirements for industrial 

truck operators under the General Duty Clause. How-

ever, OSHA would consider issuing citations under the 

General Duty Clause on a case-by-case basis when it 

could be shown that the use of physically disqualified 

operators was recognized, by a particular employer or 

by that employer’s industry, as a hazard likely to cause 

death or serious harm to employee. 

The letter also addresses the issue of whether compa-

nies may institute job-related physical requirements for 

employees. 

 In general, ADA gives employers some latitude to im-

pose medical qualifications when substantial, safety-

related reasons for imposing such qualifications can be 

demonstrated. . . . OSHA believes an employer’s duties 

under the General Duty Clause are consistent with his 

duties under the ADA. The OSH Act requires employ-

ers to enforce medical qualification requirements when 

the failure to do so would create a “recognized hazard 

causing or likely to cause death or serious physical 

harm,” while the ADA specifies that an employer is 

allowed to implement such requirements when failure 

to do so would pose a “direct threat” to health or safety. 

OSHA will make every effort to be consistent with 

nondiscrimination principles in enforcing the General 

Duty Clause and, in particular, OSHA would encourage 

employers to explore reasonable accommodations that 

will allow otherwise-qualified individuals to remain on 

the job while eliminating threats to the health or safety 

of others in the workplace. 

Walgreens has taken the approach of hiring lifttruck 

operators who are hearing impaired or deaf but otherwise 

qualified, as the following discussion details. Internal com-

pany data show that this trendsetting approach has been 

justified. 

Lift Trucks at Walgreens DCs 
The lift-truck program at all 21 Walgreens DCs is com-

prehensive in focus and attention to vehicle maintenance 

and driver performance, including training and retrain-

ing. The fleet consists of approximately 1,500 vehicles and 

3,400 certified drivers. All drivers complete classroom and 

practical application training, then complete a 9-week trial 

process in which multiple task-observation and coaching 

Study Population & Demographics

Walgreens employs workers with disabilities in all of its 21 

DCs. Accordingly, the company wanted to compare the safety 

performance of employees with a disability versus the remain-

ing population. To make the study as accurate as possible, the 

team examined the DCs with the longest history of operations 

as well as those with the largest populations of study subjects 

in order to compare performance. For example:

 ● The workers compensation cost analysis was done 

using the Anderson, SC, building because it had been 

open for nearly 5 years. It also had the second-largest 

population of employees with disabilities and the lon-

gest comparative history of workers’ compensation and 

injury claims.

 ● The lift-truck data were collected  from the DCs with 

the largest populations of hearing-impaired and deaf 

drivers. The team was able to analyze and compare 

data on 21 of 38 (55%) of the division’s deaf or hearing-

impaired drivers. Of 199 drivers in the division with 

disabilities, data on 131 (65%) were analyzed. The four 

DCs in the study had a total of 430 drivers versus the 

driver-withdisability population of 131 (30%).

The lift-truck hours analysis used motion hours only, 

which totaled 142,000 hours. The authors believe motion 

hours represent the most at-risk hours for operators. The 

hours did not include login hours (three times greater) in 

which the machine was logged in to a specific driver, nor the 

standstill hours (two times greater) during which work may 

have been taking place.

Finally, the team used several analytical approaches. The 

team performed a consistent review of expected versus actual 

outcomes for the comparative populations. This was done us-

ing various methods including chi-square analysis, weighted 

rating analysis and paired proportion testing. Additional 

approaches included hypothesis testing about the difference 

between the means of two populations.
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reviews occur before a driver can become certified (Kaletta, 

2008). This approach applies to the entire DC population, 

including employees who have disclosed a disability to the 

company and those who have not. 

All Walgreens lift trucks are equipped with fleet man-

agement software that monitors vehicle maintenance, 

OSHA checklist completion and vehicle motion events. 

Examples of such events might include a lift-truck driving 

over a piece of wood, entering a rack or pallet too aggres-

sively, or bumping a stationary object or another vehicle. 

The vehicle’s impact setting is relatively sensitive so that 

even minor impacts register. 

The driver’s supervisor must review any alert prior to 

putting the truck back into service. If a more serious event 

occurs, a formal investigation is performed, and the driver 

will receive additional coaching and possibly remedial train-

ing. S/he also may be removed from the vehicle for a period 

of time or even permanently if circumstances warrant, as in 

the case of aggressive driving. 

When the Anderson DC opened in 2007, an extensive 

discussion focused on safety considerations when deciding 

where team members with disabilities should be placed. 

Management eventually made a commitment to open 

lift-truck driving jobs to hearing-impaired and deaf team 

members. Safety staff was understandably more cautious, 

particularly since virtually no external research addressed 

this issue. 

However, the DC staff successfully adapted how they 

train, communicate and coach. Most importantly, they do 

not lower standards for reviewing and certifying a lift driver 

regardless of his/her disability. The company ultimately 

decided that some specific cognitive and motor-control 

disabilities disqualify employees from operating lift trucks 

since interpreting signals and vehicle stability driving are 

safety-critical issues. 

The safety data from the Anderson site and three other 

Walgreens DCs have been reassuring. The analysis included 

a review of the combined operating history of the four sites. 

Two centers were the newest technology centers, including 

the Anderson DC. These buildings are heavily automated 

and deal with partial-case orders for individual stores that 

must be packed by hand. Lift-truck operations at these sites 

are primarily a receiving function. 

The other two centers are full-case DCs; at these sites, 

unopened cases of product are stored before shipping di-

rectly to stores, so lift trucks are used far more extensively 

than in the split-case facilities. The two full-case DCs were 

selected for data analysis because they employ the great-

est numbers of lift-truck drivers who have disclosed a 

disability. 

To develop a fair picture of lift-truck drivers’ perfor-

mance at these four key DCs, only motion data from the 

lift management systems was considered. In other words, 

the analysis covered only the time when the equipment 

was actually moving as opposed to periods when a driver 

was logged on but the vehicle was stopped for maintenance 

or order filling (see Study Population and Demographics 

sidebar). In a 40-month period from January 2008 to May 

2011, lift-truck operators logged 142,020 motion hours. 

A total of 252 events were recorded during this time that 

required investigation, including vehicle motion events 

(Table 1). 

The Walgreens Supply Chain and Logistics Division has 

199 lift drivers who have disclosed some type of disability. 

Of that group, 38 are deaf or hearing impaired. In the four-

site data analysis, the data covered 110 drivers with disabili-

ties, including 21 drivers who are deaf or hearing impaired. 

