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The purpose of this thesis is to help Lindstrom’s Finnish laundries to have a diverse, inclusive
and equitable work environment through modern leadership skills and transformational
change. The goal is to offer improvement suggestions and tools for people in managerial
positions and also other staff, so that diversity, equity and inclusion are taken into account in
day to day work life. Nurturing an environment of diversity, equity and inclusion is an
important goal for case company and they want to have better employee retention and have

happy content workers through DEI initiatives.

Results from this thesis benefit the case company locally firstly in the laundries, but can
easily be put into implementation nationwide in other functions as well. Results can also
benefit global functions as an example how to research DEI| base situations in all operating

countries.

The bottom line from the theory is that the workers need to feel they are included,
appreciated, celebrated and they feel like they belong. If the workers feel these emotions,
they are more likely to stay at their place of employment which leads to better employment
retention in the case company. When workers are content there are less disagreements
among the staff as there is an air of respect as well. But if there are conflicts or changes, the
workers are not in arms immediately but rather they can weather the change and even enable
it.

Through qualitative research methods; interviews and questionnaire, it was discovered that
especially recruitment and hiring, learning and growth were segments where there is a need
for improvement. It is recommended that all improvements are executed at personal-, group-
and organizational level with good tracking and measurable goals. Also the improvement

should be tied to core business decision, so they are dealt with regularly.

Keywords: Diversity, Equity, Inclusion, Transformational Change, Change Management, Bias
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1 Introduction

The thesis idea emerged during my master’s studies in diversity management. A course had an
assignment to evaluate a company’s diversity, equity, and inclusion and it was done by using
a ready-made DEI audit tool. DEI stands for diversity, equity, and inclusion. | chose to do the
course assignment about my employer Lindstrom. This course work opened my eyes to some
shortcomings in DEI matters by my current employer and gave me the idea to develop new
practices with research work. To be able to develop something, first one needs to find out

the current situation, so | needed to conduct research to be able to attain that.

The case company was eager to have the first mapping of DEI matters performed, in order to
make these matters more transparent to management and Human Relations, HR, in Finland.
The aim was to have the mapping made and after that make improvement suggestions based
on current DEI theories and modern HR theories and target them towards the findings.
Improvement suggestions based on theory would be taken into implementation in Finnish

laundries.

Based on the interviews and the DEI audit tool evaluations by both business unit managers and
the laundry- or production managers, | have suggested specific improvements on how to
incorporate DEI into the subject matters that received the lowest scores in evaluations. The
thesis will go through how to nurture the environment of diversity, equality, and inclusion at
the Finnish business unit laundries and how the managers can lead without biases in their

daily work.

In Chapter 1.1 | will go through the aim and scope of my research and then in Chapter 1.2 |
will go through all key concepts to this thesis and | will introduce the DEI audit tool in
Chapter 1.3. After this, the theoretical framework will be introduced in Chapters 3 and 4.
After the theoretical framework, | will share my research methods in Chapter 6. Then | will
open up the research process and how it was conducted in Chapter 7 and finally the results of
the research in Chapter 8. After the results, | will discuss the conclusions in the thesis and
then | will open out about the future possibilities and the limitations of this work in Chapter
9.

1.1 Purpose and scope of research

The purpose of this thesis is to help the case company’s Finnish laundries to have a diverse,
inclusive, and equitable work environment through modern leadership skills and
transformational change. The goal is to offer improvement suggestions and tools for people in

managerial positions and also other staff so that diversity, equity, and inclusion are taken



into account in day-to-day work life. Nurturing an environment of diversity, equity, and
inclusion is an important goal for the case company and they want DEI to be a part of the
national HR strategy and functions. The case company wants to have better employee

retention and happy content workers through DEI initiatives.

The thesis concerns Finnish business unit laundries. It does not include other functions or
employees at the business units, so white-collar workers outside laundries are not included in
this research. The scope of the thesis does not include learning how laundries and business
units operate as this is a great task in itself. Improvement suggestions have been made to

such a level that they are easy to take into use with rather small investments.

The scope of the thesis does not include the see-through of any improvements in Finnish
laundries or follow-up of the suggested improvements later. Follow-up would take at least

another year and this is not in the scope of time that can be spent for the thesis.

To be able to reach the purpose of this thesis, the following research questions need to be

answered:

1. What is the current situation with DEI matters in the Finnish laundries according to
the DEI audit tool?

2. What are the DEI tools and processes that can be used in Lindstrom laundries to have
more engaged, committed, and happier workers?
How can DEI make Lindstrom a better company and in which aspects?

4. How should improvement suggestions be implemented into everyday work life?

1.2 Key concepts

In this Chapter, | will explain the key concepts used in this thesis. This Chapter has a brief

overview of the concepts, while they are described in more detail in Chapters 3 and 4.

DEI

The most used concept in this thesis is DEI, which stands for diversity, equity, and inclusion.
Cambridge Dictionary (2023) describes DEI as an “abbreviation for diversity, equity, and
inclusion: the idea that all people should have equal rights and treatment and be welcomed
and included so that they do not experience any disadvantage because of belonging to a
particular group, and that each person should be given the same opportunities as others
according to their needs” (Cambridge University Assessment & Press, 2023b). McKinsey &
Company (2022) defines diversity, equity, and inclusion as three closely linked values held by
many organizations that are working to be supportive of different groups of individuals,
including people of different races, ethnicities, religions, abilities, genders, and sexual

orientations. These three are often linked together because they are interconnected and
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together are a great influence in the business world and other organizations. A more detailed

description of DEI according to McKinsey & Company (2022):
Diversity

This means who is represented in the workforce. Diversity can be viewed in these issues:
Race, ethnicity, ability, gender, sexual orientation, neurodiversity, and age among others.

Examples of few diversities in workplaces are: (McKinsey & Company 2022)

e Gender diversity: What is the composition of the organization? From what gender the
workers are comprised? Are they women, men, non-binary, or something else? The
workforce is gender diverse when all of these are represented in the population of
the employees.

e Age diversity: How many and of what age are the people in the organization? The
workforce is age-diverse if there are people of many different ages from different
generations.

e Ability diversity: People of different ability levels are represented in the organization.
Different kinds of disabilities with people do not affect their talents and they can do

work from home remotely.
Equity

This means fair treatment of the people in the organization so that their individual
circumstances are taken into account. The difference between equality and equity is in the
means how to achieve equality. An Equitable workplace ensures that there are practices and
or policies in place that make sure that the person’s identity does not foretell any future
opportunities or outcomes. (McKinsey & Company 2022.) An example of good equity at a place
of work is if the company provides additional support hardware to employees who need
special ergonomics while working. Another example is to provide a room for nursing mothers
to nurse during the workday so they can return to work earlier while the baby is still small.
The result in both examples is that the workers are equal and have the same possibilities as
other workers. They are not in the same circumstances, but the means to get equal is through
equitable deeds despite peoples’ disadvantages. To have equity in an organization is to

provide the means to be equal with others whatever that may look like.
Inclusion

This means that all the peoples’ voices are heard and they are included in the organization's
functions. People want to be seen and heard and have a sense of belonging. People want to
feel they are included in matters in the organization. An inclusive environment exercises a

culture of openness. (McKinsey & Company 2022.)
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Bias

Mariam Webster dictionary (2023) defines bias as “an inclination of temperament or outlook,
especially, a personal and sometimes unreasoned judgment, prejudice”. We have a built-in
system of biases, which are remnants of our past lifestyle when we were still early humans.
Many of these biases have kept us alive as a species because we can make immediate
decisions about other people and situations and thus keep ourselves alive during dangerous or
novel situations. In the current world of business and the workplace, this is very rarely the
case that our lives or family’s life is threatened, so all of these instinctive biases are no
longer serving us properly. In the modern world, we need to exercise a more thoughtful
existence and be above all those biases, so they do not affect us in the workplace. (Bazerman
and Moore 2012 & Kim and Roberson 2021.)

Bias is also named implicit bias, cognitive bias, unconscious bias, or implicit attitude, but
they all mean the same thing: The split-second judgment or evaluation we make about a
person when we first see them and the situation we find ourselves with these people. This act
of evaluation and association is a deep instinct, but the outcome, the thoughts, and the
evaluations we form are learned. They come from the environment, family, television, social
media, friends and acquaintances. In short, we stereotype people. Stereotyping is learned
and some biases or stereotypes we use in a group context e.g. Swedish people like to
negotiate in length. Even if we are not specifically taught these stereotypes, they are learned
through association even if represented passively continually in our surroundings e.g. in
advertising billboards. There are dozens of different biases psychologists and researchers
have recognized in our thinking, and | will go more in-depth into these in sub-Chapter 3.2.
(Bazerman & Moore 2012 & Kim and Roberson 2021.)

System 1 and system 2 thinking

Bias thinking is categorized as system 1 thinking. This categorization originates from
Bazerman & Moore (2012) when they describe two ways we as people think. We have system 1
thinking and system 2 thinking. System 1 is instinctive thinking and response, a quick
judgment of people and situations. This system can lead us to error judgments if we do not
stop to think for a while. We need to understand our thoughts and our behaviors in the work
environment as it can have consequences for other people and their wellbeing. System 1
thinking gets us through everyday life such as processing verbal language or visual information
for example during grocery shopping. No need to use more energy- and time-consuming
system 2 thinking for judging that the red color on the spice bottle means more spicy because

the bottle also has three chilies on it, so it must be spicy.

System 2 thinking is when we use our higher consciousness, logical reasoning, our rational

mind to evaluate people and situations. This thinking system we would need to use in more
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important decision-making situations. In a working environment, if we want to treat people
fairly, we need to use system 2 thinking. A start in the right direction is to recognize when we
are biased and should stop system 1 thinking and instead use system 2 thinking because then
you are already starting to think about the issue at hand and using a slower rational path.
(Bazerman & Moore 2012.)

Transformational leadership

Transformational leadership is described by Bagga, Gera, and Haque (2023) with four main
traits. These are idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration. Idealized influence is a leadership trait with role models that
are admired, copied, and respected by people. Inspirational motivation in a leader means
they use a futuristic approach to work and provide workers with challenging work tasks so
they are inspired by themselves. Intellectual stimulation in a leader is to inspire followers to
adopt new thoughts and forget about their old assumptions, values, and traditions. This in my
opinion is a key trait that a transformational leader should have in DEl management, as DEI
brings about new thoughts and the goal is to have workers reject the old, possibly
discriminative ideas and thoughts. The fourth trait is individualized consideration where the
leader takes into consideration the worker’s needs and capabilities and is willing to mentor
the worker forward. Based on Busari et al. (2020) and Islam et al. (2021) research written by
Bagga et al. (2023) transformational leaders are described as heralds for change, proactive
leaders who spur workers to aim for exceptional goals. Good transformational leaders can
change workers’ behaviors from negative to positive and to change-oriented (Bagga et al.
2023).

Change management is a much-used concept nowadays as the world keeps changing at a
faster pace, so the need for management that is capable of leading teams and organizations
through changes is a must in any company. Change management is very closely linked to
transformational leadership according to Bagga et al. (2023). Rousseau and Have (2022)
describe any change as transformative. Managing change is done better with transformational
leaders than merely managing, as they inspire the workers to step into the change train and
transform themselves with the inspiration and help from their transformational leader.
Transformational leadership enables good and smooth change management. Change
management is needed so leaders do not make poor decisions based on unworthy information.
(Rousseau & Have 2022.) Change should be based on good quality evidence, which helps the
management to have a good knowledge base that they can share with all stakeholders in the
company. Proper change manager is trustworthy, reflective, critical, and honestly curious

about their organization and has evidence-based processes. (Rousseau & Have 2022.)
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Outgroup

Outgroup means a group of people that are not belonging to the set-up of that specific
organization. Outgroup people are usually minorities or discriminated against e.g. black

people, LGBTQ+ people, etc.
Ingroup

Ingroup means a group of people that belong to the same community in some aspects as other

people, e.g. race, age, sex.
1.3  DEI Audit Tool

According to Harme (2023), it is very important to recognize problem points and to be open
about them and their existence. Improvements can start to happen when problem points are
recognized. Some groundwork needs to be done to find out the problem points. | have used
the DEI audit tool in the acquisition of the primary data for my research to identify the
problem points. The DEI audit tool form is made by a company called Life Labs Learning. Life
Labs Learning is a company that offers management training and coaching to leaders and
future leaders (LifeLabs Learning 2023.) The DEI audit tool is a spreadsheet where there are
sections that users need to fill to be able to see a bigger picture of DEI matters. DEI audit tool
is used to find out the status quo or the current state of affairs concerning DEI matters. | was
introduced to the tool on a DEI management course during my master studies in 2021. The DEI

audit tool can be found in Appendix 1.
There are five (5) main themed sections in the DEI audit tool:

- Recruiting and hiring

- Benefits and work conditions

- Assessment and promotion

- Meetings and social connection

- Learning and growth

Each of these five main themed sections contains from seven to 10 more detailed issues
within the specific theme. Each detailed issue is evaluated and analyzed based on how things
are in the organization in question and then given a numerical value. The user fills in
numerical evaluations per each issue with a numerical value between zero and five. Zero
means nothing of the issue is present or good in the organization or not applicable. For some
sections, there is an option to evaluate a mean for all the detailed issues inside one theme,

but this was not required from the participants.
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1.4 Introduction to Lindstrom

The case company Lindstrom is a Finnish textile service company with over 175 years of
experience in the textile industry. The company first started as a fabric dyer house and is
now the leading textile rental business in Finland. Rental services function so that the
products themselves are owned by Lindstrom and are rented to customers. Lindstrom washes
maintains and changes all the products as long as a contract is valid between the company

and customer.

Lindstrom operates in 23 countries in Europe and Asia and has personnel of around 5000
people and has a turnover of almost 500 million. Lindstrom is a B2B company and offers a
wide variety of services ranging from workwear, mats, restaurant textiles, and hotel textiles
to industrial wipers, and cleanroom services. Lindstrom offers workwear services in all its
countries of operation and mat services in 20 operating countries. In addition to workwear,
the service selection of Lindstrom Group includes shop towels, hygiene hardware, hygiene
textiles, and restaurant textiles as well as the textiles of hotels and the healthcare industry.
There are also specialty products like industrial wipers and cleanroom workwear and services.
(Lindstrom Group 2023).

Lindstrom has global centralized functions and the head office is in Helsinki. Global human
resources, global HR, is run from Lindstrom’s head office. Each country has its HR department
or person to handle local HR matters and decisions based on local legislation. Regional HR can
make their own campaigns and decisions on how to run their HR, but the strategy, mission,
values, and overall instructions come from head office global HR. Finnish HR is also located in

the Helsinki head office.

