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Abstract 

Background- South Africa, the most southern country at the African continent as the name 
depicts, is a country where Apartheid has prevailed the historical and contemporary landscape 
of the nation.  The era of Apartheid, being a system of discrimination and segregation, produced 
racial imbalances within the South African society and polices of affirmative action was 
enforced as an attempt to redress the racial inequalities. 

Purpose- By studying a distinctive type of affirmative action in a historically ethnically 
distressed context (organizations in South Africa), the purpose of this thesis was to receive 
insight on what impact affirmative action has on employees’ attitudes towards equality. The 
purpose was divided into two research questions to get an understanding of the implications that 
shape employees’ attitudes. The first research area aimed to identify and investigate which key 
factors are influencing employees’ attitudes towards affirmative action. The second research 
area considered the underlying cause of affirmative action and thereby investigated what impact 
affirmative action has on individuals’ as well as groups’ attitudes towards equality. 

Method- In order to fulfill the purpose of this thesis we used a qualitative method approach.  
The approach adopted for the qualitative study was a constructivist grounded theory approach 
and the research has been performed with both an inductive and a deductive approach. The 
empirical material has been gathered through in-depth semi-structured interviews with eight 
employees at four different multinational companies operating in South Africa, by informal 
interviews with individuals in South Africa and through parallel observations.   

Results and Conclusion- We provide five key factors that influence employees’ attitudes 
towards affirmative action; organizational culture, top management support, incentive for teams 
versus individual performance, prior experience of diversity and cultural artifacts. Furthermore, 
we present a three-step model on how intergroup contact can impact employees’ attitudes 
towards equality. We found that increased exposure towards diversity, through group 
interactions, can decrease employees’ negative prejudices, evaluations of other groups and thus 
enable an understanding that can help create a more positive attitude towards equality. 

Practical Implications- The key influencing factors identified in this study will help increase 
the knowledge of how to manage affirmative action within organizations. The findings can help 
managers and business leaders dealing with the implementation and management of affirmative 
action, both for their own understanding as well as in terms of guiding their employees on their 
approach toward affirmative action programs. 

Keywords- Affirmative action, B-BBEE, Apartheid, Employee attitudes, Organizational 
culture, Group identity, Diversity, Prejudice, Group integration, Equality   
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1 Introduction1 

This chapter presents a practical and theoretical background written to introduce a 
broader context to the chosen research topic; the affirmative action policy Broad-Based 
Black Economic Empowerment in South Africa and its impact on employees’ attitudes 
towards equality. It will provide a description of the general situation in South Africa, 
considering both the pre and post Apartheid-era combined with a general introduction 
to affirmative actions in a global scope. This section will furthermore justify the 
research questions and give a detailed presentation of the purpose of this thesis. 

 

1.1 Background 
As the world globalizes, basic assumptions and values are influenced and spread over 
nations, which generates debates over the local governance in countries (Hamann, 
Sinha, Kapfudzaruwa & Schild, 2009). Furthermore the accessible knowledge makes 
people more eager to change inequalities (Francis-Tan & Tannuri-Pianto, 2015). When 
the existing systems of equal treatment in the society shows results, which does not tune 
with the way a society desire to head, governmental regulations on employment are a 
common political answer (Kalev, Dobbin & Kelly, 2006). Affirmative action is not a 
simple concept and it gets even more complex when including different settings around 
the world. Nevertheless, the debate has been on the agenda for a long time and it is an 
interesting and exciting field of research that should not be ignored. 
 
Affirmative action is a privileged treatment intended to reserve a share of the positions 
in e.g. workplaces, board of directors or universities, to an underrepresented group. The 
concept aims to particularly favor groups based on characteristics such as gender, 
ethnicity, skin color, social class or disabled that have a history of injustices (Premdas, 
2016; Gu, McFerran, Aquino & Kim, 2014; Jackson & Garcia, 2010; Adam, 2000). 
There are several reasons to why affirmative action is advocated even though the 
principle of equal treatment is generally accepted in the society. One reason is that the 
system of equal treatment in theory is not achieved in practice, consequently 
governmental regulations are implemented as an instrument to attain greater formal 
equality (Gu et al., 2014). Another case is when organizations themselves choose to use 
quotas when recruiting to show employees and the society their values (Premdas, 2016). 
                                                
