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Abstract

The concept of workplace inclusion and exclusion can be considered as a clear reflection of
the current state of the company in question from the point of Human Resource Manage-
ment. An inclusive company presents sustainability, high workplace well-being and a work-
ing environment that promotes innovation, whereas exclusion at the workplace can have
direct impacts on high turnover of employees, considerable costs of both time and money,
as well as cases of workplace bullying.

The phenomena were studied based on observations of the researcher of the working life
and familiarizations of HRM- literature. The time of the study was from the Autumn of
2015 to Spring of 2017.

The collection method of the data was based on semi-structured interviews to which 6 re-
spondents from 4 different companies were approached with the aim of discovering how
the phenomena occurred in the Small and Medium sized Finnish-based companies they
worked in. The interviews were designed to ask the interviewees in regards of their experi-
ences of such topics as Human Resource Management, Human Capital Management, Re-
cruitment and Employee development, Corporate culture and Work-place well-being.

According to the study, the companies that had succeeded in creating clear ways for com-
munication and had set clear practices of managing their human capital through recruit-
ment and employee development had better results sustainably: low turnover of employ-
ees leaving the company, as well as lesser cases of workplace-bullying or conflicts due to
misunderstandings. The results are context-dependent, as the companies were all Finnish-
based, as well as dependent on the element of the current situation at the time of the
companies, when the interviews were conducted.
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kedna reflektiona minka tahansa yhtion tilasta henkilostojohtamisen kannalta. Sosiaalisesti
mukaan-ottava tydympariston on huomattu parantavan kestavaa kehitysta, korkean tyohy-
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1 Introduction

1.1 The research motivations

What can make a company more unite than another? What kinds of things can con-
tribute to a working community where all the pieces of the puzzle are being used to
the full potential?

Generally speaking, a goal for any organization is to create an environment with
efficient communication, healthy competition and the people embody the company
principles by improving themselves every day, as well as, are willing to contribute to
improving on the others. How is it possible that even in the same company, between
different teams, there can be drastic differences between group dynamics and
performance? The purpose of this study was to examine the reasons that affect the
groupdynamics and the characteristics that can either contribute or have a negative
impact on the efficiency of a working community. The topic was developed based on
the observations and the experiences of the researcher during studies and job

experience.

Ideally speaking, a team, or a project group can be considered to be socially inclusive,
when it can create a sustainable, creative and innovative environment for everyone.
Whereas, if the group mentality is exclusive and selective, it’s no longer a team that
will create the basis for everyone to put their full effort for the common goal. In an
exclusive environment, cases of workplace bullying, heavy changes to the
organizational structure, misunderstandings & conflicts and people quitting are more
likely to happen, and thus the organization cannot function sustainably on the long-
term.

In order to reach the target of the study and to examine the characteristics of what
might lead to an inclusive or exclusive organization. The emphasis, due to the extent
of the topic, was on the characteristics of an inclusive or exclusive organization and
the methods on how to act in either of the situations, be it either preventive or

reactive actions.



As the subject of the study was decided by the author based on the familiarized
HRM-literature regarding the topic and the observations made in the working life,
therefore the topic was not assigned by any of the companies involved in the study,
but they were approached to take part. HR-professionals, mid-level managers, a CEO
and employees with 2-3 years of working experience all in all were interviewed with
face-to-face semistructured interviews. The attendants were promised full
anonymity since the beginning, due to the discrete nature of the topic, as it could
provide classified information of the example companies, as well as in order to

preserve the privacy of certain individuals.

The study was conducted with 6 representatives of from 4 different Finnish-based
small and medium sized enterprises. The interview was firstly tested on a
representative of health and security of a local business in order to define the length
and the structure of the interview. The results of the test- interview were not
included in the analysis. All the interviews used can be found in the APPENDICES

section at the end of the study.

The people interviewed were Finnish employees from 4 fields different to each
other, however in terms of diversity such factors as age, gender, ethinicity, sexual
orientation and religious or political beliefs were not studied, as the volume of the

matter would have become too large for a bachelor’s thesis.

1.2 The research problem and the research questions

The basis for any academic or business study, be it a bachelor’s thesis or a doctoral
dissertation, is the research problem. The research problem creates the very purpose
of the research to which the follow up are the research questions. Together, these

particles construct the core of the thesis (Kananen, 2008, 11).

The research problem - What factors contribute to an inclusive or exclusive

workplace?



In the following chapters, the methodology chosen for the purpose of conducting a
research on workplace inclusion and exclusion will be defined more thoroughly.
Sources to use when defining and coming up with the research problem can be vari-
ous; from academic journals to scientific publications, as well as pragmatic surround-
ings, such as work experiences, social media or from friends during leisure time
(Eriksson & Kovalainen, 2008, 40). For the research motivations of this study, as
stated above, the researcher developed the topic based on own observations in the

working life as well as on the data familiarized during studies.

The research problem and the questions for this study were defined in order to cover
the topic within the limits of the scope of the research, as well as in accordance to
the data available and what could be collected as the empirical material. “An accu-
rate definition of the research problem is one of the most important stages of the re-
search process. If you cannot define the problem, it is impossible for you to find a so-
lution to it” (Kananen, 2009). Therefore, very high emphasis is put on the problem
and the questions. The study is more likely to give unreliable data and misleading in-

terpretations, if this phase is not well defined.

The research questions

After having defined the research problem itself, the what-question that presents
the ultimate core of the study, the follow-up, are research questions that present the

how, the why and the How much? (Kananen, 2011, 19).

1.How do workplace inclusion and exclusion occur in an organization and how do
they affect the work of the community?
2.How can can inclusive and exclusive characteristics be detected? How can an

organization act on them proactively or reactively?

The design and the structure of the research questions have a great impact on the
out-come of the study, as well as the nature of it. At this stage, the researcher can
decide which elements of the topic he or she is to discover and transmit through the

study. The research questions can follow the logic of common knowledge within the



field of the topic, or what is unknown about it. Or they can examine what kinds of ar-
guments are given in favor or against any developments made by previous research-
ers, or what the researcher has found as surprising results regarding the topic (Eriks-
son& Kovalainen, 2008, 40). In this study the how and how much questions were

kept on a generic and pragmatic level, in order to explore the phenomenon based on

the findings.

2 Methodology

This chapter will follow up on the methods used to support the research problem
and the research questions. The chapter will explain the different ways of conducting
a qualitative research and which type of data collection was chosen to uncover the

topic.

2.1 Research approach and method of Data Collection

The baseline for a scientific research is the nature of the data. There are two types of
researches that fall under this categorization: a qualitative study and a quantitative
study. According to Kananen (2011), the qualitative knowledge consists of words and
sentences, images, voices and movements recorded in various ways. Qualitative
knowledge is detailed, rich and context-based. As the material collected for this
study considering the topic of workplace and exclusion can be categorized according
to the latter, in order to do a proper analysis on the subject, a traditional qualitative
research was chosen as the method. A quantitative approach for the bachelor’s the-
sis would have not covered the topics as thoroughly as needed nor given the right

type of data.

For the researcher, when choosing the research design one needs to bear in mind
that the process very rarely, nearly never follows a linear process. Although, the pro-
cess of a qualitative study follows the pattern (theoretical reading — the methodolog-

ical choices —the empirical data gathering — the writing process, Figure 1.) the nature



of conducting a thorough study is to revisit the topic, adjust the ideas, rephrase the

research questions and so on (Eriksson & Laaksonen, 2008, 37).