Figure 4 shows the employee pool analyzed. 

To quantify safety performance, the driving perfor-

mance of employees with a disability was compared to that 

of employees without a disability. The incident frequency 

and severity for both groups was very low, and no lost time 

or disabling injuries occurred as a result of lift incidents 

during the measurement time frame. Figure 5 shows the 

total number of incidents per 1,000 motion hours. 

Management and its consultant were careful to use 

a statistically valid approach. It was determined that the 

employee population who had disclosed disabilities (team 

member with disability population, or TMWD, in Walgreens 

parlance) had a significantly lower rate of lift-truck inci-

dents than the rest of the DCs’ lift driving populations. 
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Hearing-Impaired/  
Deaf Lift-Truck Drivers 

As data were analyzed, management wanted to de-

termine how lift-truck drivers who are hearing-impaired 

or deaf performed. Experience with companies looking 

at these inclusion efforts for workers with disclosed dis-

abilities indicates a hesitancy or skepticism about opening 

lift driver jobs to deaf or hearing-impaired employees. The 

Walgreens team again analyzed the data from the same four 

distribution centers. Figure 6 (p. 68) shows that the deaf-

hearing impaired group had an incident frequency that was 

less than 50% of the remaining population. 

The reason for this lower frequency cannot be deter-

mined with certainty. However, employee interviews re-

vealed that these employees see operating a lift truck as an 

opportunity from which they may have been excluded in 

previous employment situations. They perceive being safe 

and accident free as a way to protect their status as a lift 

driver.

The management team also hypothesized that deaf 

drivers are not distracted by additional noise and, therefore, 

can concentrate more fully on the task at hand, which leads 

to improved safety performance. With the data in hand, the 

Walgreens team can now speak to other companies want-

ing to emulate the inclusion programs and report that the 

statistics support opening lift driving jobs to people with 

hearing impairments or who are deaf.

Other Safety Performance Metrics 
The Walgreens Supply Chain and Logistics Division 

examines both its safety metrics and workers’ compensation 

results when evaluating the success of safety efforts. The 

Anderson DC has the longest-tenure employees with dis-

abilities and, therefore, the largest amount of relevant data, 

which is why its safety and workers’ compensation data 

were selected for detailed analysis. The Anderson DC also 

has one of the lowest days-away-restricted-transfer (DART) 

rates in the division. Its rate ranged from 3.92 to 2.37 for 

the 3 complete years during the data analysis period (Fig-

ure 7). In comparison, the industry average for NAICS Code 

49311 for 2009 was 4.4 (BLS, 2010). 

Anderson’s performance can be attributed to the build-

ing’s technology, strong safety culture and a management 

commitment that includes a daily focus on safety issues and 

incidents. Building and populating a new distribution cen-

ter allowed the group to set the tone and expectations for 

safety before the doors opened, rather than having to coun-

ter a safety culture already in place that may be resistant to 

a focus on safety best practices. 

Next, the team examined workers’ compensation claims 

by employee disability disclosure status. The findings indi-

cate that costs incurred by team members with disabilities 

were significantly lower than those incurred by team mem-

bers who had not disclosed a disability (Figure 8). 

These data covered 110 claims for the 32-month period. 

In the team’s opinion, the claim frequency and cost severity 

were significant enough to present a good, representative 
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data set. Several conclusions are drawn from these data, 

including that employees with disclosed disabilities incur: 

 ● costs for medical treatment that are 67% less than 

the contrasting population; 

 ● costs for indemnity/time that are 73% than the con-

trasting population; 

 ● expense costs that are 77% less than the contrasting 

population. 

The number of workplace injuries that occur was also 

examined (Figure 9). The raw numbers of less-serious 

injuries (cases that do not result in days away or restricted 

duty) are higher than expected for the employee population 

with disclosed disabilities. The team believes this is because 

these employees tend to follow the rules exactly as stated 

and report any injury, no matter how minor. This includes 

superficial cuts and scratches, and minor aches and pains 

associated with ergonomic exposures from job duties. How-

ever, on-site human resources and medical management 

professionals refer the employee for off-site medical care if 

at all in doubt. 

In addition, the higher frequency of minor injuries does 

not translate into an increased frequency of serious lost-

time or restricted-duty cases. The data did not indicate any 

correlation toward frequency converting into severity in the 

DART injury/illness category for employees who had dis-

closed a disability. 

The lost-day average per case for employees who had 

disclosed a disability was 40% less than for the rest of the 

population (Figure 10, p. 70). Employees with disabilities 

are likely motivated to get back to work promptly because 

of the respect they receive in the work environment and the 

sense of accomplishments their jobs impart. Since many 

of these employees have never held a job before, its impor-

tance to them cannot be overstated. However, in all cases, 

employees are counseled on an appropriate return-to-work 

date based on medical factors. 

Putting the Right Support in Place 
Experienced professional and management support 

have contributed to this division-wide success. Staff support 

is needed at both the division and building level. The sup-

port system includes: 

 ● Manager, Outreach and Employee Services. 

This is a division-level leadership position with 

ultimate authority for achieving division hiring and 

retention goals for employees with disabilities. 
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 ● Human resources manager. This building-level 

position ensures compliance and maintains records 

for all employees, regardless of disability status. 

 ● Career outreach coordinator. This individual 

provides support to employees with disabilities and 

managers who need assistance in managing their 

employees with disabilities. 

 ● Safety project manager. This building-level 

safety manager is responsible for safety training of 

all employees, regardless of disability status. 

 ● Function manager. This is the Walgreens term 

for a first-line supervisor. As such, the function 

manager is responsible for the daily supervision of 

assigned hourly employees, including those who 

have disabilities. 

 ● Medical management professional.  This 

person provides first-aid services, injury-prevention 

training and ergonomic assessment to all employees 

as needed. At many DCs, this position is filled by a 

certified athletic trainer who has extensive training 

in proper body mechanics and injury avoidance. 

 ● Other outreach professionals. These profes-

sionals offer expertise in implementing job accom-

modations and targeted training for employees with 

disabilities.

 ● External job coaches. These outside agency 

employees provide initial candidate screening and 

training services. They also suggest recommenda-

tions regarding when specific candidates with dis-

abilities may be ready to be hired. These personnel 

also provide ongoing retraining or new training as 

the employee may transfer or be required to master 

new skills.