In Finland, there are six business units. All business units have a managing director called a
business unit manager (BUM). All units have a laundry or several laundries. There are 24
laundries in Finland and they are situated in a service center where there are also other
functions. Service centers have many different professions: Salespeople, customer service,
laundry workers, laundry managers, and route managers among others. My thesis is focused
on the Finnish laundries and the textile workers. Laundries employ ethnically diverse people

such as immigrants.

2 Research ethics

When doing research, one should be aware of responsible conduct in research and how it
affects the research work. One should practice good research ethics during the research.
Researchers should have a good understanding of how to cite the information used properly

and give credit to those whose information is used in the research text. One should know how
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to officially agree on research with all stakeholders and in which instances to get permission
from the participants or any other instance e.g. when a preliminary ethical review is needed.
(HTK Ohje 2012.)

This thesis is done according to the guidelines of The Finnish Advisory Board on Research
Integrity, TENK in short. All participants have agreed to be interviewed and nobody has been
coerced or recorded in secret. Participants were informed beforehand that the interviews
were recorded and transcribed and the language of the interview is English. The thesis has
been agreed on with the case company’s Finnish head of HR and the Finnish board of
directors at the time of the starting of the thesis work in late autumn 2021. (HTK Ohje 2012.

3 DEI theories

In this Chapter, | will go through the main DEI theories used in the research work in this
thesis. | will talk about diverse executive teams and leaders and how they affect the bottom
line and profitability of companies. | will elaborate on how diversity, equity, and inclusion
can make staff happier, and doing so can improve worker retention and commitment to
employers. | will also touch on the subject of epidemics and pandemics how they have

changed working life and what can companies do to mitigate the effects.

3.1 How companies benefit from Diversity, Equity and Inclusion

| found dozens of articles on the internet from reputable instances about how companies with
diverse teams, inclusive work environments, or a good DEI strategy that is properly
implemented outdo those companies that don’t. Everyone seems to be in consensus that
harboring a culture of inclusion, diversity, and equity, benefits everyone in the company and
the company’s performance. Even though | found these articles, the main source was missing
from some of them and so | had to use some skepticism towards them without the original
sources. Happily, | found original sources for many of the articles. Many rely on the research

done by McKinsey & Company.

McKinsey & Company is a firm that advises the world’s leading businesses, governments, and
institutions (LinkedIn 2023). They consult private organizations and also public and social
sectors. They are the oldest and largest management consultant firm in the world. For these
reasons, McKinsey & Company is a trusted entity for business studies and research. They have
done three extensive research studies on diversity, equity, and inclusion in the business
world. Reports are from 2015, 2018, 2020, 2022 and 2023. | chose to use McKinsey &
Company'’s research because they have the largest sample of companies worldwide. In their
most extensive report from 2020, they had data from 1000 large companies from 15 different
countries. (McKinsey & Company 2018, 2020, 2022, 2023.)
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The newest research from this year 2023 was done together with the World Economic Forum
and Global Parity Alliance. World economic forum is an international organization for public-
private cooperation. They are an independent party; they are also impartial and without ties
to any special interests. They highlight entrepreneurship to the global public, have a high
standard of governance, and have strong moral and intellectual integrity. (World economic
forum 2023.) Global Parity Alliance is a cross-industry group committed to advancing
diversity, equity, and inclusion. They are a global alliance and work within organizations and
across the corporate ecosystem. (McKinsey & Company and Global Parity Alliance 2023.) They
have launched a DEI lighthouse program, where they research and identify DEI initiatives that
have resulted in significant, quantifiable, scalable, and sustainable impact (McKinsey &

company 2023).

McKinsey & Company and Global Parity Alliance report (2023) estimates that spending on DEI-
related matters was $7.5 billion in 2020 and they estimate that this number will be $15,4
billion in 2026, more than double from 2020. Although companies are spending a lot of money
on DEl initiatives, it is shown that money spent on these initiatives brings more back to the
company. Because the initiatives are monetarily lucrative, management teams globally have
realized the importance of having DEI conversations in their organizations and taking action

toward better diversity, equity, and inclusion.

Below is Figure 1 with findings from McKinsey & Company’s first DEl research in 2015 where a
clear indication was found in performance and being a more diverse company. More gender-
diverse companies were 15% more likely to outperform those companies that didn’t have
gender-diverse staff. Ethnically diverse companies were 35% more likely to outperform
compared to those that weren’t ethnically diverse. This 2015 research is a starting point for

the outperformance percentages found in the research.

Diversity’s dividend

What's the likelihood that companies in the top quartile for diversity
financially outperform those in the bottom quartile??

more likely more likely
to outperform to outperform

Gender-diverse

companies *Ethnically diverse

companies
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Figure 1: McKinsey & Company (2015)_analysis of diversity and companies’ financial

performance.

New research by McKinsey & Company (2022) suggests that these outperformance percentages
are only growing and have now a bigger impact on the bottom line of businesses. Companies
that have executive teams in the top quartile in gender diversity were 25% more likely to
have above-average profitability. This number has risen from 15% as shown in Figure 1 in five
years (McKinsey & Company 2018). If comparing the most gender-diverse companies to the
least gender-diverse companies, the most gender-diverse ones see a 48% likelihood of
outperformance as seen in Figure 2. According to Bond (2022) at Great Place to Work, very
inclusive workplaces where people feel they belong, grow revenue three times faster than
those workplaces that are not inclusive and people have no feeling of belonging. These are
concrete numbers found in the research so all the DEI programs and initiatives in companies

could increase their revenue and profit. (McKinsey & Company 2022.)

Exhibitb
Executive teams with more than 30% women are more likely to outperform those with
fewer or no women

Likelihood of financial outperformance!, 2014, %

"

)%

5

=~ Median

Women on executive teams?, % 0-10 10+ 30+

Number of companies 114 210 41

Figure 2: McKinsey & Company. 2020. Analysis of diversity and companies’ financial

performance.

The companies that have ethnically and culturally diverse teams the outperformance is even
higher than with gender diversity. The most ethnically and culturally diverse companies
enjoyed a 36% higher profitability compared to the least diverse. It would be very beneficial
for a company to have gender- diversity and racial- and culture-diversity. (McKinsey &
Company 2022)


https://www.mckinsey.com/~/media/mckinsey/business%20functions/people%20and%20organizational%20performance/our%20insights/why%20diversity%20matters/why%20diversity%20matters.pdf
https://www.mckinsey.com/~/media/mckinsey/business%20functions/people%20and%20organizational%20performance/our%20insights/why%20diversity%20matters/why%20diversity%20matters.pdf
https://www.mckinsey.com/~/media/mckinsey/featured%20insights/diversity%20and%20inclusion/diversity%20wins%20how%20inclusion%20matters/diversity-wins-how-inclusion-matters-vf.pdf
https://www.mckinsey.com/~/media/mckinsey/featured%20insights/diversity%20and%20inclusion/diversity%20wins%20how%20inclusion%20matters/diversity-wins-how-inclusion-matters-vf.pdf
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A challenge to diversity and equity in the workplace is shrinking jobs as automation is
accelerating. Meaning there are continually fewer jobs in certain industries. These shrinking
jobs are affecting mostly women and minorities, and this trend is also accelerating. Growing
job markets are currently dominated by men. Such fields as engineering, computer sciences,
environmental sciences, and construction would benefit from a more diverse workforce. This
is a challenge for diversity and equity in workplaces and a challenge in societies: how the

gender gap can be closed. (McKinsey & Company 2020)

An inclusive and diverse company brand can also bring more profit to a company. A good
example of inclusive and diverse marketing, and how profitable it can be to a company, is the
Nike campaign called dream crazy, where they featured an American footballer Colin
Kaepernick. This happened in 2018 when the black lives matter campaign was new and
brewing hot. There was a scandal when in one football game Kaepernick took a knee,
meaning kneeled with one knee to the ground, during the American national anthem. The
kneeling indicated that he supported the black people in protest rather than the police who

were accused of brutality against black people. (Eyada 2020.)

In the Nike campaign, Kaepernick was featured with his face pictured in black and white with
the text “Believe in something, even if it means sacrificing everything”. There was an
immediate negative pour of comments and hashtags in the media. So much so that the
hashtag #nikeboycott and #boycottnike got more than a billion impressions. The boycott
turned viral and created a lot of publicity for Nike. Ten days after the campaign started, it
was announced by a stock market news outlet Bloomberg, that Nike’s stock had reached an
all-time high, a five percent increase in the month the Kaepernick advert was released (Vox
2018 & Bloomberg 2023). Nike made six billion dollars with that campaign despite all the
negative publicity (Eyada 2020). This example shows how being inclusive towards a group, you
can earn their support, improve the brand at the same time, and make a profit. Profit-making
with a strong brand image also needs the help of marketing professionals. Efficient marketing

can increase the value of a brand.

Why is the profitability of diverse companies better? Because there are multiple ways diverse
staff affect the working in companies. Hewlett, Marshall and Sherbin (2013) show us in
Harvard Business Review that diverse teams are more creative, and innovative and can reach
more new markets and thus expand more and be more profitable against those companies
that are not diverse. Employees at a company with diverse leadership have a likelihood of 70%
to reach new markets. This research was conducted in the US with 1800 professionals and 40
case studies. When leaders are diverse they can make better business decisions in new
markets because the diverse employees understand the diverse customer base better and so

can meet the needs of the new client base better (Hewlett et al. 2013).
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Similar findings were made by McKinsey & Company (2018, 2020, 2022, and 2023) and by Stahl
(2021) in Forbes magazine. Stahl (2021) and McKinsey & Company (2020, 2022, 2023) note
that diverse teams perform better in creative solutions and they boost innovation because
different thoughts, backgrounds, and experiences in life give different perspectives to any
dilemma or situation at work. Very homogenous teams might not understand customers so
well because they lack diverse thinking. These kinds of teams might always solve problems
the same way even if the situation requires novel ideas because they cannot see any other

solutions.

3.2 Employee happiness through DEI

Employee happiness and employee retention walk hand in hand. Happy employees do not feel
the need to leave. In Chapter 4.5 | will talk about Engaged management which is very closely
related to employee happiness. Here | want to highlight other issues for employee happiness

in addition to having great management.

McKinsey & Company (2020) found that even with the most diverse companies, the employees
had a negative outlook toward inclusion at 61%. This means that diversity by itself is not the
answer, but after recruitment, the staff needs to be trained to understand and practice
inclusion. This enables a great working experience for the diverse staff. Even with managers,
the thoughts towards inclusion and equity were negative in 56% of cases. This number shows

that there needs to be more effort toward true inclusion even with management.

McKinsey & Company (2020) also wonders if the negative sentiment derives from jealousy and
a feeling of unfairness towards others having something they don’t have, even if they don’t
need it. For example, people feel jealous of custom hardware for working e.g. anatomically
designed keyboard, even if they do not need it. A good way to visually represent how equity
works is shown in Figure 3 where there people are watching a baseball game with different
starting points. To be equal they all need different solutions to help the situation. On the

right, there is a depiction of what is the reality in today’s society.
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Figure 3: Angus Maguire. Equality, equity, and reality.

People want to be fulfilled, happy, and feel satisfied in their work. If this cannot be attained,
people will change jobs. Mosley-Williams (2023) instructs businesses to have a plan on how to
keep a diverse workforce because many companies invest in diverse hiring. So it is important
for workers to have a culture at work where all these attributes can be met. If workers need
to hide a component of themselves from co-workers or management, they will not be very
satisfied and happy in that place. So true inclusion is a key issue to employee happiness
(McKinsey & Company 2022).

McKinsey & Company (2022) say that employee engagement is strongly linked to feeling
included. Gupta, Sihag, and Singh Pangtey (2023) say that when a worker is acknowledged,
heard, and valued, they are more committed to any changes happening in the company. If
people feel included, they are accepted the way they are, heard, and respected, and they
are more committed to their employer. Bond (2022) at Great Place to Work tells us that
belonging is also closely related to diversity, inclusion, and equity. He argues that belonging
is a deeper feeling than feeling included. It is a feeling that they, as the unique self as they
are, are accepted and treasured by colleagues. Long careers are one of the case company’s
values. If people feel like they belong and are included Bond (2022) says they are five times
more likely to want to stay at their workplace for a long time. Workers are nine times more
likely to believe people are treated fairly regardless of their race. Some laundries have a very

diverse staff, so this would be a very important thing to understand for management.

Inclusion should reach all levels of staff. One way to add a feeling of inclusion according to

Mosley-Williams (2023) and Bond (2022) is to involve staff in decision-making so they can plan
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DEI initiatives and be involved in implementations as well. | watched an interview about DEI
where Lewis (2021) talks about diversity, equity, and inclusion. He is an Assistant Vice
President of Culture & Inclusion at Ensemble Health Partners. He is a DEl influencer and has
helped his employer Ensemble Health Partners win Top Workplaces awards in the US for 5
previous years (Top Workplaces 2023). Lewis (2021) says that diversity in a workplace brings
different people and their experiences and their knowledge to that job and the same space.
According to him, inclusion is to value all the different cultures and practices. Equity is about
differences, and treating people differently when they are different. The company needs to
take the differences and help to bring value to those different people who are valuable parts
of the team. Lewis (2021) further elaborates that it is ultimately about the leaders creating
an inclusive environment to value all workers. He is challenging management by asking how
the workers could be included in decision-making and how top leaders could be asking

workers’ opinions on difficult issues and decisions.

One good example of including workers in important decision-making was a strategy for 2020
at Lindstrom. They had a global initiative for a new strategy for 2020 and before creating a
new strategy with only top management, the strategy was built together with all workers
globally instead. Lindstrom arranged two sets of workshops online for all workers so that
workers were divided into groups of five people. People were choosing the group randomly,
so nobody knew beforehand who they were with. You could end up in the same group with
the CEO. First workshops were held so that the most important, bigger themes would be
unearthed. The second round of workshops was more fine-tuning of the already chosen

strategy components.

People could choose a timeslot suitable for them: This meant that people globally could
participate because time differences were taken into account. The platform that facilitated
the workshops also had tasks for the group: among others writing tasks. There were
interactive graphs where the group could show their preferences for issues. After the two
rounds of workshops were held, the top management went through all the material and
worked on it to create a strategy that looked like its workers. The new strategy was very well
received and people were proud to tell about it forward to others. | also was very excited

about the new strategy because it looked like Lindstrom workers.

