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As you set out for Ithaca
hope your road is a long one,
full of adventure, full of discovery.

Ithaca gave you the marvellous journey.
Without her you wouldn't have

set out.

Konstantinos P. Kavafis

"Diversity is a trip:

A trip that takes all the life and that it is full of learning
and in many cases of unlearning.

It is a trip full of potential opportunities, traps,

and personal and professional challenges”.

Terry Howard

Diversity Director, Texas Instruments
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3. DIVERSITY MANAGEMENT AND BENEFITS FOR THE ENTERPRISE

3.1. General overview

A suitable diversity management policy and the introduction of corporate measures
for the diversity management will gradually provide the enterprise with significant bene-
fits and improvements. As regards the benefits, we can draw a distinction between those
generated and displayed within the organization and those obtained from external rela-
tions.

Benefits perceived inside the company

Internal benefits are closely related to the improvement experienced by the people
as much as the impact those benefits have on the whole organization. Managing diversity
implies relocating the individual in a central position and therefore making decisions that
will take into account their particular needs, social as well as personal.

Personal improvements. The implementation of flexibility measures, conciliation
of personal and work life, expansion of permits beyond legally established limits, regular
training, welcoming and vestibular training results in higher levels of self-confidence and
reliance. Such measures also contribute to lower levels of stress due to lack of time to
conciliate family and work, which is manifest in the lower rate of sick-leaves caused by
labour stress and anxiety, unjustified absences, desertion, etc.

Improvements in the workplace. In this respect, significant improvements are
those concerning the job, the environment, an efficient internal communication between
the enterprise and its employees, and all in all those offering a better work climate. The
adoption of such measures improves the quality of the staff's commitment to the enter-
prise. To sum up, the values and principles of the enterprise should meet the needs and
priorities of the staff and vice versa.

The benefits brought about by such measures are in close relation to the so called
"mental salary", which means that people take into consideration not only their mone-
tary incomes but also all forms of support the enterprise offers them so that they can
develop personally and professionally, and conciliate personal or family life and work.

Good work conditions clearly favour the staff's permanency in their positions, which
they will therefore esteem as the perfect places for personal and professional develop-
ment. Consequently talent, ever scarcer now, will be retained and rotation of personnel
will decrease, which will hence entail a reduction in labour expenses.

Improvements in the workplace will bring a better productivity, talent retention, less
absenteeism from work and the enterprise will be in a better position in a more and more
competitive labour market.
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Benefits that the enterprise obtains in its external relations

A suitable management of diversity boosts and strengthens creativity, pampering
organizational innovation and improving competitiveness levels in the enterprise likewi-
se.

Diversity management upgrades knowledge about how to operate with different cul-
tures, thus granting new home and overseas markets. In addition, it facilitates the crea-
tion of new labour opportunities for those people with serious employment difficulties, and
fosters social cohesion. Together with a good work climate, it all translates as an enhan-
ced public image of the enterprise.

Improved balance sheet. The benefits provided by managing diversity will be cle-
arly proved by increased productivity levels, a deeper comprehension of habitual costu-
mers' needs, development of new products, services and market strategies, better
absorption of technological advances and globalization impact, better position of the
enterprise in the goods, services and labour markets, conquering new markets and new
business opportunities, talent retention... all of which has a direct positive impact on the
enterprise's balance sheet.

3.2. Diversity Management as an answer to changing environment

Managing diversity in the enterprise gives rise to such benefits as those analysed
above. Moreover it is a tool for finding a suitable position in a changing environment, and
for preventing and avoiding problems.

In fact, Diversity Management solves two main problem categories: DM facilitates
the adaptation of the enterprise to environmental constraints, and also makes it
possible to work out organizational problems.

DM helps to adapt enterprise to its environnment

DM is a way to adpat to 5 major constraints of the current economy:

1.- The labour market shortage: the labour market does not propose, in many
European areas, the so called "perfect" candidate for the company. The company does not
find the "right" person: qualified, with the suitable experience, or simply designed by ste-
reotypes for that sort of job! DM makes it possible to open the game, and to widen the
possibilities of recruitment for the less qualified people, long time unemployed people,
women with a so called 'male’ job, etc.... only if the enterprise carries out a real process
of integration.

2.- The ageing of the working population. Small and medium size enterprises
faces an increasing average age, and the difficulty to find young people on the labour mar-
ket. Moreover, the coexistence between the rare young people and the older employees
already present is often difficult: DM aims at the generational coexistence while being
interested to integrate the different aspirations from different categories of employees.
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3.- The client relationship is a key factor of performance for European compa-
nies: Customers actually want to find more or less the same similarities among their
interlocutors! It is difficult to serve customers of very different origins, conditions, etc
when having a no-diverse staff! The integration of the service firms in their various envi-
ronments requires internal diversity.

