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Abstract
Diversity management seems to have become a buzzword of modern society and management practice. As a result different policies and approaches were developed on an organizational and/or national level. In written commitments, such as European charters of diversity, companies express their wish to ban discrimination and promote diversity in the workplace. Whereas such charters exist for several western European countries, transition economies still lag behind this development. Furthermore, research studies on how to actually manage diversity in organizations through effective human resource management are limited and research in transition economies is urgently needed (Shen et al., 2009). This paper sheds light on two different aspects of diversity management. Firstly, we examine national policies of a western and an eastern European country by using the example of Austria and Bosnia and Herzegovina (BiH). The goal is to demonstrate the substantial differences which exist between the legislative provisions of Austria as an European Union member state and BiH. We then contrast organizational approaches to diversity management and its implementation within companies of the financial industry. Thereby we identify reasons for different implementations of diversity strategies across cultures and discuss implications for practice and further research.
Introduction

Predominant diversity issues differ between countries, not only within the European Union (EU) but in particular between the EU and other European transition economies. Multiculturalism is an important diversity issue that affects many EU countries including Austria as a substantial recipient of immigrants (Statistik Austria, 2011c). In 2011 more than 18% of the Austrian population were immigrants (Statistik Austria, 2011b). The special focus in this paper on BiH as an example of an emerging European transition economy follows two main reasons, internationalization and demographic change. Firstly, Austria’s geographical location in the centre of Europe has granted the country a strong position in the development of South-Eastern European markets. Austria has established itself as the gateway for business operations (Business Location Austria, 2007) and several internationally operating Austrian enterprises from the financial industry have taken the leading role in foreign direct investment in BiH. In 2010 Austria’s total investment in BiH amounted up to 1.6 billion Euros (AWO, 2011). Within the financial sector foreign banks (mainly Austrian and Italian banks) dominate 86% of the market in BiH (FIPA, 2012). Secondly, a large number of foreign job applicants and students are registered in Austria. According to Austrian migration statistics, the distribution of immigration from South-Eastern Europe shows a relatively large percentage of the people from the former Yugoslav republics (Statistik Austria, 2010). Thereof BiH contributes a decisive share in Austria’s migration between the years 2007 and 2010 (Statistik Austria, 2011a). In addition BiH itself has a strong history of migration (Krstić and Sanfey, 2007; Bosnia and Herzegovina Ministry of Security, 2010).
The legal framework

On the macroeconomic level EU-wide and national frameworks shape the statutory basis for diversity matters. As a member country of the EU Austria was obliged to transform EC-directives into national laws, e.g., the council directive 2000/43/EC on implementing the principle of equal treatment between persons irrespective of racial or ethnic origin (European Parliament, 2000a), the council directive 2000/78/EC on establishing a general framework for equal treatment in employment and occupation (European Parliament, 2000b), or the directive 2006/54/EC on the implementation of the principle of equal opportunities and equal treatment of men and women in matters of employment and occupation (European Parliament, 2006). Since January 1st 2006 the Federal Equal Treatment Act (Gleichbehandlungsgesetz BGBl. I No. 82/2005) and the Austrian Federal Act on the Equal Treatment of Disabled Persons (Bundes-Behindertengleichstellungsgesetz BGBl. I No. 82/2005) regulate anti-discrimination in employment irrespective of ethnic affiliation, religion, belief, age, sexual orientation, or disability. Employees feeling discriminated with regard to one of these dimensions can seek support from the members of the ombud for equal treatment (Gleichbehandlungsanwaltschaft, 2012). 
BiH on the other side as a non-member country of the EU lacks overall discrimination protection measures. Herein we focus on the explanation of the particularly complex legal framework within BiH. Therefore it is necessary to explicitly elaborate on the existing laws and their implementation within the country. Most laws in BiH differ between two entities – Federation of Bosnia and Herzegovina and Republika Srpska – and only a limited number of laws are directly applicable in both entities. 