Stahl (2021) elaborates that the younger generations value a more diverse company and a
culture of inclusion, as they are diverse themselves. Younger people don’t feel the need to fit
into one mold as much as older generations and want to more freely express themselves at
work. According to Bourke and Dillon (2018), inclusion at a very high level is when workers
say they can express themselves freely without fear of ridicule or retaliation. Workers need
to feel empowered in their work and grow to do their best. Accommodating new generations

requires a free and accepting work culture because they are unlikely to accept a job that
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doesn’t have an inclusive culture. Additionally, they need to know they can have

opportunities in the company and grow professionally within the company. (Stahl 2021.)

Nearly 40% of McKinsey & Company (2022) survey participants say they have turned down a
job because of a lack of inclusion. 84% of respondents say they have experienced
microaggressions at work and a high number of them say that they have met with implicit bias
at their work. Around 40% of LGBTQ+ workers and people in racial or ethnic minorities have
had an uncomfortable experience at work concerning their sexual orientation, gender, or
their racial or ethnic background. According to this research, almost half the workforce felt
they weren’t included and faced uncomfortable situations. This means that the whole staff of
companies need to be trained so they start to understand how to include fellow workers.

Many times non-inclusion can happen just by ignorance and not out of spite.

Pohjanpaa (2013) writes that approximately 5-15% of all people in Finland are part of a sexual
minority. Marttinen (2022) tweeted: that 11-15% of secondary education students are other
than heterosexual. That’s one to three pupils per study class. How does this show in your
work, talk, and attitude? It’s a valid question because these people need to be included and
feel appreciated in their place of work. Many students are seasonal workers in the laundries

and these same students can continue working in the laundry.

If we take this number and apply it to the context of the biggest laundry in Finland,
Hameenlinna, which has 93 workers. According to this approximation this laundry can have up
to 14 people who are part of a minority and would need inclusion from others to feel they are

accepted and included at work without any prejudice or harassment.

McKinsey & Company (2022) sees that workers need to feel more included to be happier and

they have suggested these four improvements.

1. A company needs to have diverse and inclusive leadership because representation
matters. If the leaders represent the diversity of the staff, the staff feel more
included and happy because of it.

2. A company culture that is led by very able people, a meritocratic company is strongly
associated with people feeling included. People advancing should do so only because
they have earned it fairly. Unfair promotions to relatives are seen as very unfair
because they did not move ahead on their merits. People need to know that
promotions and evaluations don’t happen because of who people know but how
capable they are.

3. An organization that has a program in sponsorship makes people feel they have a
strong sense of inclusion. If there are leaders that can help create opportunities for

workers to move forward, there is a feeling of inclusion.
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4. When an organization has a low threshold to access top leaders, people feel it can
create career advancements for them. People feel this is important, so access to

senior management should be opened.

Deloitte is a company that provides audit, consulting, financial advisory, risk advisory and,
legal services to other companies. Bourke and Dillon (2018) at Deloitte have researched on
diversity and inclusion and found out the same, that diversity by itself is not enough to reap
the benefits of DEI to business outcomes. Their research highlights that when people are
treated with respect and without favoritism in the company, and they feel they can be their
authentic selves, they feel a strong sense of belonging and commitment. Commitment means
better worker retention. Bourke and Dillon’s research in 2013 also confirmed that respect and

fairness are the cornerstones of inclusion.

Bond (2022) tells us that committed and happy workers are five times more likely to stay at
their company for a long time. There is a gap in understanding how important belonging is
between workers and employers because research says that a sense of belonging is one of the
three most important reasons to leave a job. Employers don’t have this reason even in their

top 10 in why people are leaving their jobs.
Bond (2022) gives us seven ways to build belonging in a workplace.

1. Avoid favoritism: Avoid favoritism and bias in decision-making

2. Involving employees in business decisions

3. Transparency: Everyone needs to have access to the same information and have open
and honest communication.

4. Fair promotions: Fair and transparent promotions
Celebrating accomplishments: Recognize and celebrate employee achievements and
milestones.

6. Welcoming new employees: From day one: thoughtful onboarding, introduction to all,

and inclusion to other activities in the company.
Embracing the whole self: Total embracement of people’s differences creates belonging
3.3 COVID-19: Why are DEIl matters even more important during a crisis

DEI matters can help mitigate the impacts of global crises. McKinsey & Company (2020) say
that companies invested in inclusion and diversity will bounce back more easily from the crisis
as the diverse workforce will strengthen the performance and increase the health of the
organization. Companies that have discarded their DEI programs lose innovation power and

make so lose opportunities to strengthen their business recovery.
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The pandemic gave rise to a generational loss in gender parity. Before the pandemic gender
parity was to be achieved in 100 years. McKinsey & Company (2023) expects the global parity
for gender equality has now increased to 132 years. COVID-19 has increased social and
economic inequality and led to social and political polarization. According to McKinsey &
Company (2022), one in three women considered downshifting their careers or leaving their

jobs because of stress, burnout, or exhaustion two years into the pandemic.

The COVID-19 example is to show that a company-wide DEI program could be seen through
with equity. If every company had a robust DEI program and could cater to everyone’s
different needs more easily, the impact of COVID-19 would have been diminished. Because
companies could e.g. offer programs for daycare for parents of young children so the mothers
would not have had to stay at home. The pandemic disproportionately affected women as the
care burden fell to them as the care infrastructure was not there during lockdowns and after.
(McKinsey & Company 2020) The daycare solution would have meant less disruption to

companies especially where people are physically needed to be present at the workplace.

There are some drawbacks to remote working for diverse people as McKinsey & Company
(2023) found out. Non-inclusive dynamics can grow if people do not see each other physically.
According to McKinsey & Company’s (2020) research, complete remote working can reinforce
unconscious biases and diminish inclusion. The remote-work possibilities are offered more to
higher-income positions. As earlier discussed, the higher we go in most organizations, the less
diverse the positions filled are. This can further impact diversity negatively in a company and

reduce their innovation capacity and have a direct impact on their revenue.

A growing trend and shift is happening on the job market and lower-paid jobs are decreasing
as automation is increasing. This change affects mostly minorities and women, but there is
also a chance to re-train these people to the emerging white-collar jobs inside the company.
(McKinsey & Company 2023.) And when given an opportunity, people usually shine in their

work and are more committed to their employer as discussed previously in this Chapter.

McKinsey & Company (2022) found that diverse employees were disproportionally
experiencing work-related challenges 1.4 more likely and they even experienced gender-
based harassment. The pandemic has given rise to more race-based hostility at least in the US
according to McKinsey & Company’s (2022) findings, but a similar wave can be seen in Europe
and Finland in growing far right-wing opinions being normalized publicly (Henley 2023). And
because of this, it seems to me more important for companies to cater to a diverse staff,
because a workplace can be a safe haven for a diverse workforce and thus have them be very

committed to their employer.

At the rate that we are urbanizing, it is predicted that a new pandemic is not far away

according to Airfinity (2023b), a disease forecasting company tracking and predicting disease
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outcomes on the population level (Airfinity 2023a). This is because humans need more space
for food and housing development so we push ourselves more into animals’ territories by
cutting down forests. Living very close to lots of animals is a risk for infectious diseases and
so is living very close to other people. Most epidemics or pandemics start spreading efficiently
in densely populated areas. Airfinity (2023b) predicts that a new pandemic might loom just
ten years from now in 2033 with an almost 30% chance. We do have cases closer to home: just

this summer there are new bird flu incidents in Finland within mink farms (Kallionpaa 2023).

Businesses need to think about epidemics and pandemics more because they can happen
many times within one’s career, not just once in a century. An inclusive workplace can help
workers be more committed and want to work even if work circumstances are difficult, like a

global pandemic with lockdowns.

4 Management Theories

In this Chapter, | will go through important theories, with the leaders and management in
mind. | will also go through biases in decision-making and the most suitable ways to combat
them. | will elaborate on recruitment with DEI matters in mind and also how conflicts in

change are inevitable, but can be harnessed to the betterment of the organization.

Managing personnel and leading requires a different set of tools and capabilities on top of the
same ones needed to be a good co-worker and colleague, which are practiced by non-
management. Management and leaders need to understand how to diffuse volatile situations
and how to keep the working environment cordial and inclusive. They need to recognize
biases and combat them, they need to understand how to communicate DEI matters in every
situation to employees and see through all the DEI improvements, and also keep an ongoing
evaluation. (Chang, Milkman, Zarrow, Brabaw, Gromet, Rebele, Massey, Duckworth & Grant
2019; McGirt 2019.)

All my research sources on DEI agree that if management is not aboard the DEI program or
initiative and engaged in it, then it is going to fail. There will be no long-term benefits, if
management is not living the DEI program, leading by example and, also following through

the status of the program continually (McKinsey & Company 2022).
4.1 Recruiting theories

It is not enough just to recruit diverse talent and it is not enough to “just” recruit diverse
people according to McKinsey & Company (2020, 2023). The recruitment process also needs to
be impartial, so no biases can affect the recruitment (Kim & Roberson 2021 & Bazerman &

Moore 2012). Mosley-Williams (2023) also instructs that recruitment that starts with a good
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job announcement should be with inclusive language and without bias. The job announcement
should be posted in multiple outlets to get the attention of different people than before. If
companies want their diverse talent to be happy and stay with their employer, they need to
have a good working experience. This means there needs to be authentic inclusion, not only
recruitment. (McKinsey & Company 2020.) One way to also include the recruitment process as
a good experience is to make sure that the application review process is objective (Mosley-
Williams 2023.)

Companies that boast they have recruited diverse people to various positions and have those
recruitments in numbers, cannot boast that they have harnessed that talent unless the
workers are happy. Those DEI programs that only look at numbers: diverse people hired or
percentages, are not the whole answer, because there needs to be a comprehensive DEI
program with all the components of DEI taken into consideration. (McKinsey & Company
2020.) The three components of DEI reinforce one another so they should always exist
together in any company that wants to diversify their staff. But there is a place for having
metrics in hiring diversity. According to McKinsey & Company (2020), only two-thirds of
companies hold senior leaders accountable for their hiring practices and less than half of
companies see there has been no progress in diversity metrics in performance reviews.

Diversity goals should be followed and leaders held accountable continuously.

Recruiting diverse people should happen at all levels, but especially at business decision-
making levels. McKinsey & Company (2020) found out that if the core business leaders and
managers at every level were diverse, the DEI initiatives would be seen through better than if
there were no diverse management. More homogenous management seems to put the DEI
initiatives on the back burner and instead focus only on the business priorities. (McKinsey &
Company 2020.)

The DEI impacts are seen in employee retention and -happiness which mean less money spent
on recruitment and orienting new people. Content and happy people who are engaged are

also more resistant to change and thus are resilient workers in a hectic environment.

4.2  Bias in decision-making and work-life

We use biases and system 1 thinking to carry on in our daily lives. As introduced in Chapter
1.2 system 1 thinking is fast to process through the brain, it uses less energy and so is very
efficient. We are not conscious of it happening so it does not strain us. It is an old way of
thinking i.e. millions of years old way to see us through lives with predators and possible
dangerous situations. This way however does not serve us in modern work-life situations.
(Bazerman & Moore 2012.)
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Why is bias recognition and its’ correction so important to an inclusive work environment?
When the ego is stripped away from any person, and there is left an honest and sincere
person, who wants only good things to happen to all people, the work atmosphere will be
inherently better for all. When people have honest and good intentions and do not
discriminate, neglect, or have microaggressions towards other people, everyone can trust
that the messages are coming from a place of honesty. (Bazerman & Moore 2012, Kim &
Roberson 2021.)

Modern working life requires something different from us. We need to be good thinkers and
good leaders. To be a good leader and cultivate a fair atmosphere at work, leaders & workers
need to step away from the instinct of stereotyping people or using system 1 thinking. This
separation of the two thinking systems can be shown in a question: Do you want to make
split-second, too-fast decisions that affect other people at work, where you might be wrong
all the time, or do you want to think about what you are doing, and then make the decision? |
would think most people who want to be good co-workers or good leaders choose the latter
and would want to stop and rationally think about any important decisions they are about to
make. (Bazerman & Moore 2012, Kim & Roberson 2021.)

The road to recovery from system 1 thinking starts from realizing our biases. For us to realize
them, we need to get to know them. | will go through some of the most used biases in
working life that | see relevant to the Finnish laundries. There are dozens of known biases but
| have chosen four common biases to explain. | will share some of the best ways to do that.
When one recognizes these biases they can negate the effects and move towards a logical,

rational, fair, and inclusive way of working. (Bazerman & Moore 2012.)

In Table 1 | have compiled a list of the most common biases per Bazerman & Moore (2012) and

four which | will take into more close inspection.
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Vividness and recency | Anchoring

Availability/retrievability Conjuctive and disjunctive
events bias Availability

Insensitivity to base rates  Hindsight and curse of Affect heuristics
knowledge .
Representativeness

Misconception of chance | Overconfidence

_ . Confirmation heuristic
Insensitivity to sample size Bounded awareness

Regression to mean Framing and the reversal
of preferences

The conjunction fallacy Fairness and ethics in
decision making

The confirmation trap Making rational decisions
in negotiations

The escalation of Common investment

commitment mistakes

Motivational ans Negotiator cognition

emotional influences on
decision making

Table 1: Bazerman & Moore. 2012. The most common biases and four which were chosen for

further inspection.

The book by Bazerman & Moore (2012) is a good read. All the biases are best read directly
from their book, so | will not go through all the biases in this thesis. | will concentrate on
availability, affect heuristics, representativeness, and confirmation heuristic. These biases
were chosen for closer inspection because of how often they occur in working environments in
laundries. This is based on my experience and understanding of the working environment
after 10 years of working experience and through interviews and questionnaires. For example,
common mistakes in investments or negotiator cognition are biases that do not occur in

laundry work environments, or occur very rarely.

With availability heuristics people estimate the likeliness, frequency, or probability of an
event based on how readily available it is in their memory. Memories are more available if
they are vivid, bring about strong emotions and are specific. Boring, vague, or hard-to-
imagine memories are harder to evoke. This can show in a work context so that a boss will
evaluate a close-by sitting subordinate more critically than one that is sitting farther away. A
boss who has more interaction and sees more of the subordinate’s workings has a lot of vivid
and recent memories. This can be avoided if we understand that we think this way because
we can rationally and logically remove any fallacies from our evaluations for example when

we know this heuristic. (Bazerman & Moore 2012.)

Representativeness is to categorize people by traits of another individual and start
stereotyping a group of people. In work, this can show in rating performances of people
belonging to the same group thinking they all have the same traits. For example, all Swedish

people are very talkative so | wouldn't want to hire any Swedes to a job that doesn’t require a
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lot of talking, or think all Russians are untrustworthy and management doesn’t want to hire
any because they think all Russians are in this category or stereotype. This bias can result in
racism, so it’s important to recognize it and take people as individuals. (Bazerman & Moore
2012.)