Each team member plays a unique role and brings an 

important perspective to the work of creating and manag-

ing an inclusive workforce. But, it is also helpful to note that 

this process is best done in ways that mesh with a compa-

ny’s culture. As with any safety effort, support from senior 

management is irreplaceable; beyond that, many support 

staffing configurations are possible.

Management Issues
For employees with disabilities, having their immediate 

supervisor’s support is particularly important, especially for 

those new to the workplace.

Walgreens management assigns employees to work 

various jobs and shifts according to their skills and busi-

ness needs. Accordingly, employees with disabilities may 

be found in all shifts and all departments, so all supervi-

sors must be prepared to work with employees with varied 

abilities and skills. Health Insurance Portability and Ac-

countability Act rules prevent the company from disclos-

ing specific medical information to supervisors about the 

employees on their shift, so management decided the best 

policy was to train all managers about dealing with people 

who have a wide range of abilities. To accomplish this, su-

pervisors attended a university-sponsored training program 

designed to help teachers work with students with autism. 

An in-house training program that focuses on a variety of 

conditions, not just autism, was developed later as well.

The Walgreens team has learned about various high-

tech tools for accommodating the needs of employees with 

disabilities. For example, devices such as tablet computers 

or wireless paired devices such as UbiDuo can be helpful 

in communicating with people who have difficulties speak-

ing or hearing because they can type or write to express 

themselves.

However, low-tech materials such as dry-erase boards 

and even pencil and paper often work just as well and have 

become more widely used throughout the DCs than their 

high-tech counterparts.

Many managers also have found it helpful to learn 

some American Sign Language, and it is not uncommon 

to see supervisors using simple sign language words and 

phrases on the DC floor to communicate with various em-

ployees. In some buildings, each day’s management start-up 

meeting highlights a “sign of the day” as an easy, low-key 

way to share this information for those managers who 

choose to do so.

In addition, the Walgreens team learned the basics of 

respect. For example, the term “people with disabilities” is 

preferred to “disabled people” because it puts the person 
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first, not the disability. The team also received instruction 

on etiquette, such as how to make appropriate eye contact 

with a person with a disability such as autism and how a 

standing person should converse with a person who uses a 

wheelchair (e.g., for anything more than a quick hello, find 

a chair so both parties can avoid craning their necks). By 

addressing these points openly and encouraging managers 

and other employees to ask  any questions freely, the com-

pany has created a culture in which respect for people of all 

abilities has become ingrained.

Another aspect of Walgreens culture that has become 

vital in creating an inclusive workforce is its reliance on the 

observe, coach and reinforce (OCR) method throughout all 

its DCs. OCR is a simple tool to help companies manage 

complicated processes safely. The method, which essentially 

is a formalized way for supervisors to have regular, pre-

dictable interactions about safety, consists of six steps for 

changing unsafe behaviors in the workplace: 

1) Prepare for observation. 

2) Assess the behavior. 

3) Provide feedback. 

4) Allow the employee to respond. 

5) Summarize for the employee. 

6) Reinforce and recognize desirable behaviors. 

As the senior vice president of supply chain and 

logistics at Walgreens Co., business success means a lot to 

me. But, over the years, I’ve realized that kind of success 

is only part of the story. What we do as corporate citizens 

matters just as much. 

Ever since my son was diagnosed with autism in 

1995, I’ve worried about him. How will he spend his days 

after “aging out” of the school system? Will any company 

ever hire him? Ironically, I began heading up the Supply 

Chain and Logistics Division around the same time as the 

diagnosis. I wanted to become a more inclusive employer 

but was timid because I didn’t want to seem to be putting 

my personal life ahead of my professional responsibilities.

Gradually, it dawned on me that personal passion 

and business success can coexist. When it came time to 

build a new state-of-the-art distribution center in An-

derson, SC, my presentation to the Walgreens board was 

relatively simple: Our new DC will be our most expensive 

and it will provide the best return we’ve ever had on any 

capital investment. And, by the way, we hope to create an 

integrated work environment and staff it so that one-third 

of the employees will be people with disabilities. Same 

standards, same pay, side-by-side.

When board members asked what would happen 

if business were adversely affected, I assured them we 

would adjust the percentage of employees with a disabil-

ity until we met our performance goals. The Anderson 

DC opened in 2007, so we’re coming up on 5 years of 

operational and safety data. The results have been all that 

I hoped they would be. In comparing the worker popula-

tion with disabilities to the one without [see main article 

for details], the workers with disabilities have amassed 

records that show greater retention, equal productivity 

and equal safety.

Although we don’t advertise how successful our 

inclusive workforce has been, I am frequently called upon 

to speak about this effort, and I always emphasize that 

any company can do what we did. Visitors see our exten-

sive automation and touch-screens everywhere and think 

what we did must have been overwhelmingly expensive.

True, the new building itself was a huge capital out-

lay, but our biggest surprise was that nearly all necessary 

accommodations cost less than $25. Any company can 

afford that. All that’s needed is the internal commitment 

to make this change.

We started with the goal of changing the work en-

vironment but discovered we were the ones who were 

changed—in dramatic and wonderful ways. We can all be 

fully human in our DCs as we realize we’re not very differ-

ent from our coworkers who have disabilities. We all have 

strengths and weaknesses and we can all do a productive, 

meaningful job. I see how much these jobs mean to the 

employees with a disability, who have perhaps never been 

given a chance before, and I realize how much we have in 

common underneath whatever surface differences may 

exist.

I am not alone. We all feel that way in the Walgreens 

DCs, and that’s what gives meaning to our whole culture, 

where we welcome everyone who can do the job. We’re 

willing to help them get there, all while meeting our busi-

ness goals. I can’t stress enough that every company can 

do this if they have the will. 

Randy Lewis is the senior vice-president of Supply 
Chain and Logistics at Walgreens Co.

Agent of Change: Making the Business Case for Inclusion
By Randy Lewis
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With experience, this process becomes distilled to 

the three crucial functions in the OCR acronym and can 

be completed in less than 5 minutes. The standard policy 

throughout the Logistics Division is for each supervisor to 

perform OCRs on two employees per shift. Management at 

the Anderson DC has increased this requirement to three 

OCRs per supervisor per shift. This regular reinforcement 

and one-on-one time is particularly important for people 

who may have limited cognition or memory challenges, and 

it benefits all employees by rooting out unsafe behaviors 

before they can become established. 