4.- Companies face an increasing demand of Social Responsibility. Large com-
panies have already discovered this demand. But even nowadays Small and Medium Size
enterprises are still in the process of discovery in certain countries of Europe. For exam-
ple, all French public authorities have formulated a specific clause in building public mar-
kets on social responsibility, especially on anti-discrimination measures which have to be
proved.

5.- Now Globalization concerns certain medium size enterprises: they want to
develop foreign country markets or co-contractors. These provincial companies learn how
to work with interlocutors of different origins... They need to recognize the differen-
ces in origin of their own staff. They progressively learn to identify different points of view
and professional practices.

DM is a good way to solve organisational problems

We should reckon the following: enterprises generally solve those problems invol-
ving the organisation of work step by step, in disparate ways ... DM offers a global fra-
mework, a collective and coherent way to solve 4 frequent problems:

m The nervous tension at work often disturbs the life of many work teams. This is
not only stress or pressure, but problems in relationship which create a difficult
atmosphere, absenteeism, turn over, weak commitment or bad results. These ten-
sions are almost always identified as being conflicts between individualities and
therefore rarely solved. On the contrary, these bad labour relationships often ori-
ginate from the denial of different ways of thinking and different identities at
work. Some DM measures allow enterprises to recognize the existing differences,
and make it possible for differences to co-exist in teams, by showing the legitimacy
of different ways of thinking.

m Work organizations are more often organizations by project: several people with
different jobs work together under tight schedules. It is therefore necessary to bet-
ter know how to collaborate: DM can create a framework to involve everybody
in its singularity within their teams, the result of which is directly related to the
collective creativity and the respect for the constraints of the other employees!

m Modernization of management styles is a highly compelling request for many
medium size enterprises. When the company grows up, it becomes necessary to
train middle managers in new managing competencies. In most cases a complica-
ted problem arises from these training courses: how to allow for specific fea-
tures of every individual/specificities in my team?? Only a DM project will give
answers to this essential question of the managers.

m The integration in a small staff of a person who does not have the same profile
is a very frequent case, especially in small and medium-sized enterprises. A young
person in a team of fifty-year-old mates, a person with such professional or perso-
nal experience in a homogeneous team, the first recruitment of disabled people in
a reluctant team. Old teams are often unwilling to acept a different profile...
Measures in order to sensitize and build consciousness, as well as clear manage-
ment directives create a more favourable atmosphere. They give legitimacy to dif-
ferences within the staff.
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An answer to 4 frequent problems that enterprises face: the principal impact of a
DM project is the reinforcement of team cohesion by progressive acceptance of differen-
ces, by adaptation to new rules and various ways of working. A DM project is a project
of change for an enterprise, to respond to hard environmental constraints.

3.3. Good practices and examples

Bringing diversity management into the enterprise should be done gradually, step
by step, according to the possibilities and needs of the enterprise in question, as it were
a tailored suit. Yet it is important to set objectives and fix a target. Gambling on diversity
management should be deemed as a value that permeates the daily functioning of the
business and its relations inside and outside the organization. It is also a process that
must always correspond to the needs

We should bear in mind that in order to profit by the advantages of diversity mana-
gement, discrimination must be prevented as much as equal opportunities must be gran-
ted. We should also take into account that diversity management is all people's business,
which requires their involvement, participation and consideration, those of minority
groups in particular. Furthermore, it requires a planned strategy and should pass through

._. all the enterprise's activities.

L]
'I

The measures included below are examples or good practices that some companies
have already implemented. However this is not a closed list, but a wide range of measu-
res to be put into action by each organization in line with their needs, culture, philosophy
and creativity.
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Good practices

Good practices in sensitization / prevention of discrimination

a. Sensitizing and training in tolerance and non-discrimination.
Definition: formative sensitizing actions to avoid discrimination cases.

What do we expect from this measure?

m To insist on and make everyone in the enterprise aware of the relevance that con-
sidering diversity as an opportunity for improvement has in the current labour mar-
ket, if and only if it is adequately managed by all people involved.

m To create a corporate culture that respects the values of managing diversity.
m To enhance the sensitization of the enterprise to respecting diversity.

m To guarantee that the actions carried out in the enterprise as regards diversity
management will not find barriers to their implementation at certain organizatio-
nal levels.