Confirmation heuristic means that people tend to interpret evidence in such a way that the
outcome will favor whatever we were thinking in the first place even before seeing the
evidence. This can be called stubbornness as people who suffer from this bias may never
change their minds because they can always see the evidence in a light that favors their
opinion of the world. (Bazerman & Moore 2012.) A good example of this are many Trump
supporters who thought his daughter was kidnapped and a clone of her was on TV when she
agreed that the attorney general was correct about there being no election fraud. Supporters
could not see the correct way things were even with evidence because they were certain that
the election fraud happened. (Asher 2022.)

Affect heuristic is a way of system 1 thinking so that many things affect the person. An
example of this is a recruitment scenario where the manager has had a bad day; their car
broke on the way to work and they were late, then their whole day’s schedule was turned
upside down because of this. After an eventful morning and knowing they are behind schedule
they might feel angry and frustrated. A recruitment interview might not be a very fair one to
the candidate because there are so many underlying issues with the interviewer. This bias has
many things affecting, but the common denominator is that those many things affect the
person and then the situations at work might not go smoothly because of them. (Bazerman &
Moore 2012.)

Now that these biases have been introduced, it is easier for anyone to recognize them in one's

behavior and take steps to consciously unlearn them.

As with any good initiative or program, implicit bias programs should also be executed at:
- Personal level
- Group level
- Organizational level

Well-organized and effective DEI programs are multi-branched, meaning they reach multiple
levels in multiple ways in the organization’s matrix. Good programs concentrate on individual
barriers, but also group- and organizational barriers to inclusion as Kim and Roberson (2021)
reference from Kalev et al. (2006) research. Even good programs can have pushback, so there
should be a plan of action for the inevitable pushback and how to handle it with grace (Kim &
Roberson 2021).
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These are the same findings that a group of researchers discovered in their experiments.
Chang, Milkman, Zarrow, Brabaw, Gromet, Rebele, Massey, Duckworth, and Grant (2019) had
DEI training with a Fortune 500 company and over 3000 employees globally and studied its
effects afterward to see changes in attitudes. They found out that the best training should be
multipronged, diverse, and transformed along the way with previously discovered data and
needs per each company. As mentioned in Chapter 4, researchers in this experiment
reinforced the knowledge that DEI initiatives should have a good follow-up, and the results,
and data should be collected to know the effects in the company. Chang et al. (2019)
recommend experimenting with DEI trainings to see if improvement can be detected in fields

where it’s needed.

Some individual barriers are invisible to the people. It has been shown in studies that less
discriminated people aka white males are less likely to detect bias in the environment
compared to people of color or women, or women of color as white men have not been
targeted for racial bias as studied by Ashburn-Nardo et al. 2008 by Kim and Roberson (2021).
If there are discussions about discrimination, it can be that a very homogenous worker pool
does not recognize any discrimination in their organization, if the workforce is mostly white
males of similar age. This can happen even if this workplace had few people belonging to a
minority, and they have experienced a lot of discrimination. The voice of the minority
experiencing discrimination can be overlooked if the majority does not even recognize the
wrongdoings. This is a very important matter to consider if there is a survey of some kind and
most participants are white males and answer that they have not seen or experienced

discrimination. Because this does not mean there isn’t any.

When an organization has made some efforts toward an inclusive work environment or has
had some kind of DEI program, it makes the white decision-makers see less discrimination and
they are less attentive (Kim and Roberson 2021). This is a double-edged sword and a difficult
hurdle to cross: Even if a company had a program on DEI matters or one training, it’s not a
guarantee that the implicit biases are conquered. It means that there should not be just a
one-off program or training day to tick the box “we have had a DEI training”, but rather there
should be an on-going evaluation that requires attention frequently. (Kim and Roberson
2021.)

4.3  What can be done to combat bias?

There are many ways to try to alleviate the impact of biases. Kim and Roberson (2021) have

suggested seven methods to do this based on research.

- Stereotype replacement
Just being aware of one’s thoughts and recognizing them. This helps in battling the

stereotyping and not giving into the wrong mode.
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Counter typical examples

Show admired people of minorities. Show people in minorities in valued positions and
titles to normalize this set-up. Representation matters.

Expand and diversify one’s network.

Some employers who have a youthful target audience recommend this to their
workers.

Individuate outgroup people

Get to know outgroup people better. Learn tidbits about their lives, hobbies, etc.
Peel away the stereotype and replace it with knowledge about that person and their
life.

Perspective-taking

To think and write the feelings and thoughts of another person. This helps the writer
to see the points of view from another perspective and lessens the stereotyping. This
kind of exercise can increase a sense of closeness to the outgroup member.

Increase structure

Decision-makers often make recruiting decisions based on specific demographic
attributes, having the assumption that the candidate will better “fit” the
organization. This method encourages the decision-maker to write down clearly and
specifying selection criteria for the employee. Removal of certain attributes from the
resumes is recommended: Race, gender, age. Hiring criteria should be specified
ahead of time and there should be a structured set of questions for future employees
to be asked in an interview. This is to ensure all those listed attributes are being
asked about from all interviewees and so that the interview is not inferior to the
standard needed. This method also helps in removing bias from ingroup members for
example in promotions inside the house. Studies have shown that hiring criteria are
looser to ingroup members, so increasing the structure will ensure the promotion is
going to the correct person.

Increased structure can also be used for meetings and group decision-making
techniques so everyone is heard and has an equal way of participating.

Increase accountability

When decision-makers are accountable to someone, they have to justify their
decisions to someone. This reduces the likelihood of bias. This method has been
shown successful in studies to increase rational and careful processing and decrease
any stereotyping. It has been shown that DEI programs are more successful in
increasing minority workers in management when more accountability is in place

because hiring people are accountable for their decisions to others.
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Mosley-Williams (2023) also recommends combating bias by standardizing the interview
process with a question template to use. The way to interview should be also the same to all

whether it be in-person or virtually.

According to Kim & Roberson (2021) even if there is a good program in place, one of the most
important skills is having good interpersonal skills. They feel that the identification of our
biased thoughts is a critical skill to have and learn, so that needs to be addressed in any
program a company has. The best way is to show examples of behaviors and comments that
are biased and the cues on how to identify them. Any DEI or bias training should guide the
employees in how to confront bias and give a common framework and language to use in

these situations so they know what to say and how to act.

Different aggressions happen with biased people without them understanding that they are
being racist or dismissive. Kim & Roberson (2021) call these expressions and transgressions of
implicit bias as bloopers. In Finnish, they would be called letting the frog out of your mouth.
These aggressions leave the hearer doubting the other’s intention and even if the biased
person thinks they are only complementing the recipient, this is not the case. People can
believe they mean well and are well-mannered. Being confronted about their bias when they
think they are well-meaning can leave the person complementing, feeling threatened and it

can create a dissonance in their self-perception.

Interpersonal skills are important in interaction if bloopers happen, be it intentional or
unintentional. Even with an unintentional blooper, interpersonal skills play a role in how to
handle the situation. Because the situation can be very uncomfortable for both parties, it
needs to be diffused properly. The person with a bias needs to be trained in how to handle
themselves. Kim & Roberson (2021) have through their studies concluded that the best way is
to take responsibility for one's actions in words and apologize sincerely. These skills can be

attained and improved through behavioral modeling.

Through implementation intentions practices behavior can be modeled. These behavior
scenarios are best acted out with a script. This helps the common language and makes all
people more prepared to identify bias, act on it, diffuse a situation, and not just be a
bystander. One goal is also to have a sincere attitude change for those people who have
strong biases. Proper inclusion in the workplace needs to have all workers at all levels equally
trained on these matters. All these ways need to be put through a think tank and think about
which means are best suited for their organization. Good programs have multiple ways of

training. (Kim & Roberson 2021.)
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4.4 Engaged management

As discussed in sub-Chapter 3.2 employee happiness is closely entwined with engaged
management. Good manager can keep their team happy if they are invested and engaged in

what happens in the workplace.

There are many studies including Chang et al. (2019) & Mcgirt, (2019) where there is doubt
that DEI initiatives even help companies. Are the initiatives just made to fail from the start?
Management needs to make sure that the suggestions will run through the whole company and
all its tiers. It seems many companies have started good initiatives, but nobody really sees
them through. This can be from a lack of responsible persons e.g. sustainability leaders, DEI
officers etc. When it is no one’s job to check the implementation of initiatives and nobody to
follow the plans through, the initiatives will have been presented but not taken into use. If
already resolved initiatives are not put into action and seen through into everyday work, it is
a waste of resources, probably also a loss of money if the initiatives came from a consultant

company, and a loss of potential.

Loss of potential | consider a big loss because part of the hard work for having good DEI
practices has already been done at that point by research and thought work on the initiatives.
If a company has seen the trouble of researching the current state of DEI affairs and figured
out what things need to be improved in their current situation at the workplace, it is really a
big waste of everybody’s time and effort, if the initiatives or plans of action are not seen

through by someone responsible for them. (Chang et al. 2019.)

A company can have responsible people appointed to see through the DEI initiatives. DEI
management is still a bit of a new idea; only one person who is solely responsible for DEI
matters in a company. From S&P 500 index companies only 47% have a Chief Diversity Officer
(CDO). Because for many companies for example (CDO) positions are new, many are lacking
sufficient data from their company e.g., demographic data to ease their work and also
resources and organizational support. (Paikeday 2019.) Many companies do not prioritize DEI
as a business priority, which they absolutely should, based on all the data supporting DEI

improving business outcomes (Paikeday 2019 and McKinsey & Company 2020).

Paikeday (2019) further elaborates that interviewed leaders said that diversity and inclusion
came last in their respective companies’ business priority lists. This means other leaders in
the company might not be on board with the same issues, if it is not a high priority. It has
been shown that if the company’s top management is not committed to supporting the
necessary changes throughout the company at all levels, a change is not going to happen. This
also includes middle management, which is sometimes forgotten. (Bourke et al. 2018.) If

managers in charge of DEI matters do not get support internally from their company, and also
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do not have enough resources to implement the change to shift into a more diverse, equal,

and inclusive workplace, the set goals are not going to be achieved. (Paikeday 2019.)

Happily, there is research that can help management to be successful. McKinsey & Company
and the World Economic Forum (2023) followed through global DEI initiatives in different
companies. These cases were real-life initiatives in the companies and they submitted the
initiatives themselves to McKinsey & Company and World Economic Forum to be evaluated.
This project was called DEI Lighthouse Program and its purpose was to share the best
practices from the best global cases so other companies and organizations could benefit from
all the knowledge gathered. McKinsey & Company and World Economic Forum (2023) had four
key criteria in evaluating all cases. A panel of DEI experts with diverse backgrounds and

expertise were judging all admissions. Below are the four criteria.

Significance
Quantifiability
Scalability

N w NN -

Sustainability

When these were achieved at a high level the DEI program was deemed to be successful by
the panel. 15 cases were chosen from all the submissions. These were researched further to
see the common factors. The initiatives need to have a big enough impact on the people
affected and or big enough impact of changes. They also need to be measurable so impact
could be tracked, and there needs to be clear metrics. Measurability allows easier
accountability. The panel also judged how scalable the initiatives were, meaning the
initiative could be used outside the organization and could reach a broader impact. Lastly,
the panel evaluated the possible long-term path of the initiatives, and how sustainable they
were in the long run. Below in Figure 4 are the five common success factors in the initiatives

that the panel found. (McKinsey & Company and World Economic Forum 2023.)

First in the success factors is understanding the root cause. There needs to be an
understanding what are the issues in the organization. Secondly, there should be a clear
definition of what is to be achieved and in what time frame. Thirdly, there should be
accountability for each goal set and owners to every program. Leaders should lead by
example so the rest of the organization will follow. Fourthly, the solutions in the programs
should be designed so that they touch on the issues found in the first point. Lastly, all
programs or initiatives should have rigorous tracking and course correction based on the
tracked data. Key performance indicators should be tied to the success of the programs.

(McKinsey & Company and World Economic Forum 2023.)
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Figure 4: McKinsey & Company and World Economic Forum. 2023. The DEI Lighthouse Program

with five common success factors.

McKinsey & Company and World Economic Forum (2023) say that every company should think
of these five elements through their own organization and make it their own, because there is

no “one-size-fits-all” solution.

4.5 Change management and transformational leadership

Dr. Phil famously said in his program that “the best predictor of future behavior is past
behavior”. For change to happen, something needs to be changed that did not happen before.
How this relates to companies is that no company can expect changes, if they actively don’t
do anything differently than before. Change management is to carry out any changes going
through the company. Starting a journey to improve DEI matters in the company needs a
program. Yes, it may be called a DEI program but it is still a program that creates change in
the company. This is why companies need to understand change management and

transformational leadership.

Gupta, Sihag, and Singh Pangtey (2023) state in their article that two-thirds of change
programs fail because employees do not react to change well and they do not continually put
into practice the changes wanted by the company. Bourke et al. (2018) have highlighted the
role of middle management and everyone agrees that if the top management is not on board

with the changes, the initiatives will certainly fail. Change is scary to people and many want
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the status quo, so to mitigate negative feelings arising from employees, there needs to be

excellent leadership and management.

Management should be differentiated from leadership as stated by Dr. John P. Kotter (2012)
who introduced us to the award-winning 8-step process to lead change originally in 1996,
shown in Figure 5. According to Kotter (2012) implementing a change through an organization
successfully, is not just change management, but specifically leading change. This is a much-
used process and one of the biggest theories in leading change. Through my studies, research,
and experiences at work as a project manager, | see there is a place for both. Good
management is everyday organizing, problem-solving, monitoring, planning, budgeting, and
providing procedures to help people execute needed tasks to advance the change. A leader on
the other hand is a communicator of vision and strategies, they are a motivator and inspire
people to overcome barriers in the change initiative. Leaders also establish a direction and
help staff achieve the vision by giving them strategies for the changes. Vision is often further
in the future and leaders are those who look ahead, not only a monthly budget. (Kotter,
2012.)

Leaders do not involve themselves in the daily maintenance work of keeping the change on
course. But leaders produce change nonetheless by being innovative and having new ideas,
and having that vision. Management is there for day-to-day guidance and they are the
dependable consistent producer of short-term results to all stakeholders in a change project.
(Kotter 2012.) Because both leaders and management are needed to make changes happen,
both of these two should be present in any change initiative and that’s why they are also
closely intertwined. Leaders need reliable and competent managers to execute the initiative

towards the given vision.

Below is Kotter’s (2012) 8-step model for change in Figure 5. Kotter goes into great detail to
describe all the needed steps that are in his 8-step model and why it’s important to go
through the steps in order and not skip any steps as they have been studied and tested. But
he also explains issues arising from his clients' change programs where they might have
skipped a step or ran the model in a different order. From real-life samples introduced in
Kotter’s (2012) book, it’s easy to see why the steps are in this order and why all of them are

needed.