Within the constitution of BiH, Article II (human rights and fundamental freedoms) constitutes that the European Convention for the Protection of Human Rights and Fundamental Freedoms and its protocols shall apply directly in BiH and the two entities. Article II covers all persons within BiH, without discrimination on any grounds, such as sex, race, skin colour, language, religion, political or other opinion, national or social origin, association with a national minority, property, birth or other status (Official Gazette of BiH, No. 13/1997). In 2009 the “Law on the Prohibition of Discrimination” was implemented on state-level (Official Gazette of BiH, No. 59/09). It regulates the protection against discrimination based on race, ethnicity, skin colour, sex, language, religion, political or other opinion, national or social origin, membership in unions or any other organization, age, health condition, disability, genetic heritage, association with a national minority, and as well on any other grounds. Although the Gender Equality Agency of BiH – affiliated to the Ministry of Human Rights and Refugees [1] – promotes gender mainstreaming in all areas of work as well as private and public life, some dimensions (such as age and disability) do not have a legal basis. Filipović-Hadžiabdić (2010) highlights that institutional mechanisms for gender equality were established at all authority levels and efforts made resulted in the adoption of the Law on Gender Equality in BiH. Therein persons of male and female sex should be equal, full gender equality should be guaranteed in all spheres of society and discrimination on the grounds of gender and sexual orientation is prohibited (Official Gazette of BiH, No. 10/09). In 2009 BiH ratified the UN Convention on the Rights of Persons with Disabilities and Optional Protocol, which led to the development of the “Law on Professional Rehabilitation, Training and Employment of Persons with Disabilities” in 2011 in the Federation Bosnia and Herzegovina (Official Gazette of FBiH, No. 9/10). The law was already implemented in Republika Srpska in 2005 (Official Gazette of RS, No. 98/04). Through the law all public companies and institutions are obligated to employ at least one person with disabilities for every 39 workers. [2] There is no official data concerning the implementation of the law. In both entities the implementation of the law requires a special fund for its maintenance. However, up to this date no such law or fund exists on state level. Evidently, dimensions such as ethnic affiliation but also religion and belief are not regulated. 
In sum the legal framework for diversity matters is mostly in force, but fragmentation within the country remains and implementation continues to be poor. Although the major international human rights conventions have been ratified, limited progress remains regarding the implementation of these regulations. Also the enforcement of domestic rules is not sufficient and needs to be strengthened (European Commission, 2010). Furthermore the implementation of the legal framework in the area of economic and social rights is weak. Concerning anti-discrimination policies on state-level the law in force does not include age and disability. Also, social discrimination of lesbian, gay, bisexual and transgender (LGBT) people is common. However, due to this date no steps were taken to remedy the deficiencies of the legal framework within BiH (European Commission, 2010). 
The complexity of the legal framework within BiH is given due to the country’s overall fragmented legal, political, social and economic status. BiH is a mosaic of different ethnic groups with a heterogeneous population. The coexistence of three constitutive ethnic groups (Bosniaks, Serbs and Croats) is explicitly mentioned in the constitution. As an ethnically mixed country BiH’s population consists of Bosniaks, with a percentage of 43,5% in 1991 the largest population group of three, Serbs in second (31,2%), Croats in third (17,4%) and 17 national minorities, with a percentage of 7,9% (FZS 2012; European Commission, 2010), generally titled “others”. [3] Nowadays the ethnic term Bosniak has replaced Muslim, which in general has a religious connotation with Islam (CIA, 2011). Given such heterogeneity we consider diversity issues with regard to ethnicity and religion of utmost importance for BiH. Still, we assume that such sensitive issues are difficult to address on the national level of a war-torn country and see therein one of the biggest challenges for the legislative power in the discussed transition economy. 
Organizational approaches to diversity management in the financial industry

Target-group-specific measures with regard to diversity dimensions exist in Austria on the company level, at least occasionally. Sandner et al. (2007) for instance give an overview of diversity approaches in some selected Austrian companies. Organisations have learned to avail of immigrants, primarily in customer contact; however, a sustainable diversity management is barely developed (Tomassovits, 2011). With regard to the financial sector we briefly illustrate this development using the example of Bank Austria as a member of the UniCredit Group, the biggest bank in Austria as well as in Central and Eastern Europe. The UniCredit Bank Austria AG also incorporates a competence centre for Austria, South and Eastern Europe (UniCredit Bank Austria AG, 2012a). Diversity is predominantly implemented by a joint declaration regarding equal opportunities and anti-discrimination, which serves as an essential guide for employees in their day-to-day work. A second focus within the bank’s diversity attempts lies on disability management (UniCredit Bank Austria AG, 2012b). Consequently, women and disabled persons determined the topic diversity in UniCredit Bank Austria AG for a long time and only in the last couple of years immigrants have gained importance as a diversity dimension; still, they do not reflect Austria’s high share of 35% of immigrants in the number of UniCredit Bank Austria AG’s employees (Tomassovits, 2011). We see this fact as an indication of a not yet exhaustively implemented diversity management. Notwithstanding, UniCredit Bank Austria AG stated an official diversity commitment by signing the Austrian diversity charter ‘Charta der Vielfalt’ in November 2010, being one of the first eleven signatory companies. Also three other companies of the financial industry were amongst the first signatory companies and one more joined the charter later, which shows the commitment of this industry as a whole to the topic of diversity management. The voluntary diversity initiative ‘Charta der Vielfalt’ was launched as an initiative of the Federal Economic Chamber, the Vienna Economic Chamber and the diversity consultancy Pauser & Wondrak and aims at encouraging companies to implement and develop diversity policies (European Commission, 2012). The charter outlines measures to promote diversity and equal opportunities in the workplace, regardless of race or ethnic origin, sexual orientation, gender, age, disability and religion and consists of a short document voluntarily signed by a company or a public institution. Companies, organizations and public entities willing to sign the charter commit themselves to carry out such measures and thereby formally express their appreciation and respect for diversity. In Europe similar charters exist for Belgium, France, Germany, Italy, Spain and Sweden. For South-Eastern Europe and in particular BiH such a charter is not available.