Conclusion 
Since 2007, the population of employees with disabili-

ties at the Walgreens Anderson DC has consistently been 

shown to be as efficient and as safe as the general work-

force. The company was prepared to spend large sums of 

money on workplace accommodations for employees with 

disabilities, yet nearly all necessary accommodations have 

been extremely modest in scope. 

Since building the Anderson DC, Walgreens has also 

built a comparable facility in Windsor, CT, that most recent-

ly recorded more than 40% of its workforce with a disclosed 

disability. All safety-related data from this facility have been 

comparable to those from Anderson. 

To date, more than 100 companies have visited the 

newest DCs to study a culture that has so completely inte-

grated employees with disabilities into the general popula-

tion, and to assess what might be necessary to institute 

similar programs into their own operations. 

In particular, the decision to permit all qualified em-

ployees to occupy the safety-critical position of lift-truck 

driver has generated outside interest. After carefully re-

searching the regulatory environment, the company de-

cided that whether an employee is deaf or hearing impaired 

should not be the sole determinant of whether s/he is per-

mitted to drive a lift truck. This decision, and a willingness 

to accommodate communications needs and adapt—not 

dilute—drivers’ safety training when needed has yielded a 

devoted core of skilled lift-truck drivers who also happen to 

be deaf or hearing impaired.

The authors wish to stress that the opportunity to build 

new facilities with state-of-the-art equipment was helpful 

but not necessary in creating the inclusive workforce the 

division now enjoys. In fact, each of the division’s 21 facili-

ties now employs multiple people with disabilities. 

The division’s ultimate goal is to have 20% of its em-

ployees be people with a disability—the newest buildings 

will exceed this goal, but even the oldest building will con-

tinue to add more employees with disabilities.

A welcome surprise has been that the process of en-

suring that the needs of workers with disabilities are met 

has resulted in management, equipment and work-culture 

improvements that benefit the entire workforce, regardless 

of disability status.

Unambiguous policies, clear language and flexible 

training options all contribute to a culture where safety is 

valued and expected for all employees. 
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Abstract:  
In this article, four generations are 
examined: Traditionalists, Baby 
Boomers, Generation X, and Gen-
eration Y. General attitudes toward 
work and cultural trends of each 
generation are compared. Addition-
ally, the advantages of flexible work 
arrangements and how to develop 
flexible work arrangements are 
reviewed.

Résumé:  
Dans cet article, quatre générations 
de travailleurs sont examinées: les 
traditionalistes, des baby-boomers, 
la génération X et la génération Y. 
Les attitudes générales envers le 
travail et les tendances culturelles 
de chaque génération sont com-
parées. En outre, les avantages de 
modalités flexibles de travail et la 
façon de les développer sont passés 
en revue.

T
he modern CPA firm has four generations 

working side by side: Traditionalists, Baby 

Boomers, Generation X, and Generation Y.  

Because of demographic realities, managers 

must both develop new programs to attract younger 

workers and entice older productive workers to delay 

retirement. Many employers are finding that flexible 

work arrangements are effective in meeting both of these 

challenges.

Generational Attitudes 
Toward Work

 A generation is defined by demographics and key 

life-events that shape, at least to some degree, distinctive 

generational characteristics. Although sources disagree on the exact birthdates that 

define each generation, there is a consensus that employees over 60 in 2006 belong 

to the Traditionalist generation. Those in their mid-40s to 60 are Baby Boomers. 

Employees in their late 20s to early 40s are Generation X. The new generation en-

tering the workplace in their early 20s or younger, is generally called Generation Y.

Cultural generational changes create trends that can be noticed over time. 

Looking at the background and characteristics of each generation can be useful in 

understanding the distinctive talents and challenges each individual brings to the 

workplace, as well as identifying long-range trends that are changing the  culture 

of the workplace. There appear to be distinctive trends toward dual-career families 

and an interest in having flexible work arrangements that help employees achieve 

balance between their work and family life. 

Meeting the Challenges of

Age Diversity
in the Workplace

Although younger 

workers are more 

likely to expect flexible 

work arrangements, 

such programs have 

cross-generational 

appeal, helping each 

employee make the 

best use of work time 

and personal time.
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Traditionalists may be credited with the typical work 

environment, where individuals work in the office from 

8:00 a.m. to 5:00 p.m., along with frequent evening and 

weekend work and extended work hours during tax season. 

Traditionalists are frugal, hardworking conformists who 

respect authority and put duty before pleasure. They spent 

most of their careers with one or two employers. Nonwork-

ing wives typically tended to family matters to support the 

long hours husbands spent at the office. Although they are 

steadily retiring from the workforce, Traditionalists remain 

connected and influential.

Having been raised by Traditionalists parents, Baby 

Boomers entered the workplace with a strong work ethic, 

but also as dual-career couples, with highly educated 

women working alongside men. Baby Boomers value per-

sonal growth, hard work, individuality, and equality of the 

sexes. They question authority and have led a trend toward 

less-hierarchical work structures. They have had smaller 

families and enjoyed affluent lifestyles that led to their be-

ing labelled the “Me Generation.” With this comes a trend 

away from long-term relationships, both personal (through 

divorce and second marriages) and professional (through 

multiple employers, downsizing, reengineering, and second 

careers). Boomers are 30% of the population, but repre-

sent the heart of today’s management. They are leading a 

trend toward delayed retirement, with nearly 80% wanting 

to work at least part-time during retirement (AARP, Baby 

Boomers Envision Retirement 11, 2004). 

As children of the Baby Boomers, Generation Xers saw 

the toll that having both parents trying to “have it all” took 

on the family, and they are working to change it. They are 

a relatively small generation, sometimes called the “baby 

bust.” They are self-reliant, optimistic, and confident. They 

value education, independence, and parenting above work. 

Consequently, they do not have a strong loyalty to an em-

ployer, and they have developed a repertoire of skills and 

experiences that they take to the employer that best meets 

their needs. They seek balance in their lives as they raise 

their families. As Exhibit 1, summarizing a survey by the 

Families and Work Institute, demonstrates, Generation 

X employees tend to be more family oriented than Baby 

Boomers. The majority of those surveyed put family first 

(52%); more than a third are dual-focused between work 

and family (35%); and only 13% put work first.

The newest employees entering the workplace are 

members of Generation Y, also called the millennials, the 

Internet generation, and Echo Boomers, because they are 

the relatively largest generation since the Baby Boomers. 