1 Establishing a sense of urgency

+ Examining the market and competitive realities
+ ldentifying and discussing crises, potential crises, or major opportunities

v

2 Creating the guiding coalition

+ Putting together a group with enough power to lead the change
+ Getting the group to work together like a team

:

3 Developing a vision and strategy

+ Creating a vision to help direct the change effort
+ Developing strategies for achieving that vision

v

4 Communicating the change vision

+ Using every vehicle possible to constantly communicate the new vision and strategies
+ Having the guiding coalition role model the behavior expected of employees

-

5 Empowering broad-based action

+ Getting rid of obstacles

« Changing systems or structures that undermine the change vision

+ Encouraging risk taking and nontraditional ideas, activities, and actions

v

6 Generating short-term wins

+ Planning for visible improvements in performance, or “wins”
+ Creating those wins
+ Visibly recognizing and rewarding people who made the wins possible

-

7 Consolidating gains and producing more change

* Using increased credibility to change all systems, structures, and policies
that don''t fit together and don't fit the transformation vision

* Hiring, promoting, and developing people who can implement the change vision
* Reinvigorating the process with new projects, themes, and change agents

v

8 Anchoring new approaches in the culture

* Creating better performance through customer- and productivity-oriented
behavior, more and better leadership, and more effective management

* Articulating the connections between new behaviors and organizational success
* Developing means to ensure leadership development and succession

Figure 5: Kotter. 2012. 8-step process to leading change.

Bourke and Dillon (2013) have done research on DEI in companies and leadership as well and
have put together a framework for inclusive leadership which is a style of leadership under
the umbrella term transformational leadership. Anyone who covets to be a transformational

leader needs to understand inclusive leadership as shown in Figure 6.

37
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The Deloitte Inclusive Leadership
Competency framework

2. Advanced proficiency
Example behaviour
Displays inclusive
behaviours that

exemplify the values

of the organisation

Measurement
360° feedback

3. Mastery proficiency
Example behaviour
Identifies and creates opportunities for diverse
team members to work together to solve problems

1. Basic proficiency
Example behaviour
Provides diverse talent with development
opportunities through a mentoring program

Measurement

Number of projects identified
Measurement

Representation of diverse talent in
mentoring program

Figure 6: Bourke and Dillon. 2013. Inclusive leadership competency framework.

Bourke and Dillon (2013) wanted to visualize a framework for developing inclusive leadership
so that it can be also measured. There are three steps in proficiency in inclusiveness. Each
step has clear goals to achieve and also how the success is measured. When these parameters
are measured, there is a possibility to gather DEI data from the leaders. Tangible data can be
followed and it can show how well a leader is performing with DEI in mind. These metrics are
good to have if a company wants to reform and have a DEI strategy as discussed in Chapter

4.4. If management is not on board with the changes, they will not happen.
4.6  Conflicts in change

Conflicts are inevitable when there is systematic change as people fear change. This is
hardwired to humans because we have needed to be vigilant to any changes as it may require
a reaction to save our or our familie’s lives. But we humans need to know how to deal with

change so we can be okay with change and even start to feel positively towards change. Rossi
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(2021) encourages us to change our perspectives on conflicts, mitigate the negative
consequences, and bring out the possibilities and understanding but also create new action.
Rossi (2021) recommends bringing the conflicts out into the light so people and the
organization can learn from them. She paints us a picture where the conflicts are on a line
and the further one person goes on the conflict line, the more powerful emotions occur. She
goes further to say that conflict is an experience of oneself, as a human, with their identity,
differs from someone else or if one cannot act or function according to their values, or mode
of operation. For example if one values more simple life with no smart electronics, having to
use more advanced tech at work might bring about powerful negative emotions like irritation,

anger, fatigue, indifference, and being disheartened.

Rossi (2021) elaborates that there is always an element of power in conflicts: someone or a
group has more power, for example, status, to decide whose values are being used in
decision-making. In a work context, this can be a supervisor or high management who is
making decisions based on their own or the company’s values, processes, beliefs, and goals.
So conflicts and how people react to them always go back to the experiences of a person.
This is why management needs to understand change, conflict, and leading. It is important
too for the other staff to learn these similar skills as when they understand these, changes in
their environment will not induce fear, and if the DEI matters are well in order the reaction
to change can be even less, as the staff feels they belong and will be involved in the change

somehow.

5  Summary of key theories

Here | will summarize the key theories in this thesis. The used theories are intertwined
together and around DEI matters. All of the above theory framework is needed to help in
understanding why DEI matters are good for the company, what is DEI, and how to improve

the company towards a more diverse, equitable, and inclusive workplace.

| discussed the benefits of DEIl to companies in Chapter 3.1. One thing that most company
heads will understand from DEI research if nothing else, is that having proper DEI strategy and
programs brings about cold hard cash into the company. Companies can through DEI have a
more diverse staff which will bring about different ideas, experiences, and problem solving
but also a better understanding of a diverse customer base. When workers are happy they will
stay with their employer longer as discussed in Chapter 3.2. Workers are happy when they
feel included, appreciated, and heard. Also, it is recommended to include workers in any big

decision in the company and ask their opinions as discussed in Chapter 3.2. and 4.2.
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The business world can be tough if a company is not willing to change with the times. This is
why it is important to understand change, change leading, managing it, and how to mitigate
the possible negative feelings arising from change as discussed in Chapters 4.5 and 4.6.
Management needs to have good tools to be able to navigate through changes with their staff
and themselves as well. Management needs to understand their very important role in being
the supporters of the change. As shown in Chapter 4.4 management needs to be engaged in

the change or the change will not happen.

COVID-19 brought about uncertainties and changes to working life and the future might bring
more uncertain times as discussed in Chapter 3.3, which is why good workers can be kept
through equity and inclusion. When taking into consideration workers' different needs, a
company can still have a diverse thought force and turn a pandemic into a good account. |
have shown in Chapter 4.1 why it is important to know how to hire a diverse workforce and

also how to do it. How to do it is also discussed in Chapter 4.3.

One thing that is hard to change is our thoughts. This is why it’s important for all to
understand implicit biases and the steps towards acknowledging them, combating them, and
evolving into a more logical, rational, and fact-based decision-maker as discussed in Chapter
4.2. All the theories are important to be able to make DEI part of a company’s strategy and
way of working. The theoretical framework will guide anyone towards understanding DEI and
why it’s important in business and to people working in those businesses. Below is a model of
how different aspects, actions, and potential outcomes are connected to each other and DEI

through the theoretical framework.

Potential ; ! .
outcomes § Aspects | Actions
Race / sex / .
ability B]a§
‘ L training
Attitudes + A
Happy employees
Belonging /. .
Better retention Conflicts Leading
' 4 x change
Less conflicts
Resilience
Enablers Change
management

Management /
leaders as
enablers
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Figure 7: Theoretical framework connections to each other and DEI.

6 Research methods

In this thesis, | am using qualitative research methods. More on what | have used and how is
explained in the research process in Chapter 7. Qualitative research is a study of the way
people see their own experiences in life and how they can express it with their own words
from their own minds. This makes the data a narrative of the people. A narrative is an
account of a person’s real-life events. This is most common with interviews. Narrative can
also be diaries, letters, or non-verbal forms of people’s communication. (Elliot & Timulak
2005.)

Elliot & Timulak (2005) describe qualitative research as descriptive, which means it is
depends on linguistics more than numerical data. However, in the DEI audit tool, there are
numerical values given to every issue, so some numerical data is calculated for this thesis.
Even though there is numerical data, the broad research method is still qualitative as the
sample size is not big enough to make any reliable quantitative data analysis. Qualitative
research can have quantitative content and thus research can be a mix of quantitative and
qualitative methods, as Galletta (2013) describes. Quantitative data can be used to bring out
the issues from the data for development. Cropley (2022) says qualitative research is
interested in the patterns that form from the gathered data. Galletta (2013) writes that
quantitative data can be used as a tool to help bring the patterns from the data and that data
can be researched with qualitative research methods. Since the business unit managers’
evaluations were followed by interviews, the same quantitative data could have also been

acquired verbally/orally.
Cropley (2022) describes three main weaknesses of qualitative research:

- Arbitrariness; Qualitative research seems to some to depend as much on the
inventiveness and fantasy of the researcher as on hard facts.

- Lack of objective proof; Qualitative methods do not permit the testing of hypotheses
via objective statistical procedures.

- Banality; Qualitative research is accused of doing no more than repeating what

everybody already knows.

These above-listed weak points Cropley (2022) suggests should be dealt with the scientific
rigor that meets proper scientific standards. | have used in this thesis Cropley’s suggested
methods to overcome the pitfalls of qualitative research: | have used multiple sources to

validate the theory base and suggestions. | have not merely repeated what everybody else

knows, because | have conducted interviews with people who have not been interviewed on
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DEI matters before. Cropley’s (2022) statement assumes everyone knows the research subject
as well as the researcher, which is not true. Work environments have changed, and people
are expected to be busy with their own field of work. So, people have no extra time to delve
into other subject matters but their own. Other peoples’ research helps in that they can bring
the knowledge in a nice tight package to the working environment in a way that suits that

workplace.

6.1  Semi-structured personal one-to-one interviews

The most common ways to obtain data and information through qualitative research are semi-
structured and structured interviews, according to Elliot and Timulak (2005). Participants are
asked to explain and elaborate on some specific experience and subject. A good way to have

a good rapport during the interview is to provide the interviewees with a list of the questions

beforehand. (Elliot & Timulak 2005.)

There are many ways to conduct interviews. Kothari (2004) describes personal interviews as a
rigid procedure that is carried out in a structured way. However, Walle (2015) lists four main
categories: structured, semi-structured, unstructured, and computer assisted interviews.
Unstructured interview by definition is not structured and involves open-ended questions for
the interviewee. Semi-structured interview is only partly structured, so they are not as rigid
as Kothari (2004) mentions. Galletta (2013) sees endless possibilities in semi-structured
interviews, as the researcher can focus on theory-based issues and still focus on the lived

experience of the interviewee.

A structured interview is the most efficient in time and money spent but can be so rigid that
the participants don’t have the freedom to elaborate on the issues asked. Questions need to
be very specific to the issue, so prior knowledge is needed from the interviewer to form the
questions. If the questions are done by others, the interviewer does not need so much skill as
the interview can be conducted just by asking the questions made ready. (Walle 2015 &
Kothari 2004.)

According to Elliot & Timulak (2005) and Walle (2015), the interviewer needs to have training
and skills in open-ended interviewing. Very skilled interviewers can cost a lot of money
especially if the skilled interviewer needs to be hired outside of one’s organization. The
interviewer should leave room for open ended-questions in semi-structured interviews. The
interviewer and or researcher needs to study all the pros and cons of each type of interview

and then decide on the appropriate method to use (Walle 2015).

In Newcomer, Hatry, and Wholey’s (2015) book Adams (2015) recommends using semi-
structured interviews if the issue at hand is new and unknown, and needs good probing,

interviewees would not be comfortable in opening up about the issues asked in a focus group
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setting and there is need to get the opinions of administrators. These parameters are just a
part of the settings Newcomer et al. (2015) is recommending why to use semi-structured

interviewing as methodology.

In interviews, the success of the mode of communication depends on multiple factors. Natural
communicators with plenty of rehearsed time with video interviewing, do not suffer from the
ill effects of video interview mode. This aspect can affect people who are not natural
communicators or the video platform used is not familiar. Good rapport is made possible by a
good quality computer and good software to conduct the video interview (de Villiers, Farooq,
and Molinari 2021).

1. Capacity for immediate Message
feedback
2. Diversity of cues
3. Personalization
4. Language variety
. Video .
Interviewer(s) - > - > Interviewee(s)

communication
channel(s)

|

1. Channel experience
Discussion topic

2

experience
Communication

(%)

context experience
4. Communication
participants experience

Figure 8: de Villiers et al. 2021. Social, relational, and cultural context in online video

interviewing.

The richness of a medium is the function of the following four factors such as the capacity for
immediate feedback, the diversity of cues, personalization, and language variety as explained
in Figure 1. Therefore, using a diversity of cues, personalization, and language variety
represents useful techniques in maintaining rapport with our interviewees (Daft & Lengel
1986, cited in de Villiers et al. 2021).

More tech-savvy people benefit from their experience with computers as all the technical
aspects can be run smoother compared to a novice with computers. A high-resolution camera
is also needed as in video communication facial cues and body language is needed to be seen

to have as authentic interaction as possible. Most authentic being face to face in person. All
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these aforementioned issues have a big effect on the smoothness and richness of the

interview (De Villiers et al. 2021).

The speed of the internet connection also has an effect on video interviews. The richness of
the interview is lost if the possibility of proper visual and verbal communication is made more
difficult by a poor internet connection. It has an ill effect on the interview even though the
interview was rehearsed beforehand. Richness means experience with the used channel, the
topic under discussion, and the communication context. In Addition communication
participants are instrumental in shaping the perceptions of video communication as pointed
out in Figure 1. All of these aforementioned things that need human interaction during the
interview, need a camera on so the interviewee and the interviewer can see each other (De
Villiers et al. 2021).

6.2 Questionnaire

Eriksson and Kovalainen (2016) underline the importance of letting the interview participants
know what they are participating in in advance. The interviewer has a responsibility to open
up the use of the gathered data and to explain to the interviewees how their answers are

used and how it will benefit the company they work for (Eriksson and Kovalainen 2016).
6.3 Deductive research method

Bingham (2022) describes that all qualitative research data is in two main categories:
deductive and inductive. For my research, the deductive method is more suitable. Deductive
analysis is generally the application of theory to the data to test the theory. Deductive
analysis can help sort data into categories (e.g. interviews), organize data so that it aligns

with research questions, and apply theoretical or conceptual frameworks. (Bingham 2022.)

The DEI audit tool (life labs) is already organized into categories, so part of the deductive
work has already been done, so no need for preliminary inductive work to be able to arrive at

organized data according to Bingham (2022).

7  Research process

| approached the Finnish head of HR for my thesis idea. The head of Finnish HR identified the

research participants as the research needed to consider only Finnish laundries.

| chose to use semi-structured and one-to-one personal interviews with deliberate sampling
and a structured questionnaire with the same question base as in the semi-structured

interview for my primary data collection. This is what | chose, so | could acquire additional
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information in case interviewees wanted to elaborate. | felt | would have missed possible
critical information if there had been no room for additional questions and discussions with

the interviewees.