All along the process:

Theoretical

- e  Revisit the topic
reading

e Adjust the ideas
e Rephrase the research
questions

The
methodological
choices

The empirical
data gathering

The writing
process

Figure 1. The qualitative research process (adapted from Eriksson & Laaksonen,

2008, 37)

A qualitative study can be applied when the researcher aims to explore either a new
field of study or intends to investigate and theorize the new aspects of the phenome-
non. Many qualitative methods are developed to have an in depth understanding of
the matter by different means related to the context and their interpretation. The
most common means for this are interviews and observation (Jamshed, 2014).
For other methods of qualitative research Eriksson & Kovalainen (2008) name the 10
ways of research below.

e Case study research,

e Ethnographic research,

e Action research,

e Focus group research,

e Narrative research,

e Discourse theoretical research,

e Critical research,
e Feminist research



e Visual research or
e Grounded theory

Because of the given time-frame and the resources, the method of observation was
not chosen as a tool for the study, therefore the study was conducted solely on inter-
views (chapter 3.3.). For the future purposes on the studies of this subject, adding
the element of observations and group interviews would provide other angles to
build from. As stated, in the study all in all 6 people were interviewed on a face-to-
face, semi-structured interview based on the theoretical framework (Chapter 4) of

workplace exclusion and inclusion.

2.2 The Respondent pool

Due to the nature and the aim of the topic, the research was very likely to present
discrete information regarding the participants and could put them in a situation
where they were asked to give out classified company information. Therefore, as

stated above, all of the people who took part were guaranteed 100% anonymity.

When choosing the candidates and briefing them about the topic, they where
directly informed, that the purpose of the interviews was to explore the theories and
compare them to their experiences. The idea was not to find flaws in the companies
and fix them, for example, but to solely use their views for the analysis when

combining their empirical data with the already studied research.

The interviewees came from different fields of business and they all had been
working in the companies different amounts of time. Also, the respondents had
different positions to each other, and therefore deal with different challenges on a
daily basis. Therefore the representative group of people can be described as
relatively scattered. The face-to-face focused interviews were conducted on 6 people

from 4 different companies:

e A CEO with 7 years of experience in the current company
e A HR-Manager 5 years of experience in the current company
e A HR - Manager 8 years of experience in the current company



e an Operations manager 9 years of experience in the current company

e A newly started team lead of customer service, previously 7 years of experience in
the company

e Asales representative 2 years of experience in the company

The companies involved are profiled as example cases, the interviewees as interview-
ees and some of the answers were modified to preserve the identity of the compa-

nies, but still in order to present correctly what they responded.

2.3 Data collection and analysis

The plan for analyzing and interpreting the research materials needs to go hand in
hand with the method choices the researcher and the research design of the study in

general (Eriksson & Kovalainen, 2008, 33).

The data was gathered for the study in order to combine the theoretical framework
with the empirical data. Those people were approached who were most likely to
have experience regarding workplace inclusion exclusion (CEO, HR Manager, health
and security representative e.g.), or who could have been in close contact with the

phenomenon.

For most of the business studies, in order to gain empirical data, the most useful
sources are different organizations, corporations and companies. The more vital ma-
terial for the purpose of the study is indeed the collected data when conducting a
qualitative research versus quantitative (Eriksson & Kovalainen, 2008, 33). Fortu-
nately for the purposes of this study, the people who took part all had experience re-
lated to the topic of workplace inclusion and exclusion, and had been in the working

life long enough to have their views on the matter.

The pool of interviewees consisted of people from 4 different Finnish based small
and medium sized companies and the original interview was tested on a

representative of health and security representative of a local business.
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The interview consisted of open-ended questions that dealt with the topics of the lit-
erature review and the theoretical frame- section. The length of the interview varied

from 25 to 45 minutes, depending on the answers of the respondents.

One of the main points of focus when designing the questions and conducting the ac-
tual interview was to make it on point and explicit to the interviewee, in order to
avoid it being only clear to the interviewer (Kananen 2011).

Another challenge when designing the interview, is the role of the researcher, and
how not to let their own assumptions and experiences affect the final result of the
interviews. In a qualitative study, the researcher has the power and the tools to try
to bend the results of the surveys to match their own hypothesis. This biased way of
affecting the result could’ve proposed a problem.

Lastly, when creating the interviews, the amount needed to be kept it within the
frames of the study purposes and to keep the study compact.

In order to avoid these pitfalls, two drafts of the interviews were made: one to test
the interview on a health and security representative of a local business. The second
draft was then designed based on that for the people, who later on were used for the
final analysis. Therefore the first draft was not the final one, and progressed along-

side with the same pace as the researcher.

Due to the discrete nature of the topic, in addition to the full anonymity provided to
the interviewees, the interview questions needed to be chosen carefully; a high
probability of the interviewees not willing to comment on the difficult matters or dis-
connect themselves due to the discrete questions needed to be avoided. Therefore
the interview questions followed the pattern of Kananen (2011): from general to par-
ticular, the “peeling of the onion”. Thus, the most specific questions, that were de-
signed to summarize the point of the chapter in a nutshell and give the most relevant
answers, came in the end after the generic questions regarding the topic had been
asked. (Figures 2 & 3). The two figures below describe the pealing of the onion from

generic to specific in the Figure 2 (Q1, Q2, Q3 & Specific question).
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Specific
question

Figure 2. The Peeling of the onion

The figure 3 demonstrates as an example of the full interview (Appendices). In this
case the chapter starts off with generic questions regarding work-place well-being
and finishes with the interviewee having to answer the specific question regarding
where the employees get their motivation from. The interview questions and chap-

ters will be explained more thoroughly in the following chapter Implementation.

Workplace well-being

How would you describe an efficient employee?

Do you feel that your employees enjoy their work? How can you detect that, in your opinion?

According to your experience, where do you feel that your employees get their motivation
from?

Figure 3. The example chapter of the interviews

The interview questions originally were designed in English, however, each of them
were conducted in Finnish in the end. As the questions were translated into Finnish
at the interview, some variance in terms of addressing the interviewees exists. Since
there were no strict translations in Finnish, but the terminology were explained more

thoroughly.

According to Kananen (2011) the role of the researcher in qualitative studies is to ob-
serve whether the data saturation point is achieved. Data saturation point is reached
when the data collected in the interviews does not provide new information for the

conclusions.
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All the interviews were conducted as 1-to-1 semi-structured interviews. The re-
searcher took notes during the interviews and all the interviews were recorded for
later transcription and analysis. After the interviews had been conducted, the re-
searcher reviewed and re-listened to the recordings. All the recordings were loosely
transcribed for the content analysis, with the main focus of searching patterns and
similarities in the material, as well as strongly differing insights that would propose a

strictly personal conclusion of the topics discussed.

2.4 Research Implementation

As stated above according to Kananen (2011), a good qualitative interview proceeds
from general to particular. This pattern was followed in the form of the interviews,
all the interviews used can be found in the Appendices-section at the end of the
study.

One of the pinpoints of the interview, as well as the structure, were the questions
designed to gain as relevant information as possible from the interviewee personally.
For this reason, to some of the questions the form was specified with “according to
your experience” in the beginning of the question, to eliminate the possible generali-

zability of the response.

The first draft — The health and security representative (APPENDIX 1) - The struc-

ture of the interview

The beginning started with the Background of the interviewee: their connection to
the company and their amount of experience. Following the Background chapter
came Human Resource Management and Strategy, focusing on the role of HRM in
the company and the direct connection it had to the company strategy.

From HRM, the questions went on to Communication within the company. The re-
spondents were asked in regards to such themes as open communication, communi-

cation and hierarchy and the nature of the communication in the company. The aim
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of this section was to define how according to their experience, what kind of an im-

pact does communication have in the company.

From communication, the questions led to the Role of Management. In this chapter
the interviewees were asked about how they saw their management level as lead-
ers. The focus was on the characteristics, the relationship with the workers and the
roles of the management. In order to get a full view of the theme, the repondents
were asked as well how they saw the management in terms motivating the employ-

ees, and according to their experience, what type of a leader is the most efficient.

