5 GOWER
i

Applied Research

Diversity Quotas,
' Diverse Perspectives

' The Case of Gender
| Edited by
' Stefan Groschl and Junko Takagi



Diversity Quotas,
Diverse Perspectives

The Case of Gender

Edited by

STEFAN GROSCHL and
JUNKO TAKAGI
ESSEC Business School, Paris, France

BUSINESS SCHOOL

EEEEEEEEEE
& DIVERSITY

GOWER



© Stefan Groschl and Junko Takagi and the contributors 2012

All rights reserved. No part of this publication may be reproduced, stored in a retrieval system
or transmitted in any form or by any means, electronic, mechanical, photocopying, recording
or otherwise without the prior permission of the publisher.

Stefan Groschl and Junko Takagi have asserted their moral rights under the Copyright, Designs
and Patents Act, 1988, to be identified as the editors of this work.

Gower Applied Business Research

Our programme provides leaders, practitioners, scholars and researchers with thought
provoking, cutting edge books that combine conceptual insights, interdisciplinary rigour and
practical relevance in key areas of business and management.

Published by

Gower Publishing Limited Gower Publishing Company
Wey Court Fast Suite 420

Union Road 101 Cherry Street

Farnham Burlington,

Surrey, GU9 7PT VT 05401-4405

England USA

www.gowerpublishing.com

British Library Cataloguning in Publication Data

Diversity quotas, diverse perspectives : the case of gender.
1. Affirmative action programs. 2. Sex discrimination in employment.
1. Groschl, Stefan. I1. Takagi, Junko.
331.1'33-dc23

Library of Congress Cataloging-in-Publication Data
Groschl, Stefan.
Diversity quotas, diverse perspectives : the case of gender / by Stefan Groschl and Junko Takagi.
p. cm.
Includes bibliographical references and index.
ISBN 978-1-4094-3619-5 (hardback : alk. paper) — ISBN 978-1-4094-3620-1 (ebook)
1. Women'’s rights. 2. Equality. 3. Reverse discrimination. [.Takagi, junko. II. Title.

HQ1236.G69 2011
323.3'4—dc23
2012004311

ISBN 9781409436195 (hbk)
ISBN 9781409436201 (ebk)

®
MIX
Paper from

FsC ecrorsibleseurces | Printed and bound in Great Britain by the
wiscog  FSC® C018575 s o Yis
MPG Books Group, UK




About the Contributors

Laurent Bibard is Professor and former Dean of MBA programmes at the ESSEC
Business School, France/Singapore. Laurent holds a PhD in Economics and a PhD
in Political Philosophy. His research is based on this twofold education — questioning
management from a philosophical perspective, and exploring philosophical thoughts
through management experiences and practices. His most recent research focuses on
organizational vigilance interpreted as the organizational conditions favouring collective
as well as individual mindfulness on one hand, and gender relations on the other hand.
Laurent practices what he teaches. He consults, coaches and accompanies business
leaders in organizational change processes. Laurent has frequently been a guest speaker in
internationally renowned business schools such as Mannheim Business School (Germany),
UQAM (Canada) and Keio Business School (Japan). His most recent publications include
Conducting Business in Viet-Nam: A Brief for International Managers (2012) and Towards a
Phenomenology of Management: From Modelling to Day-to-Day Moral Sensemaking Cognition
(2011). Two of Laurent’s books are currently being translated, Sexualité et Mondialisation
(2010) (Sexuality and Globalization) into English, and La Sagesse et le Feminine (2005)
(Wisdom and Feminity) into Japanese, For a detailed list of publications please see http://
www.essec.fr/professeurs/laurent-bibard.

Elena Doldor is a Senior Research Fellow at Cranfield’s International Centre for
Women Leaders, where she earned her PhD. Her research interests lie in two core areas:
organizational politics and gender diversity at leadership levels. Elena’s research examines
the notion of political maturation, by exploring how male and female managers develop
willingness and ability to engage in organizational politics. She is also involved in
research projects examining diversity on public and private sector boards of directors
in the UK and internationally, including Cranfield’s annual Female FISE Report. Elena
presents her research frequently at international conferences in the UK and abroad. After
being presented a Fulbright Award, she spent the academic year 2007-2008 as a visiting
researcher in Northwestern University, USA. Elena is a reviewer for academic journals such
as the Journal of Business Ethics and Gender and Work and Organization, and is a member of
the American Academy of Management and the British Academy of Management.