They were exposed to diverse lifestyles and cultures in 

school at an early age, and tend to respect different races, 

ethnic groups, and sexual orientations. They are exception-

ally comfortable with diversity, one-third are members of 

a minority group, and they are accustomed to computer 

technology, immediacy, and multitasking. They have short 

attention spans, but value  professional development and 

strive to work faster and better. They want creative chal-

lenges and projects with deadlines so they can build up 

ownership of their tasks. They want jobs with flexibility, 

telecommuting options, and the ability to work part-time or 

to leave the workforce temporarily when having children. 

As Generation Y enters the workforce, employers will need 

to adjust to their demands.

Cultural Trends
Several cultural trends can be inferred from these gen-

erational characteristics. Since the Baby Boomers entered 

the workplace, dual-career families have become the norm. 

The Boomers developed less-hierarchical work structures, 

and each successive generation has further questioned tra-

ditional work structures. Technology and long work-hours 

by parents in dual-career homes have increased interest 

in programs that help achieve greater work-life balance. 

Increased life expectancy has expanded work-life balance 

issues beyond raising children to include caring for elder 

relatives and enabling older workers to continue in the 

workforce. With technology making it possible to do many 

jobs anytime and anyplace, younger workers are question-

ing how necessary the traditional work structures are. 

EXHIBIT 1
Comparison of the Family/Work Values of Gen Xers and Baby Boomers
Question Gen X Boomers
Do you put family first? 52% 41%
Do you put work first?  13% 22%
Are you dual focused? 35% 37%
Weekly hours worked in 2002 44 45
Number of workday hours  
fathers spend with children 3.4 2.2

Source: Families and Work Institute, reported by C. Huff  
in Workforce Management (2005).

Exhibit 2
Average Hours Worked by Employees 
working 20 or More Hours a Week
 1977 1997
All Employees 43.6 47.1
Males 47.1 49.9
Females 39 44

Source: Families and Work Insitute, reported by E. Galinksy in 
The 1997 National Study of the Changing Work-force (1997).
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The demographic reality is that Boomers are a group 

relatively larger than Generation X, and as they leave the 

workforce through retirement or death, there will be a 

decreasing number of workers in the labor force. The trend 

toward longer work-lives may moderate the effects of Baby 

Boomers leaving the workplace, but older workers will 

have special needs that will require a more flexible work 

environment.

Finally, all of the generations discussed share a strong 

work ethic, as evidenced by the increasing number of hours 

Americans work. As illustrated in Exhibit 2, the number of 

hours that the average American worked increased from 

over 43 hours per week in 1977 to over 47 hours per week in 

1997. The increase was greatest for women; while the aver-

age male worked almost three hours longer each week, the 

average female worked five hours longer. Longer working 

hours make a work-life balance more difficult.

Evidence suggests that juggling the demands of work 

with a personal life has become a major issue for American 

workers. An AICPA survey found that 87% of women and 

78% of men expressed concern about work-life balance. 

For employees with young children, 91% of women and 

83% of men expressed great concern. The survey also found 

that the main reasons CPAs leave public accounting were 

working conditions, including schedule, hours, and assign-

ments (81% of respondents), and work-life balance (68%) 

(N. Baldiga, “Opportunity and Balance: Is Your Organiza-

tion Ready to Provide Both?” Journal of Accountancy, May 

2005).

Another survey, of more than 1700 employees by Busi-

ness Credit magazine, found that 18% agreed with the 

statement, “In the New Year, I plan to look for another job 

to improve my work-life balance” (“One in Five Employees 

Plans to Quit in 2006 to Pursue a More Balanced Life,” 

Business Credit, April 2006). These demographics and 

trends will increasingly force companies to develop more 

flexible work programs.

Advantages of Flexible 
Work Arrangements

Flexible work arrangements offer many advantages 

in helping companies gain a competitive advantage in at-

tracting and retaining valued highly educated employees. 

Flexible work arrangements include any arrangement that 

varies from the traditional schedule of 8:00 a.m. to 5:00 

p.m., Monday through Friday, in an office setting. These 

arrangements frequently include flexibility in the hours that 

employees work, the places where they work, their access 

to technology, their professional development opportuni-

ties, and mentors to help employees adjust to new ways of 

working.

Flextime allows flexibility in when employees arrive at 

and leave work. There is frequently some core time each day 

when all employees must be present, with employees given 

flexibility in structuring the rest of their work time. Tele-

commuting allows employees to work at home or another 

site on a regular basis. The Internet, fax machines, e-mail, 

and cellphones have made it possible to communicate and 

access data without being physically present in the office.

Flexible work arrangements also include compressed 

workweeks; regular part-time work, coupled with extended 

hours during tax season; job sharing; concierge services to 

help with personal tasks; extended leaves; and sabbaticals. 

Flexible work alternatives may be particularly appropri-

ate in the accounting environment, where work tends to 

be deadline oriented, requires individuals with special 

technical skills and training who are difficult to replace, has 

historically had a high turnover rate, and is facing a labor 

shortage with the retirement of Baby Boomers.

Although younger workers are more likely to expect 

flexible work arrangements, such programs have cross-

generational appeal, helping each employee make the best 

use of work time and personal time. Two surveys by the 

American Association of Retired Persons (AARP) provide 

evidence that flexible work arrangements are attractive to 

older workers. The large 2004 survey of Baby Boomers (Ba-

by Boomers Envision Retirement II) found that nearly 80% 

want to work at least part-time during retirement. Accord-

ing to a 2005 survey of workers 50 and older (S.K. Brown, 

Attitudes of Individuals 50 and Older Toward Phased Re-

tirement), although only 19% had heard of the term “phased 

retirement” prior to taking the survey, 38% said they would 

be interested in participating in phased retirement. Of those 

interested, 78% reported that the availability of such a plan 

would encourage them to work past their expected retire-

ment age. Additionally, 40% of retirees reported that they 

would have been interested in phased retirement if it had 

been offered to them, and 33% indicated that the availabil-

ity of such a plan would have prompted them to remain in 

the workforce longer. Although they appeal to each genera-

tion for different reasons, flexible work arrangements can 

help employers attract the scarcer pool of younger workers 

while also encouraging older workers to continue to work 

through phased retirement. 