Methodology and performance

m Organising workshops and seminars for all people, from managerial positions to
production staff. The dynamics of those activities can be assigned to diversity
management experts o qualified staff in the enterprise itself. In this case, they
should be competent enough to transmit the importance of respect and tolerance
to diversity, to make others understand the benefits of optimal management and
give them the basic know-how to operate.

Costs and benefits

m The main cost of this action is the organization of conferences, including recruit-
ment of experts.

m Benefits: improving the labour climate, culture, creativity and the image of the
enterprise.

1. Example of sensitizing and training

Since 2006 a well-known enterprise in the cosmetic sector has developed a sensitization pro-
gramme aimed at the whole staff, dealing with diversity and its importance within the enterprise
with a view to its customers. The main objectives of such project are to understand the concepts
'diversity' and 'equality’, to identify possible organisational and personal barriers to diversity, and
to develop suitable tools for removing them and developing personal action plans.

Training on diversity has taken place in five two-day sessions during 2006. A total of 78 peo-
ple have been trained, including members of the management committee, team-responsible
ones and middle managers. The groups were heterogeneous and the methodology consisted in
role-playing and case study. There is provision to carry on with the training programme until 2008
at least.
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practices

b. Ethical Conduct Codes

Definition: corporate agreements to prevent and avoid discrimination cases. Thereby rules
and principles are set voluntarily and with a purpose.

What do we expect from this action?

m It is a tool for dealing with discrimination, at the same time increasing tolerance
and fair treatment. It helps develop a common conscience of values such as justi-
ce and humanity in the enterprise.

m A conduct code defines a global non-discriminatory interactive conduct concept,
applicable to all staff in the enterprise. This code can also help to regulate contact
with costumers, suppliers and relations with other companies.

m It involves a conduct declaration from the enterprise, which does not bear judicial
consequences. It is an attempt at reacting to problems and conflicts in a settled
way. It implies uniting the enterprise's staff in a collective declaration.

m Its development favours an inclusive work climate, in which people are valued and
respected. It is a climate improving process carried out without any moral o legal
constraints, through a change in mentality and behaviour.

Methodology and performance

m It will be implemented by the management committee alone or in cooperation with
a group of staff representatives. It is essential to talk with all target groups within
the enterprise about rules of equal opportunity, antidiscrimination, values and prin-
ciples, together with rules of environmental protection, security, fair trade... All
staff should know the conduct code (Transparency). The emphasis here must be
placed on the commitment of the management committee, who are in charge of
calling attention to and develop the measures included in the code, as well as wat-
ching compliance with the rules.

Costs and benefits

m The cost will be measured in terms of the time spent in preparing and discussing
the contents of the Code by the management team and staff representatives
during the working hours.

m As to the benefits, the code of conduct upgrades motivation and effectiveness in
the staff. A work climate based on tolerance and respect strengthens the staff's
commitment and increases creativity as much as productivity.
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Good practices

2. Example. Value based Management.

An enterprise with a 350-people staff, which makes wire sub-products, has included mana-
gement through values in its management system within the organisation, considering all wor-
kers not as another resource or mere workforce, but as human beings with their own dignity, indi-
viduality and values. This involves taking into account all the possible roles of a human being and
all the subsequent aspects, namely physical, mental emotional and self-fulfilment.

Managing through values is not just about having a range of stated values, to some point in
agreement with the staff. In the enterprise everyone works for the effectiveness of such values
and to make sure they are taken into consideration in all decision-making processes. By doing
so, those values are perceived in all the staff's operating modes and behaviour, thus adopting
them as part of the organizational culture.

c. Agreements against discrimination

Definition: They are agreements between the enterprise and union representatives to
guarantee equal opportunities. Clauses in the agreements are as follows: equal .-I
transparent wages, contract system regulation, improvement of work conditions as
settled by agreements...

What do we expect from this action?

m To elaborate a legal framework to guarantee inclusive fair work conditions, thereby
allowing for respect of diversity at all levels within the company.

m To make the enterprise commit itself by legal means.

Methodology and performance

m The management team together with the union representatives will create a legal
framework to develop such agreements with specific clauses included therein. By
doing so, equal opportunities are granted and discrimination forbidden as regards
hiring contracts, work conditions, salaries, dismissals, careers, social benefits, trai-
ning and access to information. Furthermore processes will be set up in order to
deal with any possible complaints. Sanctions against contract-breaches will also be
formulated. The staff will be informed of their contents. A team will be elected to
control the implementation of such actions. They will be signed by all representa-
tives at all levels of the enterprise.