Suzette Dyer is a senior lecturer with the Waikato Management School at the University of
Waikato, New Zealand. She teaches career development studies, organizational behaviour
and feminist organization studies. Her research interests include understanding the impact
of the global context on career and community, human resources management and
understanding gendered organizations. Suzette can be contacted on sdyer@waikato.ac.nz.



xii  Diversity Quotas, Diverse Perspectives

Patricia Gabaldon is currently Associate Professor of Economics at [E Business School,
Spain. She holds a PhD in Economics and has developed her research career around the role
of women in the economy, gender equality policies, female patterns of consumption and
gender differences in the uses of time. She has more than 12 years of diversified experience
in research and project development of gender and other social sciences projects from the
economic point of view. Patricia is a researcher and academic responsible for the Centre
for Diversity in Management at the IE Business School., Patricia is a graduate in Economics
of the University of Alcala (Spain), from where she received her PhD in Economics in
2005. She also holds a MSc in Leisure Management from the University of Deusto, Spain.
Patricia has participated in UN Woman in Spain and the Global Compact Initiative by
the UN as member of the women’s empowerment discussion group. She is member of the
Academic Committee of The Gender Equality Project, certifying companies’ progress on
gender equality in equal pay for equivalent work, recruitment and promotion, training
and mentoring, work-life balance and company culture. She has also participated in the
Global Roundtable on Board Diversity organized by the Corporate Women Directors
International and the International Finance Corporation by the World Bank.

Stefan Groschl is Associate Protessor of Human Resources Management and Co-Chair of
Leadership and Diversity in the Faculty of Management at ESSEC Business School, France.
His primary research interests focus on cross-cultural diversity issues and aspects, and
HR policies and practices supporting the integration of disadvantaged and/or minority
employee groups into the workforce. Stefan has published widely in international
journals, books and book chapters. He serves on a range of editorial boards within the
diversity and equality area and within industry specific sectors.

Morten Huse is Professor of Organization and Management at Bl Norwegian Business
School and President of European Academy of Management. He is also a member of Catalyst
Europe Advisory Board. He has been affiliated to various universities in Europe, including
Lund University, Bocconi University, St. Gallen University and Tor Vergata University.
His main research focus is on behaviour perspectives on boards and governance. This is
a topic in which he is widely published, and he is the founder of the annual Norefjell
Board Governance workshop. Core contributions include Boards, Governance and Value
Creation: The Human Side of Corporate Governance (2007) and The Value Creating Board:
Corporate Governance and Organizational Behaviour (2009). He has studied the impact of
women on corporate boards for more than two decades, and during recent years he has
tollowed the discussions about the Norwegian Gender Balance Law. Results of studies
about women on boards have been published in several books, Corporate Governance: An
International Review, European Management Review, Journal of Business Ethics, and so on. His
research about boards of directors and women on boards, as well as his presidentship of
the European Academy of Management has taken him worldwide as a speaker and as a
consultant to policy-makers and activists.

Fiona Hurd is a doctoral researcher in Human Resource Management at the University
of Waikato, New Zealand. Her thesis is examining, through an identity lens, the impact
of the global division of labour on work, workers and communities. Her wider research
and teaching interests include critical management studies and pedagogy, gender and



About the Contributors xiii

organization, and critical perspectives on career management and development. Fiona
can be contacted on fahl@waikato.ac.nz.