After this, the interviewees were asked questions regarding their Workplace Well-
being. This chapter can be considered to be one of the cornerstones of the study.
However due to the width of the subject, the questions had to be narrowed down to
employee efficiency, the sources of joy of the work, how challenging do they find
their job and where they thought people in the organization get their motivation

from.

The second to last part of the interview focused on corporate cultures.

In this part of the interview, the interviewees were asked how they saw the culture
of the company that they worked in, how they saw the group dynamics in the com-
pany, how diversified it is and their take on diversity. The “according to your experi-
ence” question was aimed to examine how the respondents felt that managers can

affect the group dynamics of the company.

The last part of the interview was deliberately designed to cover the specificity of
workplace exclusion and inclusion (also including workplace bullying). The figure 4
below describes the full structure of the interview. According to Kananen (2008), the
formation of a qualitative interview should inquire around the main purpose of the
interview. In this modified figure of Kananen’s formation of the qualitative research
interview, the specific Workplace inclusion and exclusion part was added to the form
of the interview, therefore the former parts of the interview had been designed to
have the interviewees answer the broader questions with the “according to your ex-

perience” — questions towards the end, to get their full insight on the subject.
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Management

Communication

Workplace
Well-being

Workplace
Inclusion and
Exclusion

Figure 4. The formation of the qualitative research interview (Adapted from Kananen

2008)

The Workplace inclusion and exclusion - part of the interview focused on how the
interviewees saw their company for the newcomers, personalities in the organization,
of the unwritten rules of the company and whether there had been cases of work-
place bullying or exclusion in the company. The “according to your experience”-
guestion of this section was the last question of the whole interview, and put the in-
terviewee into a situation where they would have to summarize their thoughts on
one answer. By this time the interviewee had had the whole interview to gather their

thoughts around the topic and to respond directly how they saw the phenomenon.

The second draft, the final version — HRM and Management (Appendix 2)

In the first draft the questions were too general to have been used in the final ver-
sion of the interviews and so they were left out. Questions such as - how do you feel
that your current company handles diversity? - were deleted since they did not align

with the original topic of the study.
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The last part of the interview was heavily modified, when comparing the questions
from the first draft to the second. In the end, the most important questions regard-
ing personalities, unwritten rules, cases of workplace bullying and exclusion at the

workplace were left in the final interview.

Allin all the second version of the interviews was shortened drastically.

The first test interview took 45 min to conduct, without having the chance to ask the
last questions fully. The ideal length was 25 min. In the first draft of the interview
there were all in all 44 questions that needed to be reduced to 30 (Appendices 5 &
6). In order to get more relevant answers from the interviewees, more “according to
your experience”- questions were added and some of the too generic and less con-

textual questions were eliminated.

2.5 Plan for research quality and ethics

Given the discrete nature of the topic of this study, the ethical aspect of the research

needs to be clarified.

In order to secure the neutrality of the purposes of the study, the interviewees and
the companies involved are referred as example companies of digits A,B,C and D, as
well as the interviewees with the combination of a letter and a number. Also some of
the responses in the Results- section were modified in order to preserve the
identities, as the interviews presented discrete information on some of the

companies.

“In a qualitative study, the researcher does not have the authority to take part in
producing the material, but it is the responsibility of the respondent. The role of the
researcher is to analyze and interpret the material in the later stages. The researcher
must not mix their own ideologies or beliefs to the topic, but their role is to aim to
understand the own point of views of the interviewees” (Virtual Statistics of Finland-
website, accessed in April of 2016). The researcher conducted the interviews in

accordance to the best of his abilities to provide as authentic interpretations as
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possible of the interviews and analyzed them by reflecting them on the collected

theory.

3 Theoretical framework

“There’s no theory without empirical world. Theory is a simplified description of the
empirical world and it helps us understand the phenomena, factors that affect it, and

the relationship between them” (Kananen, 2011, 28).

The purpose of this chapter is to review the theoretical data collected before

entering the empirical part of the thesis: the data analysis of the interviews.

3.1 Human Resource management & Human Capital Management

Human Resource Management as a field of study can be considered to be quite re-
cent and having gained more and more attention during the past decades. Organiza-
tions have had to keep up with the progress; today companies are more flexible and
demanding than compared to 30 years ago. People are no longer expected to stay in
the same companies to move up the corporate ladder as the previous generations.
Due to this, investing on the individuality of the employees demanded change and

can be seen in the business world today (Laakso- Manninen, 2007, 8).

Solely put, Human Resource Management is the Management of People. The biggest
asset and the most differentiating factor that a company possesses are indeed, the
people. For the purpose of this, the role of HRM is to fully harness The Human Capi-
tal, which then means that each company has a diverse group of different assets. Ac-
cording to the assumption an employee’s skillset can be improved on by investing in
them, since not all labor force is equal (Investopedia, accessed March 2016), thus the

Human Capital Management, HCM.

Building on Human Resource Management from solely strategical side in the case of
workplace inclusion and exclusion, the importance of the role of managing the hu-
man capital represents the preventive work and the reactiveness of the organiza-

tions. For the benefit of an organization, the work in terms of recruiting, employee
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development and personnel development, organizations that put more effort for the
good of their employees will gain more out of the workforce. Simply put, according
to Huselid et al (1995) organizations that can effectively influence the behavior of
their employees through human resource management systems will be able to in-

crease their performance and viability (Mansour 2011, 3-4).

Closely connected with workplace well-being and the corporate cultures (to be ex-
plained more thoroughly in the following chapters), the aim of the strategic aspect of
HRM is to align the actions taken by the management for the benefit of the work-
force. A clear line can be drawn between the linkage of satisfied and motivated peo-
ple and the people that are less likely to leave the company. According to Delery &
Shaw (2001, 174), the danger in neglecting the importance of the alignment of the

strategy and the HRM can be disregarded and taken for granted.

Ulrich divides the roles of Strategic Human Resource Management into 4 different

categories:
1. Strategic partner role
2. Change agentrole
3. Employee champion role
4. Administrative role (Ulrich 2007,48-49)

For the purposes of workplace exclusion and inclusion the role of a strategic partner
stresses the most the importance of the workforce; the aim of the role is to align the
company culture directly with the actions taken by the management to benefit the
organization on the long-term sustainably. From the HRM and HCM point of view a
“successful”, or a positive example of an inclusive organization can be considered to
be the one that contributes to the performance of the entire workforce and im-
proves on their constant learning by creating an environment of sustainability.
Whereas, in an exclusive environment, cases of workplace bullying, burnouts, missed

deadlines and overall lowered results represent the other end of the line.
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3.2 Workplace Exclusion and Inclusion

The key theme to this study is to explore the phenomena that are workplace inclu-
sion and exclusion. From the point of view of the research the aim is to discover the
sustainable aspect of inclusion and how to harness it, as well as the long-term issues
that exclusion to an organization is to create, and how to avoid it. Therefore the

long-term thinking and the sustainability of the phenomena are to be described.

The power of Inclusion

According to Hyter & Turnock in order for an individual to succeed, they must have
the opportunity for an observable, and repeatable process of development, success
is not an innate ability. Through inclusion, a company can provide all employees with
the same opportunities that in bigger organizations could be reserved only for a se-
lected few, and thus maximize the potential and the productivity. (Hyter & Turnock,

20009, 4).

Building on on the long-term thinking of inclusion, Judith Katz & Fred Miller, two con-
sultants from the field of diversity management define inclusion as the sense of be-
longing, feeling respected, valued and seen for who they are as individuals. Inclusion
creates a level of supportive energy and commitment from the community in order

to gain the full benefit (Hanamura, 2009, 1).