Because of my ten years of work experience at the case company, | have personally spoken to
and met all except one interviewee and | have had correspondence with most of the
questionnaire participants. This helped almost all participants to be more relaxed and the

atmosphere was cordial.

COVID-19 has changed the settings of how work is conducted. Previously | travelled more and
had meetings with people in person. | could have done the interviews in person, as this thesis
was ideated in the autumn of 2021. But as lockdowns were implemented in Finland and the
recommendations for not meeting people in person became the new norm until the virus was
more researched, |, with other white-collar or knowledge workers started to work almost
completely remotely and online. This transformation was also made at Lindstrom and the

meeting protocol was changed within a month.

At the time of the interviews, spring 2023, the custom of working remotely and having video
meetings was very well established at Lindstrom and the most used meeting method for

people not working in the same building for the last three years.

| used comparative analysis for all the data from interviews and questionnaires. Comparative
analysis was chosen as a method because | needed to compare the data received from the
business unit managers to the data from the laundry managers. | needed to see if there were
any differences in any of the evaluations because that would have indicated that something is
not seen in the same way by the laundries and business unit managers. On the other hand, |
needed to have validation to the business unit managers’ answers from the laundries. Meaning
if the answers from both were along the same line, it would have meant that the issues were

seen in the same way, and | could be certain of the issues that needed improvements.

7.1 Selecting of the pre-interview questionnaire (DEI Audit Tool)

| chose the DEI audit tool as the basis for my interview because | had already used it before to
analyze DEI matters as described in Chapter 1. Because | used the tool before, | had good
experience with how well it worked. | found the DEI audit tool to be a good all-around
questionnaire for gathering the base level of DEI matters in Finnish laundries. Kothari (2004)
recommends the classification of data to data analysis. The DEI audit tool already has five
main themes classified to ease analysis into categories. The same themes are used in the

results in Chapter 8.
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7.2  Interview campaign

De Villiers et al. (2021) recommend using video technology for interviewing in case the
interviewees are diverse and dispersed. One-to-one personal interviews via a video platform,
Teams, was chosen as the interview method because all the participants in the interview

campaign were dispersed geographically across Finland.

Walle (2015) recommends preparing for interviews by discussing with the stakeholders who
use the research results. In my case, this was the Finnish head of HR. We established goals for

the interviews in Teams calls and emails.

The case company wanted me to interview all business unit managers and all the laundries in
Finland. As discussed in Chapter 1.4 Lindstrom has 24 laundries and six business units in

Finland. In the scope of this thesis, it was not feasible to interview all business unit managers
and all the laundry heads. It was agreed with my thesis supervisor that the scope of the thesis
better accommodated six business unit managers’ interviews and one mutual interview for all

laundries. All together it would have been seven interviews.

The schedules of the laundries are hectic and it turned out that we were unable to agree on a
mutual date in the next three months that would suit enough people to get a good enough
interview. My thesis supervisor and | agreed to send the same questionnaire which was used

as a base in the semi-structured interviews to the laundries to fill and return to the author.
7.2.1 Selection of interviewees

The interviewees were chosen based on their position and title in the business units. To
acquire the information from the business units and their laundries | needed the correct
people in positions of leadership. Business unit managers are the highest authority per
business unit, so it was natural to get their views on the DEI matters as they handle issues of

the whole business unit and also the laundry.
7.2.2 Interview process

For my research, multiple points from Adams’s (2015) list of when to choose semi-structured
interviewing as a methodology for research were fulfilled. So choosing semi-structured
interviewing as a method was well-founded. Eriksson and Kovalainen (2016) say that in an
interview setting it is important to let the participants know what they are participating in as
mentioned in Chapter 5. | sent the DEI audit tool to every interviewee beforehand and asked
them to fill out the tool. | requested them to send the filled-in tool back to me via email
latest a day ahead of the interview. | asked for this arrangement so that | had time to go
through the DEI audit tools properly, make notes, and prepare my interview questions per

each interviewee based on their evaluations. (Eriksson & Kovalainen 2016.)



47

First, | arranged a Doodle to fix a few dates to conduct the interviews. Doodle is an online
meeting date arranger, where the arranger suggests dates and times and the participants can
choose from the options given a suitable time and date for their meeting. Few participants
found a time and date with Doodle. For the rest of the interviewees | arranged meetings via

email to suit their calendars better.

Eriksson & Kovalainen (2016) recommend transcribing interviews so the data can be visited
later at all times. All the interviews were recorded via Teams. Recordings were saved only in
authors’ personal space, so no leak of personal data could be possible. Eriksson & Kovalainen
(2016) say it is important to keep the personal identificators safe in research material. All
saved recordings had a transcription mode on, so all interviews were transcribed and they
were saved in the authors’ personal space. Interviews were held in English because the DEI
audit tool is in English and my study program is in English. This suited all the participants as

their English skills are at a high level. All interviews were transcribed in English.

In my research, there was not so much preliminary information on the DEI subject matter
before the interviews, so it was better to choose a ready-made interview and questionnaire
base a.k.a the DEI audit tool. Then | used a semi-structured interview method to get
additional information in the subject matter if interviewers elaborated on any subject
matter. | asked additional questions if any subject needed it. These additional questions were

not planned beforehand.
7.3 Structured self-report questionnaire campaign

As established earlier in this Chapter, the interviews with the laundry heads did not
materialize. So, | needed to find another way of collecting the input from the laundry heads
to validate the business unit managers’ answers and have the data comparable. To be able to
compare the business unit managers’ answers, there needed to be the same questions. I,
together with my thesis supervisor, decided to use the DEI audit tool for the questionnaire as
well. The laundries are all across Finland, so a questionnaire via email was an efficient

method to gather the needed data.
7.3.1 Selection of people for self-report questionnaire

Laundry managers or production managers were chosen to answer the questionnaire because
of their position in the laundry. Laundry managers or production managers are the highest
authority or authorities in the laundries to decide on day-to-day decisions, problem-solving,
and recruiting. So, they extended my understanding of all possible issues emerging from

business unit managers’ interviews.
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The titles differ from laundry to laundry because each unit is organized per each unit’s needs.
So | am using different titles from the heads of the laundries because even if they have very
similar job descriptions, the responsibilities can vary a little bit. In some laundries, there is
only one responsible manager and some laundries can have two responsible people for each
function. By functions | mean all the different services. Laundries may have different
responsible people for each function, or one person responsible for multiple functions. All

Lindstrom heads of laundry functions were sent the questionnaire.
7.3.2 Questionnaire process

After it was established with the participants of the questionnaire that there was no
possibility to get a mutual meeting with laundry heads in the time frame needed for this
thesis, the DEI audit tool was sent to all laundry contacts and it worked as the questionnaire
base. No changes were made to the original DEI audit tool themes or individual issues.
Participants of the questionnaire were informed that the business unit managers were still
interviewed and that laundries’ replies for validation could be done by the DEI audit tool

electronically via email.

| could not ask the additional questions in person from the questionnaire participants in the
same way | could for the business unit managers in the interviews. But, | encouraged the
laundry heads in my emails to elaborate on any part of the questionnaire they felt needed
clearing up or further explanation. | also gave an option for me to help with the questionnaire
should it be too difficult to answer in case of a language barrier. | offered additional help to
fill out the questionnaire via video meeting, but no one needed this option. | received six

replies and two of them were elaborated questionnaires and no need for help with language.
7.4  Anonymization of gathered data

Cambridge Dictionary defines anonymization as ”the fact or process of removing any
information that shows which particular person something, particularly something such as a
record on or message from a computer”(Cambridge University Press & Assessment 2023). It
was important to make the gathered data anonymous and randomized, so as not to reveal the
identities of the participants. Eriksson & Kovalainen (2016) say it is essential that the
identities of the participants are not revealed and any personal information from the
gathered data should be removed. This is because the interviewees were business unit
managers and the participants of the questionnaire were laundry managers or production

managers working directly under business unit managers.

If the data was not be anonymous, it could compromise getting honest answers from the
questionnaire participants for worry of repercussions. In Newcomer et al. (2015) book Adams

(2015) explains that it is easier to get an in-depth answer in a semi-structured interview
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setting rather than in a focus group setting where people might not want to reveal their true
thoughts. It is harder to get honest feedback, especially if it is negative if there is a
possibility of negative consequences to the subordinates of the business unit managers.
Business unit managers are direct line managers of the laundry heads. | have also made the
business unit managers' answers random and anonymous to keep the same data manipulation
method throughout the thesis and also make sure their answers were anonymous even if they

were not so sensitive to the data being personified.

| used a website Number Generator (2023) to randomize my data. | had the interviews and
questionnaire answers in an order of interview and questionnaire answer by date. The first
interview was number one and the first returned questionnaire answer was number one, etc.
These numbers | put into a randomizer and received new random numbers. Interviews and
answers to the questionnaire are used in the new order given by the number generator in this
thesis. This way data is used anonymously and people cannot deduct answers by their

numbering.
7.5 DEIl audit tool analysis

| analyzed the DEI audit tool data by going through the evaluation numbers given by interview
and questionnaire participants. | have collected numerical evaluations from the interviewees
and questionnaire participants per each themed section and each individual issue. The aim
was to find the outlier numbers from the DEI audit tool so | could identify issues that people

at the case company knew to be at a poorer level and needed development.

| have given attention to those issues that are valued at 3.00 or below and those were
targeted in this thesis for development. The highest scores meant those issues were already
at a good level, participants had mainly good things to say and needed no further

development in this thesis.

In addition to analyzing the numerical values and mean for every point in the tool, |
calculated the mean for every issue per participant group. | calculated the mean for business

unit managers and laundry heads separately to see if the values fall into a similar vein.

| also calculated the mains for the five main themes in the DEI audit tool, to get an idea if
there were broader issues per theme that needed improving. | again handled the answers of
business unit managers and laundries separately, so | could see if these have any differences
or if they noticed the same issues. However, | also calculated an overall mean for the themes
on all evaluations. | wanted to validate the answers of the business unit managers with the
laundry answers and vice versa. The purpose of this was to ensure that the areas that seemed

to need development would be the correct ones.
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| analyzed the elaborated answers that two of the DEI audit tools had. These answers were

taken into consideration in a similar way that | went through the interview transcripts.

8 Research findings and improvement suggestions

In this Chapter, | will go through the findings from the interviews and the DEI audit tools. |
will present the numerical data from the DEI audit tools and highlight issues emerging from
the interviews and the elaborated DEI audit tools. | have divided the chapters into the same
themes as in the DEI audit tool. Improvement suggestions are given by theme and according
to findings. In the Chapter 8.7, | will present general improvements for the case company to
use. Before the themes, | will go through the general situation with the given values from the
DEI audit tool. Other issues that stemmed from the interviews and DEI audit tool
questionnaire | will handle after the DEI audit tool themes. | have lifted a few quotes from

the interviews and from the elaborated DEI audit tools to show the voices of the participants.

There are altogether 12 responses to DEI audit tools, six from the business unit managers and
six from laundries. All business unit managers participated in the interviews and filled out the
DEI audit tool. Six laundries out of 24 answered the DEI audit tool. Generally, all themes’
calculated mean was above average value ranging from 3.45 to 3.51 as seen in Table 2. There
are however differences between the responses from the laundries and business unit

managers. This shows that issues are sometimes seen from different points of view.

Three themes were given the lowest evaluation only once, learning and growth received the
two lowest evaluations, but recruiting and hiring got five lowest scores. In Table 2 shows the

lowest scores per theme divided between Business unit managers and laundries.

The mean of each themes

{BLUmM) 1 2 3 4 5 6 Mean All mean
Recruiting and Hiring 34 29 2.9 11 32 2B 322 345
Benefits and Work Conditions 3.29 357 343 3.86 439 314 3.60 351
Assessment and Promotion 13 34 34 4 15 31 3.45 349
Meetings and Social Connection 35% 34 344 367 356 130 343 351
Learning and Growth 378 322 311 433 LT8R 333 343 351
The mean of each themes

{Laundries} 1 2 3 4 5 6  Mean

Recruiting and Hiring 4.4 23 1432 4 3.7 2B 357

Benefits and Work Conditions 38 329 429 4 38 143 362

Assessment and Promotion 36 23 4 3.7 34 37 345

Meetings and Social Connection 3.78 32 3156 4 i3 EXY) 3.59

Learning and Growth 3.44 31 3178 41 L83 3722 342
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Table 2: All mean values per theme together with a total mean.

Also, there were clear individual issues that received low scores across the board. | have
focused the improvement suggestions on issues that are valued at 3.00 or under. | have
marked all of the issues needing improvement in Table 3 below.

Theme Mean Drivers/Individual issues

Unbiased application review. We remove identifiers from resumes andior applications
183 |{eg., names, exdracumicular activiies).

Recruiting and hiring

Interview process: We have a structured, documented interview process that ensures all
2.9 |candidates are assessed in the same manner, using clear grading rubrics all interviewers

225 |Interviewer training: We provide training to employees on behavioral internviewing.
Benefits and work conditions 275 |Benefits: Benefits take into account the different needs of different employees.

delverables f ways to measure work output {e_g., start work earlier in the day, take longer
292 |breaks).

Inchusion skills: Our managers and employees have received training on behaviors of

283 |inchssion.

Assessment and promation

Self-evaluations: If self-evaluations are used, employees are trained how to write them
225 |and assess them well.
Meetings and social connection| 2.83 | Rotating roles: Facilitator, note-taker, and time-keeper roles are rotated.

Onboarding: Employees are deliberately introduced or given access to cross-functional
2.92 |connections across the company within the first month.

Table 3: Individual issues with a mean of 3.00 or under needing improvement.

One big issue that came out from the interviews was that the case company has had three
different Human Resources directors in under two years. This has had a deteriorating effect
on the basic HR functions. Business units feel they don’t receive enough help with HR issues
from the centralized Finnish HR. They feel that even the basic help for them is falling behind
and lacking. Many trainings that normally were arranged got canceled because of COVID-19,

but also because of a lack of HR resources.

8.1  Recruiting and hiring

This is the first theme in the DEI audit tool. Five respondents out of 12 gave the recruiting

and hiring section the lowest scores. The mean to the theme was 3.22. None of the means to
the themes were 3.00 or below. Business unit managers have this category as their lowest of
all the categories. Many individual issues are in good condition, but also some issues received

very low evaluations, the lowest of all, which explains the mean as being in the middle.

Unbiased application review received the lowest score as an individual issue for both
laundries and BUM’s. Everyone knew that the case company was not doing that at all. All
participants were familiar with the current electronic job application system where
applicants need to fill in everything about themselves. One interviewee wished that they
would like to have some way to check for biased language in job ads. This could be improved
by a list of recommendations from HR on what to look out for when posting job ads. If the

case company wants to recruit a diverse workforce and be unbiased, they would need to have
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an application system where applicants don’t need to fill in any mandatory identificators as
shown in Chapter 4.3.