Costs and benefits

m Cost: The same as to the Conduct Code, the cost is measured in terms of time
spent in elaborating the agreements.

m With regard to the benefits, it will entail the improvement of the enterprise's
image, social dialogue, work climate and commitment to the enterprise as much
as personal motivation.
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Good practices

Good practices in staff recruitment processes

a. Cooperation agreements between the enterprise and non-profit
organizations:

Definition: The target here is to set up a cooperation frame for staff recruitment, selec-
tion and inclusion.

What do we expect from this action?

m To strengthen cooperative relations between the enterprise and non-profit organi-
zations.

m To guarantee successful recruitment, hiring and inclusion of certain groups in dan-
ger of social exclusion and subsequent loss of confidence.

m To increase labour opportunities for groups with employment difficulties.

Methodology and performance

m It implies setting up a cooperation frame between the enterprises and non-profit
entities at the time of recruiting, hiring and including people. Complementary mea-
sures should be provided to support the enterprise in such an integration process,
namely additional information about work permits, follow-up of new employees,
renewals...

Costs and benefits

m Recruitment costs are reduced. Non-profit organizations will be in charge of the
main tasks.

m Benefits removing uncertainty when hiring people, and more successful contracts.
Productivity gains strength due to shorter times of adaptation to the job, and
image gets enhanced as well.

3. Example of cooperation agreements

A non-lucrative entity that works with immigrants has signed cooperation agreements with
certain enterprises and other entities, by means of which a cooperation frame is set up for the
recruiting, selecting and hiring the signatories' staffs. As for the non-lucrative entity, it commits
itself to carry out complementary actions that facilitate the new worker's incorporation and adap-
tation to the enterprise, such as counselling and support in the processing of permits, renewals,
accompanying and monitoring new workers, etc.
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Good

practices

b. Managing Competences

Definition: A competence is a set of knowledge, abilities and motivations that allow a per-
son to act in order to obtain certain results. When a person has the competences neces-
sary to obtain outstanding results, such competences are called 'talent'.

Workers have to contribute with certain knowledge, abilities and conducts according to the
needs of the enterprise. We call these three elements professional competences.

Managing competences involves supervising all desirable competences needed for the
best functioning of the enterprise in all its areas, developing them so as to reach a des-
ired working state in the organization.

What do we expect from this measure?

To identify, foster, develop and acquire the necessary competences meant to add value to
the organization and make it different from the others. By managing competences, suita-
ble environments are generated which favour personal and professional development,
harmonizing and balancing the needs of the employees in a responsible way.

Methodology and performance

m So as to manage competences, a number of tools are used, such as interviews
about critical incidents, group dynamics and assessment centre, among others,
which enable us to determine the professional competences needed to successfully
perform a particular job within the enterprise. These tools are applied in selection
processes and afterwards, as personnel management tools aiming to define and
manage the careers of the employees. Through (regular) training, competences
are improved and strengthened.

Costs and benefits

m Managing competences requires significant effort from the enterprise's HR depart-
ment. As a result, the cost is determined by the HR workers' capacity to adapt
selection and follow-up processes to competence management. That entails the
use of new tools and, therefore training those workers will be sometimes a requi-
rement.

m As regards the benefits, integrating people results in lower absenteeism and rota-
tion risks. It also improves the workers' motivation and commitment to the enter-
prise. Training will help workers to feel valued by the enterprise and increase pro-
ductivity levels.

4. Example. Competence management

A good example is set by a financial entity with an 821 people staff which applies competen-
ce management to its selection and hiring policies. The Human Resources department applies
such tools as the deversigram, aimed to base candidate selection on professional competences.
This task is carried on through specific training adapted to the workers' needs, by means of men-
toring and coaching programmes as well as other more conventional training actions.
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Good practices

Good practices in hiring and payment

a. Neutral hiring and promotion policies

Definition: In the first place, to guarantee that the employee's personal or familiar situa-
tion is not an obstacle to getting hired or promoted in the company. In the second place,
to facilitate the employee's accessibility and permanence in the company, irrespective of
their personal situation.

What do we expect from this action?

m To foster equal opportunities within the enterprise.
m To select people based on their skills and potential.
m To recognize the staff's skills and abilities.

Methodology and performance

m Selection processes should be clearly defined, avoiding any questions related to the
candidate's family o personal situation during the interview.

m Assessment of skills and competences should be carried out according to previous
evaluation of the job, bearing in mind abilities and attitudes, and deleting such cri-
teria as availability or personal condition.