A clear metaphor in order to define inclusion, created by Hanamura (2011), is to pic-
ture an organization working as a choir: all the collaborative relationships in the
working community, be it accounting, engineering, HR, administration, global office
workers, upper management etc. work together for a common goal. Hanamura
(2011) adds that the determining factor of whether a group will, or will not be inclu-

sive is dependent on 4 factors:

Each person is competent in their position
The leader has made clear expectations clear of each participant
Everyone is aware of the shared goal

P wnN e

There is an appreciation of an expanding market place
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An environment of Exclusion

It has been proven in the previous researches, that people at work, as us individuals,
have a natural tendency of needing belongingness within a group and that there is a
minimum of needed relationships that contribute to the work and the well-being of
an individual (Hitlan, Cliffton & Desoto0,2006, 220). From the perspective of long-
term thinking and sustainability, an exclusive environment can have an enormous im-
pact on the development of an individual. Hitlan, Cliffton & Desoto, from the Univer-
isity of lowa (2006, 217) define Ostracism, or Exclusion, at the workplace as the rejec-
tion, or ignoring of an individual (or a group) by another individual or a group, that
hinders one’s ability to establish or maintain positive interpersonal relationships,

work-related success, or favorable reputation within one’s place of work.

Exclusionary behavior may occur in many forms at the workplace. According to Leary
(2001), an individual or a group that have been given the ”silent treatment”, unre-
quited love, being shunned, ignored and rejected, are considered to having been ex-
cluded. All cases of workplace exclusion are to be treated with severity, as the impact
of workplace exclusion, or workplace bullying can lead to juridical actions at worst
(next chapter, workplace bullying). As far as ostracism, or exclusion as the phenome-
non could be studied, according to previous studies the impact on an individual can
be a matter of life and death, however in this study the definition of Exclusion fol-
lows the form of Williams (2001) and thus to be kept at rejection or bullying of an in-

dividual (Hitlan, Cliffton & Desoto,2006, 217).

Workplace Bullying

Due to the severity and the wide extent of the topic of exclusion, the aspect of work-
place bullying needs to be established and the scope of the negative effects it may
have to an individual or the community. According to a Finnish study by Kess &
Kahkonen (2009, 28) Workplace bullying are such cases of inappropriate behavior

that are continuous and have the purpose of bullying an individual. These acts are
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deliberate and an individual has the feeling of being bullied at work. According to this

definitions, misunderstandings and conflicts related to them are not considered bul-

lying.

Also in the past researches Workplace bullying has been conceptualized as exclusion-
ary behavior, as well as retaliatory behavior and ethnic harassment (Hitlan, Cliffton &
Desoto, 2006, 218), for the purposes of this study ethnicity was not one of the fac-

tors studied.

Past researches have shown that the impact of psychological impacts of workplace
exclusion or bullying are related to increased social anxiety, depression, loneliness,
anger, hurt feelings and lower psychological health. For the purposes of this study
the specificity of the negative psychological impacts is not the aim, but one of the

means of describing the depth of the phenomenon.

Building on this, even if the study is not to focus on the psychological impact, the fol-
lowing chart by Dyck (2009) on costs of losing an employee due to mental disabilities,
can be applied as the costs of workplace bullying to demonstrate the costs from the

point of view of the organization (Harder, Wagner, and Rash, 2016,42):

] Paid sick leave, weekly indemnity and short term disability costs
] Salary for replacement workers

. Healthcare benefits

] Extended supplementary healthcare benefits

] Rising provincial worker’s compensation board rates

] Long-term disability insurance premium rates and costs
. Supervisory time to reschedule work

] Supervisory time to work with the disabled employee

J Disability claim and case management time and costs

o Recruitment and case management time and costs

J Lowered employee morale

] Lowered productivity

J Lost business opportunities
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Workplace exclusion and Inclusion — The responsibilities of the Management

The reason why leadership and the role of management needed to be separated
from the previously described Human Resource Management and Human Capital
Management is due to the responsibilities of the leader of the organization, be it a

small or medium sized enterprise, a corporation or a NGO for example.

According to the Finnish legislation the non-discrimination act (Yhdenvertaisuuslaki),
article 1325/2014, that every individual in the organization has the right not to be
discriminated, or in this case, bullied or excluded, as well as every individual the re-
sponsibility to obey to the terms set in the health-and-security legislation. It is the re-
sponsibility of the management to provide the community these rights (Yhden-

vertaisuuslaki 1325/2014. 7§, 8§ &148§)

As a preventive action, it is in the responsibility of the management to provide the
means of dealing with cases of workplace exclusion or bullying. The Finnish Centre
for Occupational Safety (Tyoturvallisuuskeskus) suggest for every organization to
have set and clear rules at the workplace on how to act in regards to possible work-
place exclusion or bullying. Obeying these rules is mandatory to every person in the
workplace, and there needs to be a penalty in case of a breach of these rules (The

Centre for Occupational Safety-website, accessed on May 2016).

It has been widely proven that by securing open communication between the man-
agement and the employees, the likelihood of cases as workplace exclusion or bully-
ing from occurring will decrease. According to Reinboth (2006, 26) a dialogic type of
a leader is more prone to preventing exclusion and bullying due to well-established
ways of communicating. It is in the responsibility of the leader to be able to bring dif-

ficult topics forward in order to work on them as a community.

3.3 Recruiting and Employee development

Two of the cornerstones of the strategy of each HRM strategy should be recruiting
and personnel development; the aim to hire people that embody the values, the
principles as well as naturally the skills that would also benefit the company and the

worker on a longer term. Referring to the previous chapter of costs of losing an em-
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ployee due to mental disabilities (Dyck, 2009, chapter 4.2. Workplace Bullying) alt-
hough not directly connected to workplace inclusion and exclusion, the scope of ne-

glecting recruitment or employee development is enormous and resource consum-

ing.
Recruitment and Selection

Recruiting as a process has to have a steady and clearly defined plan for the people;
the applicants, the probation, the possibilities to evolve and how well can the com-
pany attract the right people into the right positions. According to Bach (2009, 116 )
recruitment and selection involves making predictions about future behavior of the
applicants, a “jigsaw puzzle”: putting the correct pieces (the recruited person) in the

right places and to distinguish the wrong pieces.

Building on the costs mentioned earlier (salary for replacement workers, supervisory
time to reschedule work, recruitment and case management time & costs lost busi-
ness opportunities, Dyck 2009), the impact of hiring a wrong individual is a drain of
resources. Therefore, for a company, a clear vision and plan in recruiting both in the

sense of long-term profit as well as on the negative side can avoid certain pitfalls.

From the perspective of workplace exclusion and inclusion, the process of recruiting
represents the company effort for the proactive avoidance of exclusion to look for
the ideal people who can fit into the company culture, as well as the reactive actions
in the sense of using the best potential of the workers they have and to provide them

the best possible environment for their work and creativity.

Employee development

As mentioned above, HRM, as the management of people and full empowerment of

the human and social capital does not end at the moment the new person is hired
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and started to work. In order to gain and keep the competitive advantage, compa-
nies and the management are to create value for the employees by investing in

them; by providing regular appraisal discussions, trainings and success plans.

On the behalf of the organization, the duty to provide employee training programs
benefit both the employers and the employees in the long-term. For the employees
the benefit of having trainings benefit them on their career competencies, employee
satisfaction, and individual employee performance. For the employers on the organi-
zational level the importance of the trainings can be measured on the risen market
growth, overall organizational performance and employee retention; keeping the tal-

ent within the company (Khawaja, &Bashir, 2013).

The fundamental goals of employee development are in order to deliver the mission
of the company and to learn the culture of the organization. It has been proven that
the (Khawaja, &Bashir, 2013) .From the point of view of workplace inclusion and ex-

clusion the role of personnel development demonstrates the relationship and the at-

titude of the company towards their staff.