Including the unbiased application, also interview training needs to be added to the
improvement list because interview training is non-existent. This issue received the second
lowest score of all individual issues. Interviewee 6 elaborates on interview training hiring

criteria, and consistent standards and unbiased application review.

“I’ve created my own kind of interview process which | follow every kind of
occasion and | try to develop it, but | would appreciate if the company would
kind of give me a framework. I’d like to be objective, but I’m not sure if the
questions | use are objective. We don’t currently have a strong HR support for
the laundries and how to do job interviews, so they (laundries) are quite alone

in this kind of matter.”

Most interviewees felt that there should be some interview training for the laundry
supervisors. This includes interview training and training on how to be unbiased throughout

the recruiting process. Interviewee 5 elaborates on the basic training.

“I would like to see some interview training for laundry supervisors: how to
lead the conversation with the candidate so that you can get every

information that you want to move forward with that decision making.”

BUM’s felt there should be interview training for the customer interface supervisors. Some
BUMs train their management on the sales side to do interviews but this also is not structured
in any way from the case company’s side, rather each makes their own structure how they
are able to. Having interview training would improve diverse recruitment because all
interviewed candidates would notice the use of inclusive language and also the interviewer
would not ask questions which are not okay to ask in job interviews. The interviewer would
also be aware of their implicit bias in an interview setting which can alter the attitude away

from any preconceptions in the interviewer towards any diverse candidate.

There was a congruent sense that it is hard to find good workers for laundries. Interviewee 4
says that “the competition for good workers is tough”. One interviewee said they felt the
basic HR functions need to be improved first and not DEI issues. While | understand this
sentiment, it can be that the DEI issues will solve some recruiting challenges and broaden the
applicant pool when the laundry makes improvements in DEI matters. This same thought was
also in some of the interviewee’s minds. They thought the Audit tool was eye-opening and
saw the DEI improvements as a competitive edge to the case company. All the improvements
done should be highlighted in marketing material, job ads and, job interviews. As discussed in

Chapter 3.2 diverse workforce appreciate true inclusion.
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In job ads and interview settings, the case company’s values are shared with applicants. This
is instructed from the case company’s head office globally and this works well as interviewee

1 tells us.

“When we are looking for new people, our values come out extremely well.
When | have been hiring people, very many applicants say that they like our

values and the values are very clear.”

8.2 Benefits and work conditions

Basic benefits e.g., family leave and sick days are in good condition in the case company as
the worker healthcare is quite extensive and also covers mental health issues. Working hours
are also in good condition. Laundry workers do not work “dark time”, meaning they are not
obligated to monitor digital communication as they do not have company phones or

computers.

In the interview, there was highlighted one position that has greatly improved the escalation
and reclamation process. There is a person in one laundry who has taken a role as a person
who gathers complaints, and they will take them forward or handle personally what they can.
This has improved the process and made employees happier because it reduces their workload
and stress. Other laundries do not have a person in this kind of position and they could also

benefit from a pilot that this business unit has done with this position.

The case company has a code of conduct and In Interviewee 4 described the situation with

new employees as follows.

“Every new employee is introduced to the code of conduct. It’s part of our induction
program. When a new person starts here, we are going through the code of conduct and what

it means.”

8.3  Assessment and promotion

Almost everyone rated performance criteria high, as the criteria for the laundry workers’ jobs
are very well established. Laundries need to be like a very well-oiled machine in order to
have good efficiency throughout the processes. Lindstrom has a whole department in the
head office for process development and efficiency research for laundries. Laundry workers

are given very clear criteria on how to perform and what is expected of them.

According to interviewees, only a few people seldom rise ranks from the laundry. They have
the same opportunities and every open vacancy is open for them to apply to. All open
vacancies are notified in the company intra, which is accessible to laundry workers through

the communal computer. Laundry workers do not have their own computers or smartphones
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like all white-collar workers do. At one laundry they print all open vacancies to their bulletin
board for all to see so they don’t miss an opportunity. “It’s a simple but effective way to give

access”, as interviewee 5 explains.

Managers do not have separate inclusion skill training. They have management training, and
coaching leadership, by a partner and Finnish HR can provide more training as need to have
basis. Some management uses this to educate themselves better, but not all laundry
management use this opportunity to better themselves. So the level of training differs from
one laundry supervisor to the other. The management trainings and coaching leadership
trainings should have a DEI aspect in it. The partner of the case company could weave DEI
matters into the training. But as discussed before there has only been one management
training in three years as interviewee 5 describes, so trainings in general would need

improvement.
Diversity and inclusion are growing issues in the laundries as interviewee 6 tells us.

“This laundry world is getting more diverse and we want to get more
immigrants and different nationalities and this will be a big thing in the
future. If you think about the working language, one solution could be to give
working instructions in English. But then we would be having a dual kind of
system with Finnish and English. Local language in place, but the material

would be in English and then we would need more visual induction solutions.”

When laundries are recruiting immigrants, sometimes there is a lack of a mutual language.
Laundry managers are proficient in English, but some immigrants do not have proficient
English language skills. Laundry has all their processes’ instructions written in Finnish so
everyone can go and check how a process should be done according to interviewee 6. This
however means that when a mutual language is missing and instructions cannot be given in
everyone’s mother tongue, some of the workers might not get proper education about the
laundry processes as there are no understandable written language instructions to them and

also no verbal instructions because of the lack of mutual language skills.

Interviewee 6 sees that it would be beneficial to immigrant workers to get step-by-step visual
instructions alongside the written ones, which would serve most of the workers. It is a
common saying, backed up by science, that a picture tells a thousand words. What this means
is that what could take up half an A4 page to write in instructions could be explained with
one picture instead. This would eliminate the need to have a high standard of language skills.
Here we can use system 1 thinking to our advantage as discussed in Chapter 1.2 because

humans process visual information faster.
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An easy and manageable way to make visual instructions available for all laundry workers
could be a folder with only the visual instructions for processes. This folder should be placed
in the same place where other written instructions are, so all similar information is in the
same place. And when workers’ language skills improve, they could start using the written
instructions folder. High-tech solutions were also thrown in in the interview by interviewee 6.
A worker could learn how to do the work processes in augmented reality with a virtual reality

headset.

In addition to DEI values, there are other benefits at work, for example getting paid for your
work. Interviewee 6 tells us that laundry people have requested salary twice per month,
instead of once a month. If one starts as a textile worker, the next salary can come in the
worst cases in six weeks and that is too much time for many new workers to wait. Paying
twice a month would also benefit the seasonal workers. Some applicants have turned down a
job because they don’t have the funds in advance to wait for the next coming salary. Bi-
monthly salary would be a big deal for the textile workers and the supervisors as well.
Interviewee 6 says if they could change one thing in the laundries, they would change this.
It’s one of the key elements that make the workers happy. This kind of assent could be
something that differentiates the case company from other companies and could be a job
perk with new recruitments. It could make recruiting easier because some obstacles have

been removed. This act would be a good move towards more equity in recruitment.

In the interviews, it was uncovered that the laundries have an annual survey, signi, which
tracks certain laundry metrics. However, in this survey, there are no DEl-specific metrics. If
this survey is put together by Lindstrom, it could be a good continual way to do follow-up and
see how the progression of the initiatives shows in the survey. | recommend adding specific
DEl-related questions to the existing survey and analyzing those as part of the existing survey.
Based on the results of my interviews and questionnaire, | recommend focusing on asking
about growing inside the company, learning possibilities, and hiring and recruiting. The survey
could also ask about attitudes towards immigrant, sexual-, racial-, or other minorities. The
information gathered from the answers would enable pinpointing of the DEI initiatives
towards the uncovered issues. And if something changes in the numbers given in the survey,

the company can see it annually and react to it accordingly.

8.4  Meetings and social connection

On rotating roles, the same people take the roles of taking the notes in some of the laundries,
so roles are not rotated. | don’t have information if this situation is a good one or if there are
people who would like to rotate roles and take notes. If everybody is happy with this situation
then it might not be a problem, but this should be asked at the beginning of every meeting.

On the other hand, it was revealed in interviews that some people that are more vocal tend
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to have the center stage in laundry meetings and the more silent ones are not being
consulted. This seems laundries would benefit from inclusion skills on how to make sure
everybody is heard. The meeting behavior can be changed so that every meeting the arranger

actively chooses to ask from the more silent workers their opinion on matters.

One participant noted that Master’s meetings were discontinued due to COVID-19, and they
have not restarted. They feel like these were an important social event for all laundry

workers and would like them to continue.

In the laundry, according to one questionnaire answer, there are meetings with every shift
starting. All workers need to be present to do their job, so all participate in the meetings in
person and no technology is needed. Only at supervisor level there are personal computers

and smartphones in use and for them there is good access to any meeting.

As established earlier, laundry workers do not have their own laptops but have mutual
computer access. Interviewee 4 tells us this excludes the laundry workers in many cases from
participating in white-collar meetings and trainings. Also, they can only participate when it’s
their break or on their own time or during laundry meetings which are held on premises, so
there is little chance to participate. For similar reasons it is not possible to give the same
cross functional information to all laundry workers as all white-collar workers during the first
month of working. In the onboarding stage new workers can use the mutual computer to
access company information via company intra, Linet. The case company is very transparent
and every new employee has quite extensive access through intra. Interviewee 4 comments
this:

“I would say that as a company we are giving more information than many many of

the companies have worked with. We are very transparent in terms of information.”

8.5 Learning and growth

Interviewees 2, 3, 5 and 6 see that there should be more benchmarking with the laundries.
Not only sharing the production humbers, but good practices and methods also. They see that
asking laundry workers how some processes should be done would be valuable, because they
know the work best. Asking workers input on important issues is encouraged by theory that

workers feel more included if they are involved in important decisions as in Chapter 3.2.

Developing their work processes is an important matter as it can change their work for the
better. Benchmarking best practices and developing the processes further should be backed
up by the head office laundry process department. Laundries should not be left alone with
process development or good ideas. Having a head office team help bringing good ideas

forward and helping with piloting would enable the best practices to transfer ideas even
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globally if they are very effective. In addition to developing global processes to be effective,
employees would be able to show what they have been achieving, their skills and they could

grow inside the case company and get to the next step in their career.

It was revealed in the interviews that supervisors have an increasing number of standalone
tasks. One interviewee had calculated that within a decade the time spending in reporting
has six-folded. This time is away from the workers and might lessen the accessibility to their
leaders. | see a benefit in looking at the needed reporting very closely if they could be

streamlined in any way and dedicate that time to spending with their staff.

According to one elaborated DEI audit tool, in the laundry production area there is a once a
year HEPA-discussions, where performances are evaluated. These conversations are also had
if there is underperformance. Laundry supervisors do one-to-one discussions monthly and
once a year an individual scorecard. Laundries don’t however have any self-assessment. Self-
assessment received the second lowest score combining laundries’ and BUMs’ answers. This
could be one tool to remove any bias from workers and honestly evaluate their input to their

work.

Interviewee 4 says that in their laundry there is a nominated mentor appointed to every new
worker, but this is not the case in other laundries, so this is again something that could be
beneficial to showcase as a best practice and have it as part of induction in every laundry

because it would increase inclusion and feeling of belonging.

8.6  Other findings

In general, many of the points in the DEI audit tool were not directly applicable to laundry
workers, as their work is so much dictated by the process and time limit the processes need
to be executed. “Laundries are run like military bases and it’s all about efficiency” as one
interviewee said. This is sometimes forgotten with white-collar workers. The laundry work is
at the heart of the case company’s rental business and one of its strengths. Understanding
the demands in the laundry would grow empathy towards laundry workers. One interviewee
suggests we should have more rotation between the laundries and head office. At this
moment every new employee, even the white-collar workers, are spending only one day at
the laundry as part of their induction. A regular laundry day for example once a year could be
a preventative method to making any bad decisions concerning laundries and their work in

the head office.

8.7 Improvement suggestions to have in DEI programs

| have gathered here in this Chapter all improvement suggestions arising from theory, DEI

audit tools and interviews. The presented suggestions should be scaled and accommodated to
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fit Finnish laundries needs. Harme (2023) says best DEI work is based on the strength of the
organization, so Finnish HR and business units should select those suggestions into use they
see suited best. The chosen improvement suggestions should still maintain the keys to
successful DEI programs. These were researched and recognized by McKinsey & Company and
the World Economic Forum (2023) and were mentioned in Chapter 4.4. Successful DEI

programs need to be:

1. Significant in size and impact so that the company can attain real benefits from the
DEI program.

2. Quantifiable with measurable metrics and regular tracking. This way accountability
can be had. There should not be a program that cannot be tracked or is not
measurable in some way.

Scalable so the program can be scaled in the future to have more impact.

4. Sustainable in nature so the program can have a long-term impact and with

possibilities to maintain the program’s structure and governance.

All DEI programs should follow Kotter’s (2012) 8-step program on how to lead change. Kotter’s
model for leading change was seen in the other research material, so any program should be

seen through the 8 steps.

Any DEI program must start with understanding the current situation. Which is why the DEI
audit tool other annual surveys, and possible other questionnaires to find out the current
atmosphere are important. When there are quantifiable evaluations, problems can be
detected. After realizing the problem points it’s important to understand the root causes for
the problems. For this, the target population of the program should be heard. The target
population should help in the planning of the data acquisition, and also in the planning of the
program. Not all problems can be solved at once, so all the programs or initiatives should be
prioritized. Evaluating which programs should be prioritized can be done with the four main
evaluation criteria they used in the Lighthouse program. (McKinsey & Company and World

Economic Forum 2023.)

A program should be very clear about the goals and the goals should be measurable. When a
company can set quantifiable goals they are easy to communicate to the whole organization.
Kotter (2012) recommends short-term and long-term goals, and McKinsey & Company and
World Economic Forum (2023) recommend the same. DEI goals should be discussed as they
would be a core business priority. This means that DEI matters should be discussed quarterly
and annually. The programs should tell people what should happen and by when. These goals
and the time to achieve them should be also clearly articulated to every level of the

organization in a way that each understands what the value is for them in the change.
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There should be an owner to all the DEI initiatives or programs so that one person is
responsible, because there needs to be accountability. Without an owner, a program can fall
into a black hole and never see the light of day and nobody will follow it or be responsible for
it. In other words, it will fail. McKinsey & Company and World Economic Forum (2023)
recommend that the senior leaders who are the owners of programs should also be the public
face for their programs. This is a way to signal to the whole organization to follow suit. Many
leaders also have a wide audience in social media so this is a way to affect all followers on

their platforms.