Although studies are limited, existing research consis-

tently finds that alternative work arrangements improve 

retention and job satisfaction. A study comparing public 
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accountants working under traditional arrangements to a 

similar group working under alternative work arrangements 

found that those with alternative work arrangements re-

ported significantly higher job satisfaction and intentions to 

stay and lower levels of burnout and stress than those with 

traditional work arrangements (E.D. Almer and S.E. Ka-

plan, “Myths and Realities of Flexible Work Arrangements,” 

The CPA Journal, April 2000). Over 80% of the CPAs with 

flexible work arrangements reported that they would have 

left the firm if their flexible work arrangement had not been 

approved. At one law firm, attrition among employees de-

clined from 21.5% to 17% in the first year of enabling nearly 

600 employees to work a flexible schedule (C. Huff, “With 

Flextime, Less Can Be More,” Workforce Management, 

2005). Ernst & Young, also cited in this study, identified a 

slight retention increase since instituting flexible schedules, 

with 76% of women remaining with the company four years 

after they were hired, compared with 72% in the mid-1990s.

Probably the greatest advantage for a CPA firm is that 

flexible work arrangements increase the firm’s flexibility. 

Telecommuting can greatly expand a company’s labor pool 

to include employees from other geographical areas and 

those required to work from home because of a disability 

or child-care or elder-care responsibilities. Having a mix of 

part-time and full-time employees can improve a company’s 

ability to manage the seasonal demands of public account-

ing. Flextime, with a mixture of employees who come in 

early or stay late, can expand the hours the company is 

available to clients. Both telecommuting and flextime de-

crease the cost of office space, because fewer employees are 

in the office during the same time. Finally, all flexible work 

arrangements help an employer maximize its most valuable 

resource, its employees, by capitalizing on each individual’s 

strengths.

Developing Flexible 
Work  Arrangements

Flexible work programs are most successful when based 

on a culture that is supportive of individuals’ being success-

ful in their personal and professional lives. It is important 

to build a culture that clarifies business priorities and em-

ployee responsibilities, rewards employees for productiv-

ity instead of hours worked, encourages employee input, 

develops family-oriented practices, experiments with new 

business models, and provides employees with the tools 

they need. Deloitte’s Personal Pursuits program and Sun 

Microsystems’ iWork program are two creative examples of 

profitable programs.

To reduce turnover, Deloitte recently instituted Person-

al Pursuits, a program that allows employees who leave the 

workforce to stay connected through a mentor and training 

opportunities for up to five years (M. Browne, “Flextime 

to the Nth Degree,” Journal of Accountancy, September 

2005). Deloitte estimates the cost of replacing an employee 

is at least two times annual salary. The Personal Pursuits 

program costs about $2,500 per employee per year, which 

they consider a good investment when compared to an 

estimated $150,000 for replacing a valued employee. The 

program also includes networking events, short-term work 

assignments, career coaches, and re-sources to maintain 

professional licenses and memberships in professional 

associations.

In 1994, Sun Microsystems developed a program that 

institutionalized the virtual office and flextime, called iWork 

(S. Greengard, “Sun’s Shining Example,” Workforce Man-

agement, March 2005). In 2005, 80% of their 20,000 em-

ployees connected to the company remotely. Sun estimates 

that reduced turnover, improved employee satisfaction, 

and more-efficient use of office space saved the company 

$255 million between 2001 and 2005. The program allows 

employees to work from home or from flexible offices at 12 

drop-in centers and 115 other locations. A smart card, called 

a Sun Ray, allows employees to log on and view files and ap-

plications on a customized desktop anytime and anywhere. 

Sun plans to expand the use of collaboration tools that 

will make it easier for employees to share files and work in 

virtual teams. Their employees avoid expensive and time-

consuming commutes while working around their personal 

and family schedules.

Because these programs are relatively new, develop-

ing effective models entails a steep learning curve. Several 

organizations offer help for employers by providing studies, 

examples, and advice from their web-sites, including the 

AICPA (www.aicpa.org), the AARP (www.aarp.org), and 

the Families and Work Institute (www.familiesandwork.

org). Developing more flexible work arrangements should 

help companies attract younger workers while enticing and 

enabling older workers to delay retirement. These programs 

should give CPA firms a critical, competitive tool in attract-

ing and retaining valuable employees. Employees, whatever 

their generation, appreciate an employer that provides ac-

commodations to help them achieve greater success in their 

personal and professional lives.

This paper is reprinted from The CPA Journal, February, 2007, 
copyright 2006, with permission from the New York State Society of 
Certified Public Accountants. We would like to thank Ms. Christina 
Doka, Assistant Director of the CPA Journal for having authorized us to 
re-publish it in the SMEE Review.
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on Creating Excellence 
and Growing Globally

By Natasha Perkins,  
Senior Business Administration 
Student, University of Regina

Abstract
This is an interview with Annette 
Verschuren, the former CEO of The 
Home Depot Canada and Asia. She 
responds to questions from Natasha 
Perkins about growth strategies 
and Canadian Economics. Ms. 
Verschuren’s responses during this 
interview are very insightful and ap-
plicable for entrepreneurs and lead-
ers looking to grow their businesses.

Résumé: 
Trouvez ici un entretien avec An-
nette Verschuren, l’ancienne PDG 
de Home Depot Canada et Asie. Elle 
répond aux questions de Natasha 
Perkins sur les stratégies de crois-
sance et de l’économie canadienne. 
Les réponses de Mme Verschuren 
au cours de cet entretien sont très 
perspicaces et applicables pour 
les entrepreneurs et les dirigeants 
qui cherchent à développer leurs 
activités.

A
nnette Verschuren is the for-

mer president of The Home 

Depot Canada and Asia.  

 She oversaw the growth 

of the company’s Canadian operations 

from 19 to 180 stores between 1996 and 

2011. She also led The Home Depot’s 

entry into China. We approached her 

for an interview to share some of her 

important business lessons, strategies 

for business growth, and her read on 

the Canadian economy. Natasha Per-

kins sat down with Annette Verschuren 

on November 14, 2011, prior to her 

keynote address at the University of 

Regina’s annual Business Dinner.

Ms. Verschuren holds honorary 

doctorate degrees from Mount Saint 

Vincent University and St. Francis Xavi-

er University, where she also earned a 

Bachelor of Business Administration 

degree.  In 2010, Ms. Verschuren was 

inducted into Canada’s Marketing Hall 

of Legends and the Nova Scotia Business Hall of Fame. In 2006, Wilfrid Lau-

rier University named her Outstanding Business Leader of the Year. In 2005, 

the Retail Council of Canada named her distinguished Canadian Retailer of the 

Year. 