In this study the companies interviewed were asked regarding the sources of motiva-
tion people get from their work, and whether they find it challenging e.g. the pur-
pose of these questions were to discover the sustainability and the environment for

professional growth of individuals that the companies provide.

4.2. Corporate Culture

The way we do things around here

Deal and Kennedy (1982)

As it is the simplest way described. An organizational culture is the sum and the
description of company values, daily operations, company principles and the way of
addressing one another put together. Corporate cultures, as cultures in different
countries, also differ because of the way they have formed. Each organizational
culture has their own symbols, rituals, heroes and values. According to his theory
symbols, heroes and rituals can be constituted under the practices of the

organization, because they are visible. In the core are the values of the company, “in
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the sense of broad, nonspecific feelings of good and evil, beautiful and the ugly,
normal and abnormal, rational and irrational”. This share perception that has been
developed and constantly modified by the history of the company, the field and the
people(Hofstede, Neujien, Ohayv & Sanders, 1990, 291-292). For the purposes of
workplace inclusion and exclusion, the core values of the company are examined
with the concept of unwritten rules in order to distinguish the phenomenon in a

clearer sense with the interviews.
Values
Rituals

Heroes

Practices ‘ Symbols

Figure 5, Manifestations of culture: from shallow to deep(Hofstede,1990)

From the point of view of workplace inclusion and exclusion, the concept of
corporate culture has one of the most direct and important impacts on the group
dynamics; the most preventive work, as well as reactive actions in order to improve
the organization mentality have to do with the culture of the workplace. The
management has the biggest role in this, by providing the surroundings and the
means for an atmosphere according to their own vision. But the company still
consists of every individual, where each person can make an impact both in a

positive as well in a negative way.
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4.3. Workplace Well-being

As stated above in the chapter of HRM, the main purpose of the management of
people is the full usage of Human capital: to provide the employees the best possible
surroundings for them to grow both professionally and for the most part, personally.
Why the concept of workplace well-being is vital and connected to workplace exclu-
sion and inclusion, is because it aims to explore the phenomenon through topics as
group dynamics and communication within an organization, and how they affect the
organization. The sole aim of exploring the workplace well-being of the workforce
can give a straightforward answer on how well all the resources of the company are
being used. The past researches by Greenglass, Fiksenbaum, & Burke, 1996 have
proven the connection between how an employee is accepted by their peers and
their overall psychosocial well-being. An individual has a natural need to be accepted

by others and to be included in the group (Hitlan, Cliffton & Desoto. 2006, 220).

By the means of exploring the level of job-satisfaction, cases such as workplace bully-
ing can be sought beforehand as preventive actions. In this study, the job level of job-
satisfaction was not measured by using the more common method of yes/no ques-
tionnaires or a scale from 1 to 5. The questions explored job-satisfaction through a

description of efficiency, motivation and the opportunities of sustainable growth.
Motivation

As in the field of HRM and well-being, the Maslow’s hierarchy of needs (1943, 1954)
can be considered to be a classic to describe the aim of the full empowerment of the
organization. The figure below demonstrates in the form of a pyramid the Maslow

hierarchy according to MclLeod, S. A. (2014).
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Self actGalization

Realizin personal
potential, Self
fulfillment, seeking
personal growth and
peak experiences

Esteem needs

Self - esteem, achievement,
mastery, independence,
status,dominance, prestige,
managerial responsibility

Love and Belongingness

Friendship,Intimacy, Affection and Love - From
work group, family, friends, romantic
relationships

Safety

Protection from elements, Security, Order, Law, Stability,
Freedom from Fear

Biological and Physiological needs
Air, Food, Drink, Shelter, Warmth, Sex, Sleep

Figure 6. Maslow’s Hierarchy of Needs according to McLeod, S. A. (2014).

According to the theory motivation consist of layers of needs, all of which need to be
filled in order to reach the next step. The first and the second layer consist of very
basic needs that each individual in the developed society should possess Biological &
Physiological needs and Safety. The third layer Consists of Love & Belongingness,
meaning friendship and intimacy — from the work group as well as personal life. The
fourth layer implies for Esteem needs, and is considered to represent the need for
achievement and dominance an individual gains through work. The highest level of
well-being and motivation is self-actualization. One can describe self-actualization as
a state of possessing a full view of themselves; the possession of full confidence in
one’s abilities, whilst being fully aware of one’s weaknesses and how to work on

those, either with the help of others or through work.

By reflecting on this theory, an inclusive organization could be described with the
stages up from the ladder 3. The inclusive organizations have succeeded in providing
the most sustainable surroundings for their workers’ motivation, whereas the exclu-
sive examples might struggle with reaching the 3rd step, and have failed in creating

the favorable environment.
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Also from the organizational perspective, the highest level of the pyramid encour-
ages such qualities on the people involved as problem-solving, taking risks and inno-
vation. For an organization to create such an environment of healthy competition,

the competitive edge of their human capital is enormous.

Diversity

Following in the footsteps of ongoing progression in the workplace are the rapidly
changing workforce from different backgrounds. When comparing the status of Finn-
ish-based SME- companies 30 years ago to today, for example, the dispersion of the
employees in the sense of how homogenous workforce in the enterprises is com-
pared to as it was before, is enormous. The concept of diversity is widely connected
with inclusion, and a number of studies regarding the role of group dynamics, ethnic
backgrounds and the role of management have been made. In today’s world diver-
sity management is more crucial than ever. For the purposes of this study, however,
the role of diversity is to measure the impact on a “smaller” scale, leaving out the fo-
cus on gender, ethnicity and age - differences in specific, but to have a wider picture
of all of them according to the specific cases. What this means in practice is that the
interviews were not designed to ask the interviewees whether they had more fe-
males or males in the organization, or whether they were Muslims or Hindus, for ex-
ample. Therefore the aim was to see how the professionals of their field of HRM and
the people who had the needed working experience saw diversity in their organiza-

tions.

From the managerial point of view the attitude of hiring diverse workforce can have
a direct impact on the motivation of the employees. According to empirical data of
Bill Donius (2011), the former CEO of Pulask-Bank, for employees the impact of no-
tion that the organization works in a progressive manner that demonstrates equality
by hiring people of different backgrounds, sexual orientation, gender identities re-
flects in a way that the organization truly values individuality. An organization like
this is more likely to benefit from the diversified employees, with more views and dif-
ferent solutions that further outside-of-the-box thinking and embraces the differ-

ences.
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According to Prasad (1997,8) “Embedded within the philosophy of managing diver-
sity is the notion that traditional mono-cultural organizations cannot function effec-
tively in the context of today’s and tomorrow’s workforce. Thus the main focus of

III

managing diversity is cultural”. What needs to be stressed is the last sentence, that in
the end most of the possible conflicts or misunderstandings occur because of cultural
differences. For the purposes of this study, cultural differences are examined from

the same angle as gender and age, for example, and not specifically by the expansion

of cross-cultural matters.

5. Results

As presented above, all in all 6 people from 4 different companies took part in the
study on workplace inclusion and exclusion with a semi structured face-to-face inter-

view.

All the interviews were recorded in the spring of 2016 and all the companies involved
are from different fields to each other, however still from the sector of providing ser-
vices. The researcher took notes during the interviews, all interviews were recorded
and loosely transcribed for the analysis after the interviews. The transcriptions are
available at the author at request upon agreement for quality control purposes for

the research.