Costs and benefits

m Introducing this action should not convey high costs, since it has been introduced
by the company itself. Being able to apply this policy to selection processes is
essential. (If assessing implies salary increases)

m As far as the benefits are concerned, these can be significant because assessing
people based on their abilities within the enterprise helps upgrading motivation,
work climate and especially attracting and retaining talent in the enterprise. That
implies better quality work and results.
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practices

b. Policy of substitution for extended leave of absence

Definition: To substitute a worker on extended leave of absence for the whole period of
absence. This policy contributes to the effectiveness of other measures, such as family-
work conciliation.

What do we expect from this action?

m To facilitate access to these measures for the people in need, without added extra
work for their mates.

m To eliminate negative effects that taking advantage of these measures may entail
for the company's staff at all levels.

m To reduce labour stress and improve work climate.

Methodology and performance

m The enterprise should thoroughly study how business pace will be affected by a
leave of absence, the suitable actions to take and corresponding time of applian-
ce.

m Staff should know substitution policies in the enterprise at all levels, from produc-
tion to administration and management.

Costs and Benefits

m Costs will be determined by the enterprise's resources, staff applying for leaves of
absence and sick leaves, as well as those posts liable to be taken over. The com-
pany should also consider existing subsidies offered by the public administration
and get well informed about them in order to reduce costs.

m With regard to benefits, decreasing levels of stress and better work climate are the
main ones, together with the ongoing of production that would otherwise come to
a stop.

c. Equal transparent payment

d. Further examples

Hiring system regulation
Subsidies for large families

Tickets for canteens and créches

Company transport
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Good practices

Good practices in adaptation to the workplace

a. Training for integration
Definition: Specific training about the enterprise: mission, values, structure, functioning.

What do we expect from this action?

m To facilitate the integration of the new workers, thus shortening adaptation times.

Methodology and performance

m There are several choices to facilitate this information: by informative brochures,
new technologies (e.g. e-mail), pinning notices to the company's boards, prepa-
ring a welcoming manual for new employees, organising seminars about the
values, mission and ethics of the company. It is essential that the company makes
sure that new employees have access to such information and is aware of its rele-
vance.

Costs and benefits

m The cost will be minimal. It will only take the necessary time to agree on the ways
this information is going to be spread. In the case that a formative session is pre-
ferred, the person assigned to give it can be chosen among the staff and should
be familiarized with the topic in question.

m The benefits brought about by this good practice are verified by increased produc-
tivity levels, the outcome of fast adaptation to the workplace.

b. Defining the workplace

Definition: To give a simple and clear definition of the tasks to be carried out in a certain
post and the factors necessary to do them successfully.

What do we expect from this action?

m To specify the competences, skills, abilities and attitudes a candidate to a certain
job should have.

m To diminish uncertainty levels in the employees as regards the performance of their
tasks, position within the enterprise and level of responsibility.
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Good

practices

Methodology and performance

m It should be based on thorough research and constitute a simple tool for establis-
hing the necessary requirements (competences, attitudes and skills) a candidate
should have in order to efficiently perform their job.

m To let the employee know about these requirements after being hired, and to trans-
mit their obligations and responsibilities, i.e. an assessment of their job.

Costs and benefits

m Costs are low, since it only involves some time spent by those competent people
in charge of analysing the different posts within the enterprise.

m Benefit: doing the tasks and clear procedures help the employees to be more effi-
cient.

m To make sure the right person is in the right place.

c. Mentoring

Definition: guidance and support given by a worker to a new employee. There is a sub-

type, i.e. "Junior Mentoring" (you can loose a worker, but not their experience). It con-
sists in a process of guidance and trans-generational support designed to complement
training and practice.

What do we expect from this action?

m To offer support to new employees, particularly those in under-privileged groups,
so that they can foster their abilities and help their integration in the new workpla-
ce.

m To avoid desertion due to bad adjustment to the post.

m To provide individualized training opportunities for the staff to better perform their
jobs.

m To deal with and cover individual needs through personalized attention.

m Mentors act as a model to be imitated, which can inspire new employees to try and
be as competent as their mentors in their jobs.

Methodology and performance

m They should be volunteers within the enterprise (or professional mentors from out-
side), prepared to develop this kind of task.

m Mentors should support the worker in all aspects concerning their jobs, career, trai-
ning and relation with the enterprise.

m They should inform the worker about structures, institutions and training opportu-
nities.
m Mentors must inspire the worker with confidence, so that they can confide all their
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Good practices

doubts, problems and needs to them.

m Mentoring should be a practice supported and facilitated by the management com-
mittee.