All DEI programs should be tracked. The progress of the programs can be evaluated when they
can be tracked. All the measuring of the programs should be tied to key performance
indicators, so there is a real incentive to succeed with the programs. The owners of the
programs should be responsible for tracking and also adjusting them at regular intervals
according to the gathered data. If some program is not performing well, the owner can think
of a corrective move to get the program back on track. On top of the numerical evaluations,
there should be qualitative data gathered from target populations. (McKinsey & Company and
World Economic Forum 2023.)

Data collection should be semi-structured as Galletta (2013) and Newcomer et al. (2015)
recommend if the matter needs a good prodding. The semi-structured questionnaire would
give numerical data but also leave an open window for the participants to elaborate on any
matter or even disclose other issues that should see the light of day in the organization. This

would be the qualitative data part.

There are levels in how DEI programs can be executed. | have comprised a figure where it’s
shown how an organization can have programs and implement them at different levels. Figure
8 shows how everyone is responsible for their actions on a personal level. On top of that, the
management has additional responsibilities because they are responsible for managing and or
leading other people and their subordinates. Then the organizational level has more
responsibilities because the organization needs to enable all DEI activities, encourage DEI
culture, and support all staff in change. Effective DEI programs need to be multipronged and
reach multiple levels of organization in multiple ways, so it is hot enough to just write a
letter about DEI to staff and say from now on we will have DEI culture. (Kim & Roberson
2018.) Programs should be designed so that they can be scaled in the organization to have a

proper impact. (McKinsey & Company and World Economic Forum 2023.)

The organization and management need to be proficient in communication. There cannot be
too much communication about changes, so when there is any program that disrupts the
status quo in the company, it is the job of the top leaders to govern and guide proper

communication.
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Figure 9: Matrix of responsibilities comprised of theories from McKinsey & Company (2022),
Kim & Roberson (2021), Bourke & Dillon (2013), Kotter (2012) and Rossi (2021), Paikeday
(2019) and Bond (2022).

The organization has other things it needs to do when reaching true diversity, inclusion, and
equity. As representation matters, it is important to have diverse leadership. Recruitment
metrics can help in reaching more diverse leadership, as per research, it is the top places
that are missing diversity. If recruitment metrics to seek out diversity are not used, then it is
important to avoid favoritism, stereotyping, and certainly blatant racism in having
recruitment as anonymous as possible. Hiring criteria must be very well specified so there is

no fear of recruiting someone not “fitting” the organization. (McKinsey & Company 2022.)

Organizations should make it clear that no kind of favoritism is enabled in the company, and
they should keep transparency to these things so people can see there is no favoritism. If

there are different rules for some teams or people, this should be openly declared. This way
people at least know what are the parameters to them and can strive for other jobs if some

other parameters are more attractive. (Bourke & Dillon 2018 and Paikeday 2019.)
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If laundries have employee of the month type of recognitions, they could have the workers
acquainted with others so that there would be interesting facts about them and or their
culture if they are immigrants. This would lessen the stereotyping and make the person feel
more accessible because their culture is being familiarized to other employees. (Kim &
Roberson 2021.)

A sponsorship program should be launched by the case company to open up new possibilities

to workers (Bourke et al. 2018.) Workers should be included in any DEI trainings.

The management level could benefit from their partner’s leadership trainings as DEI trainings
could be requested by the case company to be included in them. But other staff should enjoy
DEI trainings as well, so a company-wide program should be also launched. As shown in above

Figure 8, there are different levels of what staff, or the organization can do.

All members of staff should receive bias training to be able to recognize them and then be

able to unlearn them. (Bazerman & Moore 2012.)

The case company should openly celebrate minorities’ celebrations to show they are happy to
have a diverse workforce. Minorities’ celebrations are such as national pride-event, national
days of immigrant workers, and International Women’s Day. (Kim & Roberson 2021.) The case
company could have for example cultural appreciation day where everyone in the laundry
environment is taught something about the target workers’ culture on the info TV in the

laundry.

9 Discussions and conclusions

The need for the thesis arouse after realizing that the case company does not have any DEI
matters in its vision or strategy. Laundries struggle to keep the diverse workforce to stay. The
case company’s HR already had some programs to target this too-fast worker rotation, but
felt that DEI matters’ improvement might improve the situation even more. The company
wanted me to suggest improvement ideas based on theories that would suit their
organization. As a worker for the case company for 10 years, ideas for suitable solutions came

from experience.

Results from this thesis benefit the case company locally firstly in the laundries, but can
easily be put into implementation nationwide in other functions as well. Results can also
benefit global functions as an example on how to research DEI base situations in all operating

countries.
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Some laundries have a very diverse staff, so feeling belonging to their employer is important
for long careers, which is an important value for the case company. How to make the staff

feel like they belong to their workplace and would like to stay there?

The bottom line from the theory is that the workers need to feel they are included,
appreciated and celebrated and they feel like they belong. If the workers feel these
emotions, they are more likely to stay at their place of employment which leads to better
employment retention in the case company. When workers are content there are fewer
disagreements among the staff as there is an air of respect as well. But if there are conflicts
or changes, the workers are not in arms immediately but rather they can weather the change
and even enable it. They are more resilient in changes because they see the possibilities in

change and have a more positive outlook on changes in general.

Younger generations demand more things from their employer. They want to be accepted as
who they are in their workplace and do not stay if there is no real acceptance. Younger
generation is also more proud to be a part of their minority and does not want to be

mistreated.

All changes that the case company wants to make should follow the theory of leading change.
Change and conflict management are also needed along with leading change. All the programs
towards true DEI need to be measurable so the progress can be tracked, have enough impact
on the company, and have all the support structures made in place by top leaders and
management. All programs need to have accountability and they should be part of KPIs and
core business decisions. This way the programs can be sustainable in the future too because

there is a structure throughout the company and a top-level routine to check on them.

Even with strict tracking of the change programs, the seed of true DEI acts arises from the
self. We have implicit biases which we can combat to be more open-minded and only use

rational and logical thinking together with reliable data when making decisions at work.

9.1 Limitations

Here | will discuss the limitations of the thesis. One limitation was that from the 24 laundries,
only six answers were received. This means the sample size for laundries is not very big. On
the other hand, all six business unit managers filled out the DEI audit tool and participated in

the interviews.

Processes with the case company can be slow and must be taken through the board of
directors and other levels of decision-making, so iterative development work to see through

all the recommendations is unfeasible in the scope of this thesis.
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Because business unit managers were not all on top of the day-to-day events of the laundries,
there is a limitation to some of the knowledge they have in answering the DEI audit tool and
discussing the themes in the interview. They were open about this issue during the
interviews. Every business unit is different, and every laundry is different, so is the way the
managers run their laundries, and how much information the business unit managers want and
get from the laundry is varied. Some of the laundries are very independent and there is no
need for the business unit manager to be involved in many issues. Some business unit
managers like to involve themselves more in the laundry happenings. So, there are

differences in the knowledge level of the laundry issues by the business unit managers.

The DEI audit tool worked great as a structured base for interview questions to get first-level
data on DEI matters. But when the interviews went further, | noticed that some of the
questions were more intended for white-collar workers, not blue-collar workers. This can be
noted e.g., in flex time question. Production workers are measured very closely on how
efficient they are and production work is fast-paced. Every process is timed with a stopwatch
and a mean time is given how fast any process should be handled. It is difficult to get
someone to fill in if anyone is having flex time off work. The shifts have been planned
carefully for the laundry workers’ capacity and extra workers are not waiting behind the
corner able to fill in, so the flex time question is a bit irrelevant to the laundry workforce. On
the other hand, if this question were asked from the white-collar workers in the service
centers where the sales force is working, there is a possibility to have different kinds of

arrangements in work time flexibilities.

9.2  Future and opportunities

Finnish HR has an opportunity to resend the DEI audit tool to all those laundries that did not
participate in this questionnaire to this thesis. The evaluations would be easy to recalculate

and get a more accurate picture of the situation in the laundries.

For the future, it’s easy to broaden the knowledge base with the same DEI audit tool, and
asking the questions from the white-collar workers and management. All the office workers
globally could be covered by the DEI audit tool and there would be a lot of data that could be

analyzed. This way a base level for DEI issues would be established for white-collar workers.

The wish of the author is for the Finnish laundries at the case company to put the
recommended actions into good use and integrate a new culture of diversity, equality, and
inclusion in all actions. Progress should be followed annually or even more to ensure ongoing
development and make sure newcomers are properly trained and included in the onboard

stage.
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Global functions at the case company can take this research to get inspired. They can do their
own interviews and research for the other 23 operating countries’ laundries and offices. Based
on collected data, global HR can understand what issues other countries have and suggest
recommendations based on each country’s situation. If HR does not have the resources to
make a global survey, other students could do the research for them as part of their studies

or master’s thesis.

The author recommends adopting DEI principles in white-collar work environments. In white-
collar jobs the DEI culture can have a more direct impact in terms of more revenue to the
company e.g., acquiring new customers and selling more services to existing customers thus

making more revenue.

It is important to know if the practices have been assimilated into everyday work life

(Bandyopadhyay 2022). This should be researched in a few years.

| bumped into interesting further research subjects when researching my thesis. There are
possibilities in helping grow leaders more in their work through neurobiology to develop
empathy in leaders. Also, another avenue of research could be servant leadership: how this
could help leadership evolve even more and improve the work atmosphere. These are

interesting possibilities in my opinion.
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Appendix 1: Dei audit tool

5 Key DEl Systems

Evaluation 0-5

Drivers {5 = alt criteria mot)

Job ads and descriptions: We screen al job ads and descriptions for biased language
(e.g.. using software. feedback from diverse teams).
Hiring sources and networks: We use diverse hiring sources and networks (e.g.. a
candidate referral program from diverse pools, netwerking events, parterships with

professional associations).

mdng Our ling reflect our values of diversity and inclusion
., inclusion statement, diverse r, aemaﬁmm raphs).

Unbnsd application review: We remove identit from and/or 17

(e.g., names, extracurricular activities).

Inter view process: We have a structured, documented intenvew process that ensures all
candidates are assessed in the same manner, using clear grading rubrics all interviewers
(use in the same way. |
Hiring committee: Decisions related 1o hiring are made by more than one person (e.g., ‘
_panel, hiring commitiee).

Hiring criteria: We assess based on skils and ge (rather [ 1
than years of past o education level). We ibe concrete desired ‘
bchms rather than looking for cwn fit” !

[ Al I are held o the same criteria and qualifications are ‘
not waived in special cases (e.g., for friends of coworkers). o
Interview ec nﬂnhn We prowvide training % employees on bduwd lmmewmg

jon s based on ized criteria (€.9.. market pay), and we
do not negotiate siang | |
Sample metrics (o track: Demography of the candidete pool through the hiring process, |

from inttial contact to resume review. ifenviews, and hiring

days, family leave).
Mental health: Employees have coverage for mental heath servces. Su:kdwscanbcuud
for mental health recovery. . o

Benefits: Benefits take into account the different needs of diff

Flox time + cloar deliverables: Employees have flex time cptions aailable along with clear
deliverables / ways o measure work output (e.g., start work earker in the day, take longer
breaks).

Work hours: We set expectations of “dark time” ummanemﬂwoescndreqwadb ‘
be monitoring digital communication (e.g., before 9am and after 6pm). ! ]
Codes of conduct: We share codes of conduct with all employees o It is clear what
behaviors are considered unacceptable (e g, harassment, hate speech)

ation / ployees know what steps they can take to safely share
a complain tﬂmgewvﬂscmm hﬂm of discrimination In'\cmo

Paid time off: We our employ to take pi time off (e.g.. use of PTO J

stucture, benchmarking)

Performance criteria: We have clearly d p: and metrics for
|each roie.

Specific of i (e.g, "My asks for my
E!E“'l 'o set as performance criteria.
B We use a per revew system Mat collects and
|evaluates specific behaviors and cutcomes (e.g., Good = “provides project updates at the
Eﬂ ing m:dd mdoﬂduleachggggt Bad = "communicates wel.")

related 1o promotions, salary i and

mmnams:cmwobymhwwowwn(tg panel, commitiee).
Manager skilts: Our managers have received training on how to provide actionable, speclﬁc
equitable feedback and how to have ons (e.g., ing, 1-1s, career
growth).

skills: Our managers and employees have received training on behaviors of [ ‘
lincusion. B . N |
Self- i If e are used, yees are raned how 1o write them and ‘
assess them wel. |
ition: Employees are for their work, tasks ly related to

their role (e.g., participation in voluntary task forces, commitiees, think tanks,
equity/belonging Initiatives). |
Access to opportunity: When there are opportunities for new roles and responsibiites, ‘
everyone knows about it | |
Compensation: We have a clear and %P i (e.g., salary band ‘

Meeting and event times: Meetings and other events are scheduled during tmes that work
across employees’ time zones and roles.

Access: Meeting notes/recordings are avaitable to participants who coukd notjoin. {
Technok All meeting bers have access 1o the y
mmg to fuly participate in meetings, |

skills: Team are trained in inclusive meeting skills (e.g., creating equal |
turn-taking, making sure al voices are heard). J

Agendas: Agendas are shared in advance of meetings. | |
Decision criteria: Decision criteria are clearly articulated around who is being asked to join ‘

|and why and how decisions will be made.

_Rotmnq roles: F&m note-taker, and time-keeper roles are rotated.

ies: There are opp ities for all employ bconmclgdbknow
one another, md feel a sense ofbeloqlmg
o] g: Employees are or given access 1o cross-functional
connections across the company within hc first month.
Sample metrics to track: See the Meeting Quaity Assessment

11s: are 10 have reguiar one-ones with all

members of their team.
Feedback norms: There are established feedback novmfovmnmdhowoﬁm o give
feedback (e.g., in 1-15, retros), as well as feedback skills avaiable,
Growth oppormumu Employees have equal access 1o support for professional
development and learning (e.g., funds, time to p. pate in leaming
|experiences, stretch projects).
Mentorship: Employees hﬂvn access to formal and/or informal mentorship.
‘Work demos: Empio 14 their work and progress.
Role-models: Wod-s;hy Mcw*mdcmy culture role models with
diverse backgrounds and identities (e.g., posters, speakers). |
Leadership access: Employees have access to senior leaders (e.g., all-hands, skip level 1-
Js.AskMeAnyMg sessions, open office hours). |

criteria norms: gers provide clear decision criteria and processes for work
|distribution (e.g., based on skils, rotation, volunteering).
'Access to information: Empbyonhuequalmdﬁbdyucmbcunwﬂv and team-
level objectives and priorities.
Sample metrics to track: See the Growth Opportunities Assessment
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