All the interviewees of the thesis are referred to as according to their profession and
the combination of the digits of a letter and a number (A1, B1, B2, C1, D1 and D2),

whereas the companies are referred to as example companies A, B, C & D.

e Interviewee Al, Office Manager & the Vice CEO, company A

e Interviewees B1, Sales representative of B2B Sales and technical consulting & B2,
Team leader of customer service, Company B

o Interviewee C1, CEO & Operative manager, Company C

e Interviewees D1 HR Director & D2 Team-lead and Operations Manager

Does HRM affect the company strategy on the long-term, and does it contribute to
sustainability within the company?
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All the respondents emphasized the crucial role of HRM and the company strategy
on the longer term. Company A & B highlighted the importance of the company val-
ues and principles, and C & D answered that due to the many years of operating that
a steady HRM plan has to be clear as well as up-to-date.

Which one would you say that comes first in your company? The people or the re-
sult?

The interviewee C1 was not asked this question due to the generalizability of it. All
the interviewees asked had similar views that the company could not exist without
one. However D2, the Operative Manager, stressed the importance of the profit,

whereas Al the HR manager stated that money is not the ultimate goal e.g.
Would you consider your company an open community?

To this question there was a notable variety in terms of the results: According to A1,
B1 and B2, their organizations can be considered to be extremely flat in terms of hi-
erarchy, with very open channels of communication, a lot of outside the office activi-
ties and with set meetings on a regular basis.

C1, however, the CEO answered that the communication level is not at the level she
had hoped in the organization she is currently working in. According to her there had
been issues, because of it, and therefore new channels for open communication had
had to be established, as well as she personally had to sit down with everyone from
the organization to get to the root causes of them. The two interviewees from the
company D, had different opinions. D1, the HR director, saw open communication as
a goal that demands constant work and not as automatic. She also emphasized the
importance of knowledge sharing in terms of timing, and with who to share the most
discrete company information. She does not believe that anyone can benefit from
complete clarity in terms of knowledge sharing. D2, the Operational Manager, saw
the community open in terms of communication, however not yet at the level as it
should be, due to vast growth.

According to your experience, do different roles of the company affect the commu-
nication?
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All of the interviewees had different responses regarding whether the roles in the
company could affect the communication. According to the interviewee Al, the HR
manager different methods of communicating can affect it (e-mails, phone calls,
face-to-face meetings etc.), B1, the sales representative, did not see roles as a factor,
whereas B2, the team-lead felt that there is a knowledge gap due to different tasks in
the company. C1, the CEO, responded that due to the vast and rapid organizational
changes the role clarity is still extremely uncertain in her current company. The inter-
viewees of the company D replied that some positions have an upper hand in terms
of communication (D1, the HR Director) and that the nature of the data can affect
the quality of the information flow (D2, the Operative Manager).

How do you feel that your workforce that your workforce is motivated in the com-
pany?

According to the responses to this question all the respondents had a different view
on how the motivation appears. B1 & B2 answered that they have a lot of activities
outside the organization. Al and D1 replied that the company turnover in terms of
new people is low. D1 & D2 felt that the job satisfaction in the company D is at a
good level. As a threat D2 saw the rapid growth of the company, and due to that the
workforce would lose the sight of the bigger picture. C1 saw the company as very
unite group, however with some "clicks" between the management and the employ-
ees.

How would you describe the relationship between the management and the em-
ployees?

On this questions the respondents felt that the biggest differentiating factor is in-
deed the knowledge gap between the management and the employees. Due to the
different nature of a manager compared to an employee is how to see the bigger pic-
ture of the company. C1 responded that there is a clear lack of trust in the organiza-

tion.

How can the management affect the group dynamics of the company?
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All the respondents felt that the management has an enormous role when it comes
to group dynamics. All the respondents pointed out the responsibility and the oppor-
tunity to create an atmosphere for learning and improvement. Also the importance

of the attitude of the management was highlighted by each.

How would you describe an efficient employee?

All the respondents saw an efficient worker as a person with the proper energy and
the thirst to develop themselves. B2, the sales rep, emphasized the role of the organ-
ization in motivating the workforce, whereas the rest highlighted the importance of
being self-active and self-demanding.

Do you feel that your employees enjoy their work? How can you detect that, in
your opinion?

Each of the respondents felt that the people in their organizations enjoyed their
work, because of the good result (profit, positive feedback, sales, etc.) of the com-
pany, the chance to improve on oneself on a daily basis and that the people in their
current positions get to be proud of their work.

According to your experience,where do you feel that your employees get their mo-
tivation from?

On this question the respondents from the companies A,B and D stated that the mo-
tivation comes from challenging oneself, the co-workers, the leadership, the chance
to see the result of one's work, as well as the feeling of being proud of one's work
and the bigger image. C1 responded, due to the field of their business, the seasonal
changes as most of their sales take place during spring time.

Do you see the workforce as diversified or homogenous? How do you think that af-
fects the group dynamics?

All the respondents saw the workforce in their current organization as diversified,
however each on a very different level company-wise. The only company with the

most diversity in terms of volume and nationalities was the company D. As for the
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rest, the biggest differences in the workforce were in terms of education, back-
ground, working methods and therefore tasks and expectations. In terms of gender,
the company C attracts more female workers to the field as opposed to males, how-
ever all the interviewees responded that diversity in the workplace is usual with the
chance to learn from the different ways of working. D2, the long-time HR director
added that diversity is a richness that when adjusted properly.

Are there strong personalities in the company? How do you think they affect the
group dynamics?

On a general level all the respondents felt that they have indeed strong personalities
in their communities that have an impact both in a positive as in the negative way.
Al, the HR director, and C1, the CEO, responded that due to the nature of the field
that they are working in, it attracts certain kinds of individuals that can create diffi-
culties at the workplace. They both emphasized the importance of the role of the
management, especially conflict management and when resolving any issues. D2, the
operative Manager added that strong personalities have the courage to challenge ex-
isting patterns and therefore can push the company forward. B1 & B2 emphasized

the role of teamwork in terms of having different personalities onboard.

Are there "unwritten rules" in the company? According to your experience do you

see them affecting the culture?

All the respondents felt that each organization naturally evolves unwritten rules.
How the responses differed to each other were in terms of how the unwritten rules
affect the newcomers, be it of any level of entry, and how easy are they to adapt to.
According to B2, the Team-lead, the unwritten rules are always based on company
values and principles, however there are always rules "below the surface" that have
to be learned. D2, the Operational Manager, described it as a part of a responsibility
of the newcomers to proactively discover. D1, the HR director and C1, the CEO both
said that the longer the company has roots, the more unwritten rules there are and

the more difficult it is to transmit them.

Have there been any cases of workplace bullying or possible exclusion?
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To this difficult and very direct question could clearly be seen the difference in the
job descriptions of the interviewees. Al, the HR manager had not encountered direct
cases of workplace bullying, but cases of misunderstandings that needed to be
solved. B1, the Team Lead had come across cases in the organization, whereas B2,
the sales rep, had not. C1, the CEOQ, admitted there having been direct incidents of
workplace bullying. She stresses that it is always a very serious matter with possibly
long consequences. D1, the HR director also admitted there having been such cases
in her organization, that demanded her to create the means of solving them. D2, the
operational manager had no knowledge of such cases.

Are there any company guidelines or lines of action that will be done in these kinds
of cases?

None of the case companies had set guidelines of procedures implemented before
cases had emerged. However as they had, it was on the responsibility of the HR-
personnel or the management to create these actions needed, mostly with direct
conversation and as well with the presence of a third party in case needed. Therefore
each of the respondents demonstrated that they are aware of the severity of such is-
sues.

According to your experience: what kinds of issues contribute to a socially inclusive
company, and what to an exclusive one?

To the last question the respondents all provided very different responses compared
to each other, but still in accordance to the answers they had provided previously in
the interview. According to A1, the role clarity in the company helps to diminish the
possible knowledge gaps and contribute the overall equality in the company. B1 the
Sales rep, highlighted the role of management and the mentality of the recognition
that work is only a one part of life, B2, the Team-lead also emphasized the role of
management and the clarity of the communication. C1 answered that the emotional
connection to the work has to be there, therefore the right people need to be re-
cruited.