Costs and benefits

m Coordination costs and working time spent by the mentor are compensated by a
faster adaptation to the post.

m In the matter of benefits, mentoring means a better integration of the worker into
the staff, and lower staff fluctuation levels. Besides, it enables the enterprise to
take advantage of senior workers' experience.

d. Cultural flexibility: Erasing communication barriers.

Definition: To satisfy the staff's needs according to their cultural and ethnical differences.

What do we expect from this action?

m To facilitate the inclusion of people with different cultural and ethnical backgrounds
in the enterprise, through measures that make integration and adaptation to the
job easier.

m To upgrade motivation and favour a good work climate.

Methodology and performance

m The enterprise will be in charge of promoting the implementation of flexible rules,
such as sabbatical periods, holidays, permits, search of adapted jobs, language
courses...

m The staff should be informed about these measures, as well as the application pro-
cedures and other requirements to meet, so that misunderstandings are eluded.

Costs and benefits

m Costs are based on professional fees in the case of language courses, social skills
training...

m By implementing these practices, the enterprise will benefit from higher levels of
personal motivation and commitment, from retaining talent, higher productivity,
lower costs and a better image.
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Good practices

5. Example. Cultural flexibility

An interesting case is that of a construction business that has a 200-people staff, more or
less, 25% of whom are foreigners (Pakistanis, Bulgarians, Rumanians, Tunisians, Algerians,
Moroccans, Sub-Saharans and Latin-Americans). The enterprise in question has made its labour
conditions more flexible in order to retain talent and avoid excessive staff rotation. For instance,
it has changed holiday periods from 30 natural days to 22 labour days. This allows foreigners to
better adequate their holiday periods to their needs. Many of those foreigners make their holiday
periods longer without notice, and therefore they lose their jobs. For that reason and to avoid loo-
sing the most valued workers, it is agreed that they will be made redundant for as long as they
are on holidays in their home countries, being hired again once they come back to Spain.

s
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Good practices

Good practices in work life balance measures

Measures to facilitate conciliation between family and work, and to make access and per-
manence in the workplace possible.

a. Services for the individual

They are those services that the organization offers to their employees in the corporate
premises or with corporate resources, so as to improve the employee's quality life and
conciliation.

m Children's care: (creche, benign-disease care, after-hour services).

Definition: It is difficult for women with young children to go on working. The dif-
ficulty in finding suitable day nurseries, and the rigid working hours, eventually
make a parent, most times the mother, leave their jobs or shorten working hours.
Absence of these workers bears significant loss to the enterprise, since new subs-
titutes have to be found and trained, which entails long adaptation periods. Even
if mothers go on working, problems may appear during holiday or children's illness
periods. Créche services provided in the workplace, or day nurseries, reduce a
main source of stress and have a positive impact on punctuality standards. It
should not necessarily be a service rendered by the enterprise itself, but one lea-
sed from outside.

What do we expect from this action?

O To facilitate conciliation between work and children's care.
O To lessen stress produced by work overload.

0 Available créches improve parents' chances to work, benefiting women in parti-
cular.

Methodology and performance

O There are several possibilities to implement this action and they should be upheld
by the enterprise:

o A care-taker hired by the enterprise

o Agreements between the enterprise and the nursery to grant reservation of
vacancies for workers' children.

o Organising créche services in cases of emergency (holidays, illness)

Costs and benefits
0 Rendering these services might seem to entail important costs for the enterpri-
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Good practices

se. Nevertheless such costs will be lower than those caused by absences, fluc-
tuation and desertion.

o On one hand, this measure can help workers with young children to increase their
productivity, be more motivated and committed to the enterprise. On the other
hand, the enterprise will see costs reduced as a result of lesser fluctuation and
sick leaves among the staff.

Elderly People's Care: Day care centres for dependant people, information and
health support, after-hour services.

Home services: shopping, laundry, fixing, catering and other home maintenance
services.

Information services: centralization of interesting personal or family informa-
tion. Personal counselling centre for immigrant people (normalization, family re-
union, legal advising, etc.)

Health services: gyms, psychologists, primary care, are services the enterprise
can render within its premises or nearby so as to improve life standards.

Enabling access to new technologies through internet rooms. They are rooms

fitted out for people to have access to the internet and carry out administrative
procedures or make other necessary arrangements during their breaks. By doing
so, absence from work is cut down.

b. Labour flexibility measures

These

measures are meant to make time and space more flexible in the workplace, in

order to adjust them to the workers' personal and social needs. They facilitate concilia-
tion between work and family life, enabling access and permanence in the workplace.