1 Before we can introduce you to this paper we need to make a necessary explanation, which will be a  
prerequisite for the reader to understand why we express ourselves in a certain way. “Black people” is a 
generic phrase used in terms of the B-BBEE act to collectively refer to a previously disadvantaged 
designated group. This group include Black people (of African origin), Indian and Chinese people, 
Colored people (or mixed origin) and women of all groups (Nevin, 2008). Consequently, white males in 
their entirety are excluded from this assembly and equivalent for white females in some segments of the  
designated group.  
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Affirmative action can be divided into two types, one that is more radical and seeks to 
set quotas to enable an equal proportion of the groups that needs to be represented, 
regardless of experiences and requirements for the job. The other type is dependent on 
merits and is simply used in order to always choose the underrepresented group when 
two individuals are inseparable in terms of qualifications or university degrees (Gu et 
al., 2014; Jackson & Garcia, 2010; Adam, 2000). Affirmative action appears differently 
around the world and is dependent on the situation in the country, but the former type of 
affirmative action is not as commonly used since it is an extreme way of revolutionizing 
a society. Even though it is not commonly used, it has for instance been used for gender 
inequalities in Norway (Husu, 2015), to achieve racial resemblance in Malaysia and 
South Africa (Lee, 2015) or in Brazil due to the country's legacy of slavery (Francis-Tan 
& Tannuri-Pianto, 2015). Still, despite evidence testifying the desirable diversity in 
organizations, affirmative actions is often resisted and criticized by those that are not 
benefitted or by people who believe affirmative action violates the principle of 
meritocracy (Neelam & Tanksale, 2014; Gu et al., 2014; Adam, 2000). Perceptions like 
these often generate a vast impact on people's attitudes against the organization, against 
individuals, their own performance, job satisfaction or group dynamics.  
 
Multiple theories about affirmative action's impact on the psychological bearing on 
individuals and theories on how it impairs the competitiveness of a company are found 
in the literature (Premdas, 2016; Duffett, 2010; Brundin, Wigren, Isaacs & Visser, 2009; 
Adam, 2000). Likewise, concepts like “reverse discrimination”, “brain-drain” and 
“entrepreneurial lock-in effects” are continually discussed in the literature, while 
simultaneously highlighting the bright side of the regulations with an emphasis on 
increased diversity (de Beer, Rothmann & Pienaar, 2016; Premdas, 2016; Gu et al., 
2014; Jackson & Garcia, 2010; Kalev et al., 2006). Existing research focus to a large 
degree on evaluating the effects of affirmative action programs on outcomes such as 
organizational demographic diversity, firm performance and entrepreneurship, yet 
results from these studies are somewhat inconclusive and show that the effects in many 
cases are firm-specific (Helms & Stern, 2001; Miconnet & Alänge, 1999). These studies 
are often based on large quantitative datasets. There is reason to believe that the effects 
of an affirmative action program are more readily captured and understood by going in 
depth and studying organizational culture, specifically how prejudices, attitudes and 
perceptions are affected. Hence, in the present literature there exist a noticeable 
opportunity for further research outlined in the Problem Discussion below. 
 
South Africa is a country that has fought with the aftermath of Apartheid since its 
ending in 1994 and the government are trying to bring equality in the country by 
implementing rather extreme quotas in organizations (de Beer et al., 2016; Lee, 2015; 
Adam, 2000). Hence, the country of South Africa will be the main focus and be used as 
a field study to investigate the research questions of this paper. One important notice to 
bare in mind regarding South African affirmative action in contrast to affirmative action 
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regulations in other nations, is that the emphasis of these legislations lies in the 
promotion of chances for the majority of the population, while equality policies in most 
other countries have been established in favor of creating opportunities for minorities. 
This is a fairly unique situation and it is only Malaysia that shares this manifestation in 
the world (Jain, Sloane & Horwitz, 2003). 
 