Mijntje Liickerath-Rovers is Professor in Corporate Governance at Nyenrode Business
University and also Associate Professor in Financial Markets and Supervision at Erasmus
University Rotterdam. Her research focuses on the role of the board of directors, corporate
governance and board diversity. She is the author of the annual Dutch Female Board
Index, co-author of the annual Dutch Non-executive Directors survey and of a Code of
Conduct for Non-executive directors. She is editor of the Yearbook Corporate Governance
(Kluwer), of a Dutch journal on Good Governance (Tijdschrift Goed Bestuur) and of a
Dutch journal on Supervision (Tijdschrift voorToezicht). She is also a member of the
Supervisory Boards of Achmea and of the investment and greenfund(s) of the sustainable
ASN Bank. Mijntje graduated in 1994 with a Masters degree in Financial Business
Economics from the Erasmus University Rotterdam. Afterwards she worked until 2001
at Rabobank International in various financial positions. Since 2001 she worked at the
Erasmus University. Her PhD thesis concerned the decisions’ usefulness of the (operating)
lease accounting standard.

Shora Moteabbed is a doctoral candidate in Organizational Behaviour at ESSEC
Business School. Her research focuses on relational identity, gender, diversity and high-
quality interpersonal connections. She also collaborates with the Chair of Leadership and
Diversity at ESSEC.

Shoma Mukherji was Head of Human Resources with a leading multinational
and currently works as a consultant in HR, sales administration, and cross cultural
communication training. She is associated with an organization imparting adventure-
based training to corporates and holds a voluntary position with an non-governmental
organization imparting education to underprivileged children. She is currently pursuing
the Executive Fellowship (PhD) programme in Management at the Management
Development Institute, Gurgaon, India. She has completed a Masters in International
Management from the American Graduate School of International Management, USA.
Her research interests are leadership communication, cultural intelligence, gender
issues and corporate social responsibility. Her publications include book chapters and
research papers in national/international journals/conference proceedings. Shoma can be
contacted on shomamukherji@airtelmail.in.

Stella M. Nkomeo is a Professor in the Department of Human Resource Management
at the University of Pretoria in South Africa. Her internationally recognized work on race
and gender and managing diversity appears in numerous journals and edited volumes.
She is co-author with Dr Ella L. J. Edmondson Bell of the critically acclaimed Harvard
Business School Press book, Our Separate Ways: Black and White Women and the Struggle for
Professional Identity (2001). She is the recipient of the 2009 Sage Scholarly Contributions
Award for her pioneering contributions to gender and diversity research in organizations.
She is currently an Associate Editor for Organization: The Critical Journal of Organization,
Theory and Society and the British Journal of Management. Dr Nkomo served on the
editorial board of the Academy of Management Review (2002-2007); and currently serves
on the editorial board of Leadership, Journal of Management Education, Equality, Diversity



xiv. Diversity Quotas, Diverse Perspectives

and Inclusion: An International Journal, South African Journal of Labour Relations, Journal of
Managerial Psychology, South African Journal of Human Resource Management, Management
Communication Quarterly, and The Hispanic Journal of Business Research. She is a past member
of the Board of Governors and former chair of the Women in Management Division of
the Academy of Management. In 2010, she received the Distinguished Woman Scholar
in the Social Sciences Award from the Department of Science and Technology (South
Africa). Most recently, she was elected President of the Africa Academy of Management.

Marjan Radjavi trained as an anthropologist and is the Lead of the Gender Portfolio at
the Centre for International Sustainable Development Law, Montreal, Canada. She has
worked as a teacher and a gender advocate for over 15 years. During this time she has
consulted with Chatham House, the Canadian Government and the World Meteorological
Organization, as well as being involved in the UNESCO Chairs programme. She has
contributed to the UN World Summit on Sustainable Development, Habitat, and the
World Water Forum processes. Most recently, she was Principle Researcher and Director
of a five-year Gender, International Law and Justice Project, examining the impacts of
human rights advocacy on local human rights outcomes.

Maureen A. Scully is CGO Affiliate at the Center for Gender in Organizations and
Assistant Professor in Management at University of Massachusetts, Boston. She is author
of numerous articles published in management journals and is co-author of Managing
for the Future: Organizational Behavior and Processes (with D. Ancona, T. Kochan, J. Van
Maanen and E. Westney, second edition 1998). She is currently working on a book, Luck,
Pluck, or Merit? How Americans Make Sense of Inequality.