\
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Elexible starting and leaving hours: to allow workers to organise their day so

that they work eight hours on a daily basis. It does not imply important changes
or costs, and it is a measure highly valued by workers. For that reason it is com-
panies that most often implement this measure.

6. Example. Flexible starting and leaving hours

Fish and seafood is cooked for sale in an enterprise with a permanent staff of 25 workers.
The case was that one of them was offered to do her 20 weekly hours at her convenience due
to personal temporary circumstances. By doing so she could organise her work in the most sui-
table way.

Part-time or reduced working hours: employees are allowed to work fewer

hours a day or a week, in return for a proportionately lower pay, 33% being the
minimum fixed by law. A reduced working day may be a measure particularly tai-
lored for parents with early age children, thus allowing them to spend time with
their children without leaving their jobs.
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m_Flexible hours shared with other employee: namely job-sharing between two

employees. The same job is shared by two people who coordinate the distribution
of tasks and responsibilities accordingly. Although it has a lot of advantages, this
practice is under-used by enterprises. It allows two or more people to share the
same job, responsibilities, obligations, salary and holidays. One mode of job-sha-
ring consists in assuming office in full but part-time. This practice favours flexibi-
lity, mutual support, and grants continuity if one part leaves. Better than day-shor-
tening, job-sharing helps maintaining professional category of a job and subse-
quent work benefits.

m Hour Banks: it consists in accumulating worked extra hours in an annual account
that can later be used to extend holiday periods in accordance with the work sche-
dules of the enterprise, or to enjoy a number of days off work.

Larger permits (breast-feeding, parental) it means to extend permits fixed by
law, such as paternity or maternity leaves, breast-feeding, family illness, etc. The
efforts made to finance this measure will vary according to means and structure of
the enterprise.

Tele-work: work from home (going to the premises just for recycling or team
interaction), use of technological means to avoid commuting.

Teleworking is a flexible way of organising work, which consists in carrying out a
certain professional activity without the worker being physically present in the pre-
mises during an important part of their working day. It comprises a wide range of
activities and can be performed full-time or part-time. Professional activity implies
frequent use of electronic information processing means, and permanent use of
some type of telecommunication to keep contact with the enterprise.

m Other examples

- Possible shift changes for family reasons.
- Concentration of efficient professional dedication.

Advantages of adopting work flexibility measures:

m Lower costs based on lesser rotation. These costs are generated through hiring new
employees to substitute workers who left the company for conciliation problems.
In these cases the company incurs in expenses that are brought about on one hand
by a lower productivity caused by the worker's absence until the post is fully taken
over, and by the same process of searching, selecting and training a new worker,
on the other hand. Subsequent costs should be assumed for searching, selecting
and training processes. The more skills a job requires, the higher the costs entai-
led. Flexibility policies introduced by the enterprise will make it a more attractive
workplace, at the same time widening the chances of retaining employees and
attracting talent to the enterprise.

m Reduction of reinstating costs: On the one hand, long absences usually imply a pro-
fessional disqualification as well as a loss of work habits and routines. On the other
hand, specific work conditions and organization may deeply change in line with the
circumstances and innovation and/or strategic changes introduced by the enterpri-
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se. Returning to work demands professional re-qualification as well as adaptation
to the new post, which generates training costs and lower productivity standards
in the first steps. Programmes designed to promote conciliation and work flexibi-
lity and facilitate returning to work, definitely reduce such costs.

m Lower absenteeism

m Higher productivity and better work climate

m Upgraded staff's motivation and commitment to the enterprise

m Better image.

IVERSITY
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Good practices in human capital assessment

It is the enlargement of work production capacity reached through making the workers'
abilities better. (Gary Becker) These abilities are acquired by training, motivation, team
work, fostering internal communication, etc.

a. Motivation

m Career plan: to draw a professional route for the workers together with certain
development targets.

m Insurances: insuring workers according to levels of risk at the workplace, offering
alternative family and home insurances consistent with the worker's performance.

m Job rotation: It puts an end to monotony in certain jobs, and offers the worker a
more comprehensive training and involvement in the enterprise. Job rotation has
many advantages. Apart from providing the worker with a wide qualifying expe-
rience, it helps to avoid stagnation by introducing new approaches in every depart-
ment. It can also enhance inter-departmental cooperation, and brings better
understanding of other workmate's problems.

Rotation brings forth variation in the contents of the task to be done, as much as
the necessary skills and know-how, which has a positive impact on the workers'
satisfaction.