Due to the wide variety of organizational approaches to diversity management in the financial industry, we analyze two internationally operating companies of this industry. Although the UniCredit Group operates on the BiH market, we will not look into UniCredit Group’s diversity approaches in BiH within the scope of this paper, as the focus lies on wholly-owned Austrian companies with subsidiaries in South-Eastern Europe. The goal to contrast diversity approaches of an Austrian headquarter and its subsidiary in BiH is followed by focusing on one Austrian bank and one Austrian insurance company which control their foreign business in South-Eastern Europe from their base in the Austrian province of Styria.

Theoretical grounding
According to Cox (2001) diversity refers to the variation of social and cultural identities among people in a defined employment or market setting. Social and cultural identities describe personal affiliations with groups e.g., national origin, religion, gender, etc. whereas employment and market systems refer to organizational and geographic settings. In a business context diversity management aims at creating a framework to minimize performance barriers and simultaneously facilitate and increase organizational performance (ibid). Diversity management thereby addresses different spheres of activity in management: the role of gender mainstreaming (e.g., Hanappi-Egger, 2006; Linehan and Hanappi-Egger, 2006), and in particular the role of women (e.g., Elsass and Graves, 2007) and work-life balance (e.g., Lewis and Humbert, 2010), age diversity (e.g., Simons et al., 2000), or ethnic minorities and target-group oriented marketing (e.g., Cui and Choudhury, 2002; Schuchert-Güler and Eisend, 2007) to mention but a few. Theoretical analyses integrate such dimensions and generally focus on three different perspectives of workforce diversity: the discrimination-and-fairness perspective, the access-and-legitimacy perspective, and the integration-and-learning perspective (Thomas and Ely, 1996; Dass and Parker, 1999; Ely and Thomas, 2001). All three approaches give indication of an organization’s motives to introduce diversity within the corporation as well as conditions under which cultural diversity can influence work behaviour. The discrimination-and-fairness paradigm aims at increasing demographic diversity in the organization and promoting fair treatment. The focus lies on equal opportunity, and compliance with legal decisions and federal equal employment opportunity requirements. Prejudice often excludes members of certain demographic groups out of organizations, but diversity approaches can help to ensure the restructuring of an organization that better reflects society in the sense that all employees need to be treated with respect and no one should be given unfair advantage over others. The access-and-legitimacy perspective follows a market-based motivation and highlights the increasing consumer power of ethnic groups prevalent in a more and more multicultural society. In order to respond to differentiated segments an organization needs a demographically diverse workforce with multilingual skills and abilities. This allows for a better understanding of customers’ requirements and gaining legitimacy with them. This approach does not only focus on diversity as a tool to introduce fairness but it underscores the potential for business operation. Finally, the integration-and-learning perspective encourages active participation of employees and incorporates employees’ perspectives into the organisation’s work processes. This perspective is based on the proposition that a diverse workforce has the potential of finding better, faster, or more efficient ways of compliance beyond those legally mandated, thus allegorising the learning organisation. Dass and Parker (1999) added a fourth paradigm, the so called resistance perspective, which connotes that individuals showing some form of difference are not part of the homogenous group within an organization. Therefore growing pressures for diversity exist, but are likely to be perceived as threats (Dass and Parker, 1999:69). The role of employee involvement is notably highlighted in literature, either as a tool to promote innovation (Yang and Konrad, 2011) or as an essential component of strategic human resource management (Mc Mahan et al., 1998). Whereas broad agreement prevails that managing diversity can lead to competitive advantage (e.g., Cox and Blake, 1991), strategies to manage workforce diversity in organizations differ and can result in different modes of strategic response (Dass and Parker, 1999). As the discrimination-and-fairness perspective with its focus on groups more than on individuals is generally perceived as an organisational problem to be solved, the strategic response is defensive and includes negotiation, balancing, and pacification of different interest groups to receive affirmative action. On the contrary, the access-and-legitimacy perspective is associated with an accommodative strategic response, promoting greater diversity in the workplace. A higher level of heterogeneity and inclusion is mainly driven by demographic pressures. The integration-and-learning perspective follows active strategic initiatives by adopting diversity policies. This facilitates the main goal to achieve similarity between different cultural, functional and hierarchical groups. Finally, the resistance perspective results in a reactive strategic response implying avoidance, denial or manipulation. Diversity as a non-issue and the attempt to maintain the status quo in the organisation result in a strong conviction that due to high costs changes are inefficient or inacceptable. 