Radha R. Sharma is a Senior Professor in Organisational Behaviour and HRD at the
Management Development Institute (MDI), India and HR Ambassador for India at the
Academy of Management. She has completed research supported by the World Health
Organization (WHO), UNESCO, Academy of Management, McClelland Centre for
Research and Innovation, Polish Academy of Sciences, Humanistic Management Network,
IDRC, Canada and the Government of India. She is recipient of Outstanding Cutting Edge
Research Paper Award, 2006, AHRD, (USA); Best Faculty Award: Excellence in Research,
2006 and 2007 at MDI; Outstanding Management Researcher Award, AIMS International
(2008). She has been a Visiting Professor to International University, Germany and has
taught courses on Intercultural Skills in ESCP-Europe MBA programmes. A recipient of
four gold medals for academic excellence, Rhada has Advanced Professional Certification
in MBTI from the Association of Personality Type, El certification from EI Learning Systems
(USA), and has completed certificate courses in Corporate Social Responsibility from the
British Council and New Academy of Business, UK and the World Bank Institute. She has
received certification in participant-centred learning at Harvard Business School, USA.
Her research interests are: executive burnout; emotional, social and cultural intelligence;
managerial competencies, leadership, spirituality, diversity, humanism and CSR. She has
published more than 86 papers with Routledge, Palgrave Macmillan, Information Age
Publishing and Edward Elgar. Her books include: Change Management (2007); Change
Management & Organisational Transformation (in Press); 360 Degree Feedback, Competency
Mapping & Assessment Centres (2002); Organisational Behaviour with Steven McShane and
Mary Ann Von Glinow (three editions — 2006, 2008, 2011). She has edited a special issue



About the Contributors xv

of Vision on Emotional Intelligence (2008) and another special issue of Vision: The Journal of
Business Perspective on Managerial Competencies with Professor Richard E. Boyatzis (2011).
Rhada can be contacted on radha@mdi.ac.in.

Junko Takagi is Associate Teaching Protessor of Management and Chair of Leadership
and Diversity at ESSEC Business School. Her primary research interests include identity
issues in multicultural settings, global leadership and gender issues in the workplace.
Junko has contributed to international journals and books on these topics, and consults
to multinational firms.



Preface

In response to the challenges and opportunities created by the diversification of the
workforce throughout Europe, the ESSEC Leadership and Diversity Chair was created in
2007 and renewed in 2011 in partnership with Deloitte and L'Oréal. The overall aim of
the ESSEC Leadership and Diversity Chair is the creation of knowledge, relevant to both
managerial and academic audiences, based on research on diversity and its relationship
to leadership issues, taking into account the perspectives of different stakeholders.

The recent European debate on diversity quotas led to the second ESSEC Leadership
and Diversity Chair Academic Conference in Paris in 2011. Participants gathered from
around the world to present their work, with many contributions focusing on the issue
of gender quotas. As with the first ESSEC Leadership and Diversity Chair Academic
Conference, whose contributions have since been transformed into an edited book
Diversity in the Workplace: Multidisciplinary and International Perspectives, we have decided
to bring together the papers on gender quotas in the form of this book to bring our
discussions to a wider audience. The different chapters illustrate the accelerating and
breaking forces in the institutional spread of gender quotas from the standpoint of various
disciplines, and provide a balanced and varied insight into this legal phenomenon.

We would like to thank all the writers for their enriching contributions, and our
Chair partners Deloitte and 1'Oréal for continuing to support our academic endeavours
and for having made this project possible. Finally, a warm thanks to Sylvie Boussard for
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Stefan Groschl and Junko Takagi
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Introduction:
Gender Quotas in Management