D1, the HR director as well as continued with the importance of the management,
she also added the element of the economic situation and the struggles on the long-

term as affective to the group dynamics. D2, the operational Manager concluded his
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interview by acknowledging the role of trust, and that it can either make the team

very cohesive, or completely unsustainable.

6. Conclusions and Discussion

6.1. Conclusions

Based on both the data collected during the literature review that consisted the the-
oretical framework to this study, as well as the interviews the final part of the analy-
sis are the conclusions. Before heading to the last chapter, on what was discovered
after the transcription and the data analysis it needs to be noted that the aim of the
research was not to look for flaws in any of the organizations, or to analyze them as
one being more inclusive than the other. The goal was to discover the phenomena
around the concepts of workplace inclusion and exclusion. This conclusions chapter

is will respond to the research problem and the research questions.

How do workplace inclusion and exclusion occur in an organization and how do

they affect the work of the community?

According to the responses based on the 6 interviews of professionals from different
positions, the ways for an organization to manage the characteristics that can lead
up to an inclusive or an exclusive environment can differ greatly. Regarding the first
research question, how do workplace inclusion and exclusion occur in an organiza-
tion and how do they affect the work of the community? The respondents gave mul-
tiple insights that, admittedly, also have to do with their point-of-view as well as the

current situation in the company at the time of the interviews.

Many of the interview questions focused on open communication, the information
flow and the knowledge sharing within the companies. The companies that had suc-
ceeded in creating “a flat organization in terms of hierarchy, with very open channels
of communication” and that organized “a lot of activities outside the office walls” had

lesser cases of workplace bullying, or clicks between the organizational levels, as the
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companies A and B had, based on the interviews. By reflecting these results on the
theory, the indication refers to high motivation and strong group-dynamics (Figure 6

Maslow’s Hierarchy of Needs).

In the case of the company C, there had been complications due to the non-efficient
communication and information flow that then demanded drastic changes to the or-
ganizational charts. Given that for the company C, for the newly outsourced CEO, C1,
to come to an organization with 30 years of experience to make these changes, is
highly dependent also on the current situation at the time of the interviews. There-
fore for an organization to function in a manner for it to become inclusive, the meth-
ods for communication need to be well-established. As D1, the HR Director summa-
rized it “Open communication is a goal to reach and it demands a lot of work. It is not

an automatic characteristic”.

Another crucial point connected to communication flow were the pitfalls on how an
organization is to cope with knowledge gaps in the workplace, and their affect. B1,
the Team Lead stated that the cases of their workplace exclusion had occurred due
to ignorance of the tasks of the other departments. C1 stated that there is a definite
lack of trust in the company due to knowledge gaps, as well as there had been more
cases of workplace bullying and inclusion. In the company D, due to the vast
changes to the company and the higher volume both the respondents felt that there
is a definite knowledge gap between departments. However the HR Director, D1, re-
sponded that according to her the importance in dealing with knowledge sharing is
timing, not all the information can be shared with everyone, in according to her “No

one in the organization would benefit from pure clarity”.

Highly linked with motivating the workforce and the corporate culture is the engage-
ment of the people involved. Both B2, the Team-lead and D2, the Operative Manager
emphasized the importance of engaging the workforce by letting them see the big
picture of the company, and that they could see the effect of their own work and be

proud of it.

According to Maslow’s Pyramid of needs, (Figure 6), the highest level of motivation
occurs when an individual has fulfilled the lower steps of the pyramid. According to

the cases of lack of trust, workplace bullying and the complete reconstructing of the
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organizations, it can be concluded that the motivation in terms of the ladder had not
been fulfilled, and the organizations have not been able to fully utilize their work-
force. However, in the case of the company D, they had managed before the inter-
view to increase the company from 50 to 300 that is a clear indication of improved

results.

How can inclusive and exclusive characteristics be detected? How can an organiza-

tion act on them proactively or reactively?

As based on the interviews, detecting how to get the full view of an organization in
terms of the group dynamics of the workforce and whether the atmosphere is inclu-
sive and therefore inviting towards newcomers will either happen with precautious
methods, that are in the responsibility of the management as well as the HR- depart-

ment, or through reactive methods, when the situation has already occurred.

On detecting the characteristics, according to the respondents a clear sign of an in-
clusive environment is the good financial result; low turnover of the workforce,
quick learning of tasks and improving on oneself after the orientation. In the case
of the company A, there had been very few changes to the workforce in the past
years. As for detecting an exclusive environment, the warning signs according to the
responses of the interviewees were the involved knowledge gaps, drastic changes to
organizational structures, clicks between the different layers of the organization

and cases of workplace bullying and exclusion.

On the cautions both in the proactive and reactive manner based on the responses,
the role of the management as well as the HR-management is enormous. Based on
the results, a clear HRM plan has to be set up within the company. This includes the
role clarity and expectations in terms of recruitment, employee placement, team
dynamics and employee development. Based on both the literature review as well
as the responses the role of recruiting and group dynamics can contribute to both
the exquisite results and sustainability, as well as conflicts at the workplace and ex-

pensive changes to the organization.
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In order to setting the right example, both the management and the HR need to base
the company strategy aligned with the principles and the values of the company, as
they may present as well the danger of the occurrence of the unwritten rules that
are difficult to transmit then further on. However, as stated above, the creation of
the unwritten rules is inevitable, however preparing them for the newcomers as well
as writing them down as they occur help on soothing the process. Also based on the
results, it can be stated that the longer roots the company has, the more unwritten

rules there are.

As it has been stated above, the study showed the crucial importance of the role of
communication and knowledge-sharing. The biggest issues according to the re-
spondents occurred due to knowledge gaps and the lack of trust. In order to turn the
situation around it demands actions from the whole organization. And, as in these

cases, from the top.

A great example of an exclusive environment and the reactive measures on how to
work on the situation is the company C, and the CEO C1: having known and seen the
past complications due to unclear role division, lack of communication and trust, she
and the management restructured the form of the company entirely, by creating
new positions, creating clear job descriptions as well as having 1-2-1 meetings with
each of the employees in the company. At this stage it cannot be measured how the
procedures worked. However, this covered all the aspects the respondents high-
lighted as important in terms of creating group dynamics: the serious attitude of the
management, leading by example and establishing the means for open communica-
tion that help to “diminish the possible pitfalls and contribute to the overall equality

in the company” as Al, the HR Manager stated it.

As for motivation. The interviewees of the companies A, B and D stated that motiva-
tion of their workers comes “from within, the leadership, the co-workers and the
feeling of being proud of one’s work by seeing the big picture”. These factors reflect
on HRM in terms of recruiting and employee development, the company culture (Fig-
ure 5, Manifestations of culture: from shallow to deep Hofstede,1990) in terms of
the people orientation and the overall workplace well-being of how an individual
feels the accomplishments within the company (Figure 6, Maslow’s Hierarchy of

Needs).
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In terms of diversity. The companies who, according to the interviews, had estab-
lished the gateways for sustainability, were able to harness the diversities. The re-
spondents were asked about how diverse they saw the community as well as on the
personalities in the company, based on the results, for those who had clear gate-
ways of communication, working group dynamics and set HRM-procedures, were
able to use the “full human capital” non-dependent on the person or their character-

istics.

One notable preventive action was missing from all of the companies based on the
interviews: none of the companies had established set actions in regards on how to
proceed in cases of workplace bullying. As stated on the chapter 3.2. Workplace bul-
lying, considering the costs of losing an employee (2009), it was a surprising result
that none of the example companies had not established means of proceeding with

cases of workplace bullying.