A conceptual framework of HR diversity management (see figure 1) is suggested by Shen et al. (2009). The framework combines diversity management issues (equal employment opportunity and affirmative action) within all levels of HR practices (strategic, tactical and operational) through different activities and the involvement of managers at all levels. The strategic level incorporates a strategy that values diversity. Here the top management has to commit to and implement diversity within the organisational culture. The tactical level includes a range of HRM policies with regard to diversity to support management commitment. The implementation of HRM diversity policies is conducted at the operational level. The policies emphasise the education and support of employees in relation to diversity. The objectives of diversity management, which include benefits to organisations and individuals as a result of good diversity management, are also incorporated into the framework. The framework is part of the theoretical basis for our analysis of the diversity management approaches of two companies in the financial sector
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Figure 1. A framework of HR diversity management by Shen et al. (2009: 245)

Methodology
In our paper we choose to analyse two Austrian companies in the home market and their subsidiaries in the transition economy respectively, in order to ensure a better understanding of differences within diversity approaches based on cultural background. We study a bank and an insurance company in both the Austrian home market and the South-Eastern European target market of BiH, based on Thomas and Ely’s diversity paradigms as well as Shen at al.’s framework of HR diversity management. Our method involves a three-phase process of collecting data, comparing findings in the headquarters and subsidiaries as well as interpreting results. Data was collected in both countries in spring 2012 primarily through interviews with managers and business experts from the respective countries and supplemented by written documents such as diversity agendas and mission statements. The interviewees were selected through personal contacts and recommendations according to their experience in Austro-Bosnian business interactions. A team of two of the authors collected the data in both the bank and insurance company on site in BiH. The authors also conducted interviews in the Austrian home base. Interviews lasted between one and two hours each. We recorded and transcribed the interviews and made filed notes after each site visit. The data is interpreted through content analysis (Creswell, 2009; Gillham, 2009). Our goal is to identify the core differences in diversity management between the analysed countries through substantive statements from the data. 
All interviews centred around five blocks of questions with the main focus on diversity management. However, the issue was not addressed directly in order not to limit the interviewees’ answer possibilities in case of non-existing diversity measures in the organisations. Therefore we first asked participants about their occupational career and scope of functions in the organization. Second, we asked about the relations between headquarter and their subsidiaries in the former Yugoslav Republics. Third, we collected information on the number of employees and staffing models. The next block of questions dealt with personnel management in general; we were especially interested in criteria for recruiting, number of locals and foreigners, their position, the role of expatriates and their perceptions of collaboration between Austrians and nationals of BiH in either the home base or the foreign subsidiary alike. Finally, we addressed diversity management directly, collecting data on the dimensions, policies, relation to corporate philosophy, specific diversity programmes, legal regulations, and specifications predetermined by the headquarters.
The process of gathering and analysing data (transcription, coding and interpretation) was cross-checked by at least two of the authors in order to ensure qualitative reliability and validity of the data. Furthermore, all steps of the procedures were documented (Creswell, 2009; Creswell & Miller, 2000).
Further work
After gathering all the theoretical and empirical information we are currently analyzing the data. So far we have gathered information about the diversity practices of the bank headquarters on the Austrian market. The emphasis of the headquarters is on diversity practices concerning people with disabilities and ensuring the equality between male and female employees. The focus here is on the compliance with the federal requirements concerning diversity and equal opportunities. These diversity practices are in line with the above mentioned discrimination-and-fairness perspective that aims at promoting fair treatment and focuses on the compliance with legal decisions. Due to the legal framework in Austria, this is not surprising and we expect a similar situation within the headquarters of the insurance company. 
We expect a rather different focus of diversity activities in the subsidiaries, due to the different legal frameworks and the stronger focus on ethnic diversity. The comparison of the legal frameworks of the two countries shows the influence of the EU legislation on the implementation of a legal framework concerning diversity management measures in Austria and a poor implementation of the existing legal framework in BiH. Furthermore, we expect that the comparison of diversity measures in the financial industry will show how the inclusion of specific diversity dimensions is also influenced by political, economic and social factors within a country. However, further analyses are necessary to validate our current assumptions. The analyses for the remaining companies are currently being carried out. 
The next steps include the further interconnection of our empirical findings with the above theoretical framework and the drawing of necessary conclusions for our analysis. Further steps include the interpretation and summarising of the findings as well as the discussion of implications and limitations of our study.

Notes
[1] Translation by the authors.
[2] This applies until 2013, after which it will be necessary to employ at least one person with disabilities for every 16 workers.
[3] The latest population census was carried out in 1991. Due to the events in the Bosnian War 1992-1995, it is generally assumed that the population structure has changed considerably. The next population census at the state level in BiH is to be carried out in April 2013. 
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