JUNKO TAKAGI AND STEFAN GROSCHL

One institutionalized form of combating discrimination towards minority groups and
structural inequalities is the implementation of diversity quotas. Diversity quotas exist in
various forms in different institutions. The most prevalent perhaps are gender quotas for women
candidates to political office which now exist in over 100 countries (Krook, 2007). In the North
American context, quotas are more familiar in the form of affirmative action programmes
which have been applied most frequently to ethnic minorities in higher education. In recent
years, many European countries have also adopted various types of diversity quotas to combat
underrepresentation of minority groups in the workplace. For example, in 1987, France
implemented a quota law for people with disabilities (PwD) which sets a quota of 6 per cent
for firms with 20 or more employees. A similar law exists in Germany where the PwD quota for
firms with over 20 employees is 5 per cent. More recently still, a gender quota for women on
corporate boards has been introduced in many countries, starting with Norway in 2003 with a
minimum target of 40 per cent of either gender, which was attained in 2010. Other countries
such as Holland, Spain and France have followed suit, and many others are considering the
possibility of applying similar legislation to the gender composition of corporate boards.
While diversity quotas, particularly those focusing on women on corporate boards, seem
to be gaining momentum in Europe, it is far from a unanimous trend. Different arguments
for and against quotas exist. Proponents of diversity quotas affirm that equal opportunities
are not attainable without enforcement ot such laws. Opponents suggest that quotas only
lead to more stigmatization of minority groups, and will harm their efforts for equality
by encouraging the promotion either of underqualified individuals, or of individuals who
are perceived to be non-competitive compared with majority members. In recent years,
atfirmative action programmes in the United States that have been in place for decades have
encountered legislative setbacks, with some states retracting from their implementation as
a result of discrimination claims by members of the ethnic majority. While the underlying
intention of diversity quotas is politico-legal, it is nonetheless important to understand
the social and managerial objectives of diversity quotas, the contexts in which they are
encouraged (or not), and the arguments that support (or not) their implementation in order
to have a better grasp of divergent movements for and against quotas that can be observed.
Diversity quotas are generally perceived as a means to achieving equality through the
principle of proportional representation. They are founded on an underlying perception
of inequality regarding diversity groups which is manifested in the underrepresentation of
certain minority groups in political, social and economic roles. A fundamental assumption
of diversity quotas is that people can be counted based on their affiliation to a particular
diversity category. Another is that based on these countable diversity categories, groups
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have a fundamental right to be at least minimally represented in higher education, in the
workforce at different levels of the organizational hierarchy, and in politics.

While the above assumptions seem clear at first sight, like most social phenomena,
diversity quotas also need to be contextualized in order to understand how they are
perceived and their consequent impact. For example, what categories are countable? In
the United States, the notion of ethnic origin has been debated over decades, and various
forms of categorization have been proposed. In France, the republican principles determine
all citizens to be French and does not allow for a distinction based on ethnic origin. This
has lead to a heated political debate regarding how to deal with ethnic unrest. The basic
notion that we can count people based on their affiliation to a diversity group also raises
questions for clarification such as ‘how do we ascertain such an affiliation?’ Is this the
responsibility of the individual to be counted or is it by some less subjective means such as
country-of-origin for ethnicity, chronological age when considering the issue of seniors,
and medico-legal status for persons with disabilities? What are the legal requirements for
a category such as a person with disabilities, and when these requirements are met, can
we assume or not that the individual concerned will automatically associate herself with
the category? If subjective (self-) and social (other-) identification with a diversity group
do not perfectly correspond, what are the implications for the implementation of quotas?
Such questions also raise the issue of whether or not it is possible to consider different
diversity groups in the same way when discussing quotas. Are quotas for persons with
disabilities based on the same premises and do they have the same objectives as gender
quotas in the workplace? We believe that there are multiple issues to be discussed and
clarified in considering diversity quotas.

The current European debate in diversity quotas, and in particular gender quotas,
provides a timely opportunity to assemble scholars from different disciplines and
countries to reflect upon the notion of diversity quotas and their applications in different
settings. In this book, we focus on the example of gender quotas. Gender is generally
recognizable and thus countable. Individuals are able to distinguish themselves as either
male or female, and more importantly are categorized as such by socio-legal institutions.
There are many examples of inequality of opportunities in management for women and
the argument for increasing gender equality is well established in the managerial literature
(for example, Fletcher and Ely, 2003; Kanter, 1977; Lorber and Farrell, 1991; Meyerson
and Fletcher, 2000). Gender is also a diversity category for which the proportions are
equal in society so that it is easier than other diversity categories to compare the issue of
representativeness across different contexts.