What factors contribute to an inclusive or exclusive workplace?

Therefore, to respond the research problem of the study the main factors that con-
tribute to an inclusive or an exclusive working environment have to have a set and
clear HRM plan in place: the recruitment, the job descriptions, the job role clarifica-
tion and the employee development. The values and the principles of the company
have to be clear and aligned with the strategy. The company culture is born through
the values and the principles. They also create unwritten rules as the company pro-
gresses that can be difficult for the newcomers to comprehend and thus demand

more work in the orientation of the newcomers.

According to this study, to an inclusive environment contribute the in the case of
Finnish-based small and medium-sized enterprises best an organization with no no-
ticeable walls of hierarchy and with well-established ways of communication in or-
der to avoid any clicks, knowledge gaps or lack of trust due to misunderstandings in

the company.



39

Vast growth of any company, as both the volumes of the sales or the core actions of
the business go higher, so do the staff. According to the respondent the danger in

hiring more workforce is losing the sight of the big picture.

The role of the management is in crucial role. The management have the responsibil-
ity and the chance to create an environment of continuous learning, as well as uncer-
tainty and lack of trust. Therefore the attitude and the priorities of the management

have to be clear.

The companies that are able to utilize diversity, gain the most out of the workforce.
What contributes to the full usage of the differences are the means set above: the

HRM, the communication and the leadership.

A factor that had not been studied in the literature review emerged in the inter-
views: the importance of the economic situation. According to D1, the HR Director
with 15 years of experience, a long-term period of struggling financially can affect the

working environment to exclusion.

Lastly, the role of trust. This factor will either “make or break the company”, a com-
pany of trust is sustainable, innovative and risk-taking, whereas a company with no
trust will most likely lead to both bad financial results as well as workplace bullying

and exclusion.

6.2. Quality Assessment of the Research Process and Results

Reliability and validity

The quality of the research is defined by the reliability and the validity. The aim is to

gather and produce as relevant and truthful data as possible. Through reliability and
validity the researcher is able to justify the correctness of the research. Reliability re-
fers to the consistency of the research and validity that the researcher has measured

and studied the correct material (Kananen 2011, 118.).

Considering the length and depth of this study, it took all in all 7 interviews and inter-
viewees from 4 different companies as well as 3 drafts of interviews. Various publica-
tions regarding the material during the literature review that constituted the theo-

retical framework. Transcriptions on all of the interviews were conducted with the



40

audio-recordings of the material, and the researcher took notes during each of the
sessions. By using the transcriptions and notes the material were analyzed, the mate-
rial was reviewed once more after the first transcriptions in order to secure the relia-

bility of the analysis.

People interviewed all had experience regarding the topic of workplace inclusion and
exclusion and worked in the field of providing reliable data in order to secure the va-
lidity of the study. The questions were designed according to the best of the abilities
of the researcher to be aligned with the theoretical framework and the material col-

lected.
Generalizability and limitation of the of the research results

With the given time-frame, the scope of the bachelor’s thesis, the location and the
fields of the respondent’s as well as the fields the respondents operated in, the result
and the conclusions of the study represent a limited part of the phenomena of work-
place inclusion and exclusion. Therefore given the topic: “Workplace Inclusion and
Exclusion in Finnish-based Small and Medium sized Enterprises” represents the gen-
eralizability of the study, as it covers the nature and the size of the companies in-

volved as the respondents regarding workplace inclusion and exclusion.

Due to the severity and the scope of the topic, inclusion and exclusion as phenomena
in the workplace are ever-current and global, for that reason it presents companies
outside the Finnish borders to utilize and improve on the matters. However, due to
the fact that this research was conducted as a cross-sectional study and dependent
on the time of the implementation, the elements of adding internationality to the

topic would require amending by updating it according to the time of the new study.

6.3. Ideas for further research

Due to the depth of the topic, the chances on conducting a larger study on either dif-
ferent grounds or similar, by interviewing also Finnish-based companies on the topic.

The subject presents possibilities for a mixed study, by using different methods of
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conducting the study, as this was done solely on semi-structured traditional inter-
views. For the further future studies on the topic observation, focus groups and
group interviews could be applied. The mixed methods could be applied in regards to
adding the element of quantitative data, however in that case the nature of the in-
terviews would need to be different, and the volume of the respondents would have
to be increased considerably, possibly of a larger and international corporation given
that this study was conducted on small and medium-sized companies that are Finn-

ish-based.
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Appendices

Appendix 1. Health and security representative 1st draft

Background

What is your job description?

How long have you been working “professionally”?

How long have you been under the service of your current company?

How long have you been working as the health and security representative? Why do you think
you were chosen to do so?

Why did you choose this line of career?

HRM

How would you describe your role as the HRM — mediator?

How do you see the role of HRM in the company you’re currently working in?

What impact do you think HRM has in your current workplace?

According to your experience, when adjusted properly, can you see concrete results because of
well-organized HRM?

According to your experience: How do you retain sustainability in terms of HRM?

Communication within the organization

How would you describe the communication within your company?

Do you feel that you have an “open community”?

How would you describe the hierarchy within the organization?

Do you feel that the amount of communication within the company has increased or de-
creased during the last years?

According to your experience, what kind of and impact does effective communication have in a
company?
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The role of management

How long has the current management been operating in your current company?

How would you characterize them as leaders?

How would you describe the relationship between the management and the employees?

Do you see the management level of the company as contributing to the motivation of the em-
ployees?

According to your experience, what kind of a role of a manager is the most efficient?

Workplace well-being

How would you describe “an efficient employee”?

Do you feel that the workers enjoy their work?

Do you feel that there is room to grow within the company? How does it occur?

Where do you feel that the employees get their motivation towards the line of work?

Corporate culture & group cohesion

What kind of a culture do you think exists in your current company?

Do you feel that the employees get along? Or between the sectors?

Do you see as your workforce as a diversified community or homogenous?

How do you feel that your current company handles diversity? (Age, gender, profession, back-
ground, interests)

According to your experience, how can managers affect the group dynamics?

Workplace inclusion and exclusion

Would you describe the corporate culture of your company as inviting for new workers?

Do you feel that there are strong personalities within the company?

Do you feel that there are any “unwritten rules” within the company?

Would you feel that they have an impact on the new workers?

Have there been any cases of workplace bullying?

Did you ever feel that some employees might’ve been excluded?

According to your experience, what kinds of issues impact on the atmosphere of a company in
order to make it either inclusive or exclusive?




Appendix 2. Workplace Inclusion & Exclusion 2™ draft

Middle-management and HRM

Background

What is your job description?

Why did you choose this line of career?

How long have you been under the service of your current company?

HRM

Does HRM affect the company strategy on the long-term, and does it contribute to sustainabil-
ity within the company?

Which one would you say that comes first in your company? The people or the result?

Communication within the organization

Would you consider your company as an open community?

According to your experience do different roles of the company affect the communication?

The role of management

How do you feel that your workforce that your workforce is motivated in the company?

How would you describe the relationship between the management and the employees?

How can the management affect the group dynamics of the company?

Workplace well-being

How would you describe an efficient employee?

Do you feel that your employees enjoy their work? How can you detect that, in your opinion?

According to your experience, where do you feel that your employees get their motivation
from?

Corporate culture & group cohesion

Do you see the workforce as diversified or homogenous? How do you think that affects the
group dynamics?

Are there strong personalities in the company? How do you think they affect the group dynam-
ics?

47
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Are there "unwritten rules" in the company? According to your experience do you see them
affecting the culture?

Workplace inclusion and exclusion |

Have there been any cases of workplace bullying or possible exclusion?

Are there any company guidelines or lines of action that will be done in these kinds of cases?

According to your experience: what kinds of issues contribute to a socially inclusive company,
and what to an exclusive one?