Appointed by Prime Minister Stephen Harper, Ms. Verschuren served as a 

member of the North American Competitiveness Council, part of the Security 

and Prosperity Partnership of North America. She was also a member of Fi-

nance Minister Flaherty’s Economic Advisory Council, a group of 11 Canadian 

business leaders charged with advising the Government of Canada on the global 

economic crisis. In 2011, she was appointed chair of the 2012 Governor Gen-

eral’s Leadership Conference, Canada’s premier leadership training event.

Annette 
Verschuren
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A champion of community investment and volunteer-

ism, Ms. Verschuren serves as Chancellor of Cape Breton 

University and chairs fundraising efforts for the University’s 

new Centre for Sustainability in Energy & the Environment 

(CSEE). She is a long-time supporter of numerous charities, 

including Habitat for Humanity, the Centre for Addiction 

and Mental Health, and Volunteer Canada.

MORE THAN 99% OF CANADIAN BUSINESSES 
ARE SMALL AND MEDIUM SIZED ENTERPRISES 
(SMES), REPRESENTING A $33 BILLION 

MARKET. IN COMPARISON WITH OTHER MARKETS 
THE CANADIAN MARKET IS SMALL, WHAT CAN 
YOU SUGGEST TO CANADIAN SMES TO SUCCEED 
IN THEIR ENDEAVOURS TO GROW GLOBALLY?

I think one area that is exciting in terms of potential 

opportunity is the food industry. People are posing the 

question “do I have to buy that product that travels from 

California to Nova Scotia, or should I buy locally?”  I think 

we are going to continue to see a growing trend where 

Canadians purchase local goods. I also think emerging 

countries respect the brand name of Canada. Why can’t we 

develop the Canadian brand in terms of food production or 

other products and services? We have to think beyond what 

we are currently exporting. In the past we have talked a lot 

about exporting to the US but our world is bigger now.  As 

Canadians we have to make higher quality, valued products 

and services, and sell them to the world. We need to tap 

into undeveloped, growing or emerging markets around the 

world. I think most great companies start very small but 

you have to think beyond small to get big; you have to take 

great risk. You have to understand what Export Develop-

ment Corporation can do to finance and bring your product 

to the shores of Beijing and Shanghai.  I think all of these 

things are critically important. We have to become broader 

in our world and in Canada’s reality, especially in terms of 

shipping and trade.

DO YOU THINK GLOBAL GROWTH IS FOR 
EVERYONE? OR CAN SMEES ACHIEVE THE SAME 
LEVEL OF SUCCESS BY STAYING LOCALLY?

No, global markets are not for everyone. We went from 

tremendous consolidation to great big companies running 

everything. But I think it’s breaking down a little and small-

er more creative companies are emerging. A $33 Billion 

market is quite significant, so I think that there are opportu-

nities for companies to do extraordinarily well just serving 

Canada.  But I do think if you want to grow significantly 

and you want to take your small or medium sized company 

to the next level, you have to take a look outside of Canada. 

That being said, the majority of companies will continue to 

serve the domestic market. 

IN WHAT REGION OF THE WORLD SHOULD 
CANADIANS SMEES BE HEADED IN THE 
NEXT 5 TO 10 YEARS AND WHY?

I think what is great about Canadian companies is that 

they have very high standards. We have a great education 

system that produces great talents and our labour market 

is full of highly skilled people. I believe it is important to 

develop excellence in your company so that you can export 

it around the world. My advice is to focus on becoming 

the best in your market and your industry. Fine tune your 

operations and model so it can move across other compa-

nies. Get a good understanding of your business; be able to 

understand it completely so that you may replicate it. This 

is critical. Excellence, innovation, and productivity will be 

really important aspects for Canadian businesses over the 

next five to ten years. Companies who do that will be able to 

go globally much faster. Once you start on that process you 

need to move quickly because others will steal your ideas. 

Patents have not been as protective as they have been in 

the past so be fast in the market and gain understanding 

beforehand on how to execute this. I say that Canadians 

should look to Asia, and South and Latin America more 

aggressively. I think growth in Europe will be limited given 

the particular challenges it is facing. But we need to pay 

attention to places like India who are experiencing phenom-

enal growth. That’s where you have to be.

IN YOUR OPINION, IS THERE A PARTICULAR 
CANADIAN REGION (EASTERN, WESTERN, 
CENTRAL) WHERE WE CAN EXPECT 

THE MOST ECONOMIC POTENTIAL?

I think the ship building contract in Nova Scotia is 

very interesting. It somewhat symbolizes a renaissance of a 

business in the Maritimes; Newfoundland has also done so 

well. I think Saskatchewan has an amazing future ahead of 

it. It is so rich in its natural resources, for example, potash 

and uranium; this is such a rich province yet with so few 

people. The challenge Saskatchewan will continue to face 

is its labour shortage, as will Alberta. However, I would say 
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every province and territory has enormous opportunity. 

Quebec and Ontario, the centre part of Canada, probably 

has the biggest challenge in terms of job creation and debt. 

Canada as a whole came out of the last recession as a very 

strong player. We know we have a democracy that works. Is 

it perfect? No. Should we make it better? Yes. But we have a 

country that really works and so we can build on that. 

IN YOUR CAREER YOU HAVE SUPERVISED 
COMPANIES WHO OPERATE LOCALLY AND 
ABROAD. WHAT ARE SOME MAJOR DIFFERENCES 

BETWEEN GROWING AN ORGANIZATION LOCALLY 
VERSUS GROWING INTERNATIONALLY?

For three years I oversaw from Canada the opening of 

the China market for The Home Depot. It is a very differ-

ent market than North America. The Chinese customer was 

not a DIY customer. It was fascinating. When you’ve been 

brought up in an environment, you understand the culture. 

When you are in a new country you have to adjust and 

take the time to understand a new culture and customer. 

You need to accept the fact that it’s not business as usual; 

it cannot all be done the same way as it has been in North 

America. You need to take the approach that perhaps we 

should look at the business in a new or different way. You 

may need to have different processes and make certain 

adjustments. It is important to hire as many local people to 

service your organization in that foreign market. 

ACCORDING TO YOUR EXPERIENCE WHAT 
SECTORS OF ACTIVITIES SHOULD BE 
EMBRACED BY CANADIAN SMES WILLING 

TO VENTURE INTO THE GLOBAL MARKET?

I think the food, energy, and medical industries all 

show enormous potential. The medical industry is not one 

we often talk about in Canada. But, the truth is Canada has 

one of the greatest medical systems in the world. We are 

amazing in Cancer prevention and stem-cell research. I 

think health, food, and energy are all areas that could abso-

lutely be great for Canada.