The history of gender quotas is perhaps most developed in the political science
literature where we find discussions around the implementation of gender quotas for
women candidates to political office which have been adopted in over 100 countries, the
majority of which were introduced over the last 30 years (Krook, 2007). There are four
main arguments that have been used to explain this achievement: active lobbying on the
part of women (collective mobilization), strategic importance of gender representation
as identified by key political plavers (political elite support), support from international
norms (transnational emulation and institutionalization), and consistency with general
notions of equality and representation (fit) (Krook, 2007). The latter is elaborated in
comparative studies of gender quotas in politics that highlight differences in underlying
logics for understanding gender differences. For example, Inhetveen (1999) and
Pesonen et al. (2009) describe the logic of ‘feminism of equality’ that is found in the
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Norwegian context and ‘feminism of difference’ that is found in the German context.
The former logic focuses on representativeness while the latter centres around a discourse
of competence. The authors argue that the former favours a quota approach (that is, a
better fit) while the latter is more critical of quotas (that is, potential issues due to lack of
fit). Contextualization and the issue of fit are key factors that explain differences across
countries in the implementation and the resulting consequences of gender quotas (see
for example Tienari et. al., 2009 regarding gender quotas in Sweden and Finland). In
addition, Dahlerup (1998) emphasizes that focusing solely on numbers is not enough
to combat inequalities in politics, and emphasizes the need to also examine executive
power, and the spread of equality more generally. The need for contextualization of the
environment in which gender quotas are considered and adopted, and also the danger of
concentrating too much on numbers to the detriment of other measures are sound advice
for thinking about gender quotas in management settings.

In the management context, there is less differentiation than in the past between men
and women at entry-level positions both in terms of numbers and pay for identical work.
However, women are still comparatively scarce in upper-level positions. Fletcher and Ely
(2003) explain the underrepresentation of women in management using four frames.
One frame describes the problem from the perspective that women lack the necessary
competencies and that differences arise due to differences in socialization. The second
perspective ascertains that women have ditferent competencies from men which are not
legitimate within the system and thus not recognized. The third perspective focuses on
systemic discrimination of women due to ditferential power and opportunity structures
between men and women. The fourth approach identifies a cultural bias in favour of
social practices created by and for men. Despite the ascendance of women in educational
attainment, once employed, they still face obstacles described by all four perspectives so
that it is difficult for women to reach the corporate suite (Eagly and Carli, 2007). In this
context, many countries are turning to gender quotas on corporate boards to encourage
women to top management positions through legal means. A study by Deloitte (2011)
shows that since 2003, when a gender quota on corporate boards was first introduced
in Norway, the trend has spread gradually through European countries that have either
implemented or are considering similar measures. The European Commission’s vice-
president and European Commissioner for Justice, Viviane Reding, suggests a two-step
process to increasing the percentage of women on corporate boards through 1) self-
regulation; and 2) legally-binding quotas for publicly traded firms in Europe. This suggests
that the trend is likely to continue in the future.

The growing academic interest in women on corporate boards (Burke and Mattis,
2000; Thomson and Graham, 2005; Huse, 2007; Vinnicombe et al., 2008, Fagan et. al.,
2012)) focuses mainly on the implementation of legal frameworks in different countries.
These studies identify the perceived need for such legislation based on observations of
slow progress of women to the senior management level, including the slow increase of
women on corporate boards (Daily, Certo and Dalton, 1999; Arken, Bellar and Helms,
2004), and persistence of gender-biases (Bilimoria and Piderit, 1994), including the
persistence of ‘old boys’ networks’. These studies cite the existence of equality legislation,
corporate governance frameworks favouring diversity, more senior women, large pay
gaps, the presence of work-life balance initiatives and employer of choice initiatives as
antecedents for the implementation of a gender quota law for corporate boards. The
expected consequences of such legislation are improvement in the quality of board