Moreover, it causes a decrease in monotony, boredom, absenteeism and stress
levels at work, whereas it generates betterment in product quality and producti-
vity. Yet, developing a rotation programme is not an easy task, for organizational
difficulties among others. There are a number of criteria to take into account when
it comes to assigning different posts to the workers, and also a good deal of res-
trictions that must be set up to obtain practical results adjusted to the real possi-
bilities of the staff. It is advisable that the person designing the programme uses
those tools that allow him to design and assess rotations in a fast flexible way.

b. Training

The purpose of the training processes is not only that employees acquire knowledge, but
also that the enterprise improves itself and obtains new tools to be different and adapt
itself to changes through that knowledge.

Corporate training provides the worker with the means to get integrated and to feel they
are part of the enterprise, since implementing the knowledge acquired helps the enterpri-
se to develop itself. Motivation, better work conditions and future career are the reward
to training.
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m Regular training plans and easier access. Training plans include all actions that

IVERSITY

will be taken in the enterprise usually in one year's time, structured in a logical
way, with the purpose of upgrading the employees' competences and skills. This
way, it is possible to attain objectives and to adapt to changes that take place as
regards the particular needs of a post. By means of such logically-structured trai-
ning plan, arbitrary inconsistent training is eluded.

It is important that the employees know the enterprise's training plan in full: the-
oretical as well as practical contents, and its objectives, target groups and schedu-
led calendar, place where courses and other actions will take place, etc.

Once research about training needs in the enterprise is done, the next step should
be to analyse its consistency, viability and optimal moment for its implementation.
Courses should be scheduled within working hours. Finally, after specifying the
contents, schedules and extension, it is essential that the enterprise informs the
employees about the plan and facilitates access to training.

Regular recycling of skills and abilities in order to prepare staff to contribute
to the enterprise's objectives and future strategies.

: The main purpose of
this measure is that the worker can have voluntary access to the enterprise's trai-
ning plans. Therefore it is granted that their knowledge gets updated, especially
when there is the possibility that changes occur in production processes or in the
company's management.

Eacilitating attendance to conferences, lectures, workshops.
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Good practices in internal communication

The aim is to spread the enterprise's plans at all levels and to create a climate of trust
among the staff.

a. Notice board:

Definition: communication channel used to pin information concerning measures, urgent
memos, novelties and any other information of interest (subsidies, grants, courses,
announcements, notifications, activities, etc.).

What do we expect from this measure?

m To foster knowledge of conciliatory measures, training plans, subsidies given to the
enterprise.

m To enhance communication between the enterprise and staff.

m To be a transmission channel for any information, of private or public nature, that
may be of interest to the workers.

Methodology and performance

m The notice board should be located in a place easily accessible for the staff. A per-
son should be assigned the task of updating relevant information.

Costs and benefits

m Installation costs are minimal, since the enterprise itself can fix the board and see
to its updating.

m With respect to the benefits, it boosts communication and confidence between the
staff and the enterprise, broadens commitment levels, improves work climate and
reduces uncertainty within the enterprise.

b. Boosting relation between different levels in the enterprise
c. Information about the organization, job, tasks

d. Bidirectional communication (horizontal and vertical) via sug-
gestion or complaint boxes, e-mail, etc.
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Good practices in staff's participation in the enterprise

a. Boosting staff nets

Definition: to organise casual groups within the enterprise. Some people feel excluded and
alone, without the strength and confidence necessary to defend their own interests. They
cannot fully develop their competences and ideas in the company.

What do we expect from this measure?

m To boost staff's participation in the company through a well-organised structure.
m To get to know staff's needs better.

m To achieve acceptance and transmission of certain interests and needs to the rest
of the enterprise. People who have a chance to group together according to com-
mon interests or experiences feel valued and respected by their workmates.

Methodology and Performance

m This measure can be introduced by the management team, staff's representatives
or by a member of the staff individually.

m The structure of the net should be designed and announced by the management
committee, aiming to cooperate with the group of workers.

m It is the net that specifies their characteristic features and interests, and suggests
ways to integrate their own targets within the company's policy.

m Working rules of the net should be defined as to the following:

o Where to hold meetings (inside or outside the company)
o How to succeed in communicating with the management team in a fluent way
0 The budget to maintain the net.

Costs and benefits

m Costs are low and will depend upon the degree of support provided by the enter-
prise (budget, meeting rooms, and gatherings during working hours...)

m As benefits are concerned, the needs of these staff nets will serve as a guide for
the enterprise when it comes to analysing their customers' needs, which are more
and more varied and may coincide with the features of the net. It all entails hig-
her levels of motivation, productivity and commitment to the enterprise.
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