IN YOUR OPINION WHAT IMPACT WILL 
GLOBALIZATION AND THE CURRENT STATE 
OF THE ECONOMY HOLD FOR FUTURE 

TRADE AGREEMENTS SUCH AS NAFTA?

I think we will continue to do open trade agreements. 

You can see our Governments doing that now as we get 

closer to China, a European trade agreement and looking 

to South America. There will always be some areas, policy 

related, that will be influenced by Government. But I think 

the countries that make strong alliances amongst each other 

will be the most successful. In today’s global market you 

can’t be isolated and you can’t become protectionists.

COULD YOU GIVE EXAMPLES OF ACTIONS OR 
OBSTACLES THAT CANADIAN SMES WILLING 
TO GO INTERNATIONAL SHOULD AVOID?

Do not enter a foreign market until you are operating a 

solid business in your country. That would be number one. 

Also, service one country at a time. Figure out each entry, 

one country at a time. I see some companies that have at-

tempted to enter five different countries at a time. I think 

that can get really complicated quickly. Lastly, once again, 

you need to have excellence. Be fast, do it right, and do it 

one at a time. I often see companies expand too quickly 

and entrepreneurs who are not able to keep up with it. For 

instance, sometimes, founders are not the people to grow 

their companies after a certain point. Make sure that your 

companies are well managed with the right leaders. Make 

sure you take care of your people. You also have to make 

sure shareholders are happy, and make sure that you grow 

the company. But the best way to manage your company 

and yield the greatest returns is through getting great lead-

ers running your business and taking care of your people.

Key Takeaways:

 ● Strive first for excellence before seeking growth.

 ● Once you understand your business and have a 

strategy in place, act quickly.

 ● Understand a new market and hire locally.

 ● Companies need to think beyond small to  

become big.

 ● Take good care of your employees and have great 

leaders managing your company.

 ● Be fast, do it right, and do it one at a time.
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Purpose
The Small and Medium-sized Enterprises and Entre-

preneurship Review is focused at owners and operators 

of small and mid-sized enterprises (SME), those working 

in support of SMEs, and those interested in the practice 

of entrepreneurship. The journal has been created by the 

Canadian Council for Small Business and Entrepreneurship 

(CCSBE-CCPME) in partnership with the Centre for Man-

agement Development, Faculty of Business Administration, 

University of Regina to publish articles and information 

directly useful to “practitioners” – those in business and 

interested in business. 

Content
All articles have a practical orientation and are written 

for practitioners. While this is not an academic journal, all 

articles should be theoretically and/or empirically ground-

ed. Content should address areas of interest to practitio-

ners, such as:

 ● Innovation

 ● Start-up

 ● High growth and innovative SME financing

 ● Financing of intellectual property-based enterprises

 ● Internationalization

 ● Succession

 ● Market information

 ● Leadership

 ● Corporate social responsibility

 ● Ethics

 ● Strategic alliances

 ● E-business

 ● Government relations

 ● Human resource practices

The journal publishes articles profiling the experiences 

of other SME managers and entrepreneurs as well as those 

popularizing recent research and theories on SMEs and 

entrepreneurship or providing information on markets and 

best practices.

Submission Guidelines
The following is a summary of the guidelines:

 ● Electronic submission in Microsoft Word Format, 

Time New Roman Font size 12 (.doc or.rtf).

 ● 2000-2500 words (including references and 

notes) written in a normal, non-technical style. 

The intent is to communicate useful useable infor-

mation to entrepreneurs and those that provide 

support and advice to them.

 ● Submissions should include the mailing and e-

mailing addresses and one paragraph summary of 

the article.

 ● SMEE Review is bilingual and accepts English and 

French articles published in the language of their 

submission with a summary in the two languages.

 ● Attractive layout including effective use of head-

ings and graphics (ex. Tables, etc.).

All articles will be reviewed by an editorial board 

composed of academics, practitioners, and service provid-

ers in the area of SMEs and entrepreneurship.

For detailed guidelines and style formats, please 

contact:

Editor

SMEE Review/Revue PMEE

510, Education Building

Centre for Management Development

Faculty of Business Administration

University of Regina

Telephone: +1 (306) 337-3220

Email: smee.review@uregina.ca

AUTHOR GUIDELINES
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Reader Comments: 
............................................................................
We encourage you to send your 
comments about any of the articles 
in this issue of the SMEE Review.

Please send in your comments to SMEE.Review@uregina.ca 
and we’ll publish in our next issue.

Nous vous encourageons à nous faire parvenir 
vos commentaires sur n’importe quel article paru

dans ce numéro de la Revue PMEE

Veuillez envoyer vos commentaires à l’adresse SMEE.Review@uregina.ca 
pour leur publication dans nos prochains numeros.
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The Canadian Council for Small Business & Entrepreneurship (CCSBE) is the only national membership-
based organization in Canada whose goals are to promote and advance the development of small business 
and entrepreneurship through research, education and training, networking and dissemination of scholarly 
& policy-oriented information. 
 
The organization was established in 1979 as the first affiliate of the International Council for Small 
Business (ICSB). Its members include academics, educators, representatives of small business support 
organizations, researchers, government officials, students of entrepreneurship, and policy makers. 
 
The Canadian Council for Small Business’ mandate encompasses the following objectives: 
 

 Facilitating networking among shareholders; 
 Encouraging research in the field; 
 Disseminating knowledge and research findings; and,  
 Furthering the cause of entrepreneurship and small 

business in the educational system. 
 
 
 
 
 
 
CCSBE membership includes the following major benefits: 
 

 Four issues annually of the Journal for Small Business & Entrepreneurship (JSBE) 
 Issues of the Small and Medium-sized Enterprise and Entrepreneur Review (SMEE) 
 Three issues of the CCSBE Electronic Newsletter 
 Participation at the annual conference 
 Eligibility to vote in elections and to run for the Board of Directors 

 
Your association with CCSBE includes an affiliate membership with ICSB, which gives you the following 
additional benefits: 

 
 Use of the ICSB online member database (at www.icsb.org) 
 The ICSB Bulletin 
 Four copies per year of the Journal of Small Business Management (JSBM) 
 Reduced fees at ICSB conferences  
 An electronic newsletter 

 
 

For further information on the CCSBE or to become a member, visit: 

www.ccsbe.org 
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