1.2  BB-BEE in South Africa 
 
“I have a dream that my four little children will one day live in a nation where they will 
not be judged by the color of their skin but by the content of their character.” (King, 
1963, p. 4)  
 
Those where the words of Martin King Jr., an American civil rights activist, voiced 
during his public speech during the March on Washington for Jobs and Freedom on 
August 28, 1963. However, the aforementioned words could just as well have been the 
words of any South African citizen during the pre, during and post-era of Apartheid that 
prevailed the country from 1948 to 1994 when the system was replaced by a 
democratically elected government (Boddy-Evans, 2003). Apartheid, a system of racial 
segregation imposed through legislation by the South African government during 1948-
1994, paved the way for what is yet a subject of matter within the country of South 
Africa; legislated and institutionalized rooted inequalities and imbalances in the way 
one is being treated depending on the color of one's skin (Cooper, 2014; Boddy-Evans, 
2003; Cameron, 2003; Carter, 2001). 
 
The era of Apartheid produced gender as well as racial imbalances within the South 
African society; Black people had during almost five decades been deprived of their 
living standards and benefits in favor for the life quality of the White´s to prosper (de 
Beer et al., 2015; Cameron, 2003; Carter, 2001). In 1998, the new government with 
President Nelson Mandela at its point started the attempt of trying to redress the gender 
and racial imbalances by enforcing the policies of Affirmative Action under the name 
The Employment Equity Act (EEA) 55 (1998). The enactment and implementation of 
the affirmative action aimed at regaining the quality of life for the Black people.  
 
The Employment Equity Act (EEA) 55 (1998) was extended and further supported by a 
complementing affirmative action policy in 2003, the act of Broad-Based Black 
Economic Empowerment  (B-BBEE). An act with one main focus; to redress the 
historic inequalities within the country by supporting the previously disadvantaged 
groups to start their own businesses or become part of already existing organizations 
(Broad Based Black Economic Empowerment Act, 2003). This act was further 
developed and supported by the 2007 B-BBEE Codes of Good Practice. Within the 
country of South Africa, affirmative action is recognized for its efforts to acknowledge 
and support those who suffered from belonging to a disadvantaged group during 
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Apartheid (Archibong & Adejumo, 2013; Cahn, 2013; Horwitz & Jain, 2011). 
However, the act has been widely criticized for giving the African population more 
benefits compared to other groups that are encompassed in the term “Black people” and 
the affirmative action policies are further claimed for providing privileged treatment to 
Black people at the cost of White people (Francis-Tan & Tannuri-Pianto, 2015; 
Juggernath, Rampersad & Reddy, 2011; Roberts, Weit-Smith, & Reddy, 2010;). By 
studying a distinctive type of affirmative action, Broad-Based Black Economic 
Empowerment, in a historically ethnically distressed context, we enable an 
understanding of how affirmative actions can impact employees’ attitudes towards 
equality. 
 

1.3  Problem discussion 
Discrimination of groups is a deeply entrenched phenomenon throughout history. There 
is a continuous debate considering if policies that are determining organization's 
ownership or employment equity are curing or rather exacerbating the gap between 
groups due to increased judgments of fairness and worthiness. The discussion is 
extensive; is the vision of an equal society feasible only on paper or can the goal be 
reached depending on employments? Thus are businesses taking affirmative actions 
seriously by searching for the right person when recruiting and promoting or are they 
taking the easy way by recruiting right people solely to look good on paper? Are 
affirmative action policies only benefiting the individuals subject to quotas and leaving 
the rest in a worse position? Opponents argue that the B-BBEE act diminish strive to 
fulfill merits, create reverse discrimination and decrease global competitiveness. 
Supporters of the act recognize its importance to achieve diversity in workplaces and its 
meaningfulness in creating opportunities for disadvantaged groups. Hence, through 
studying four international organizations stationed in South Africa, we can examine the 
organizational culture and group interactions as a consequence of affirmative action and 
further get an insight into if legislated affirmative action can help eliminate the deeply 
rooted issue of inequalities or merely conceals it. 
 
There are different aspects of affirmative action such as training, recruitment, 
mentorship, ownership. However, the most visible aspect is that of recruitment and 
promotion. van Zyl (2012) brought up a concept indicating the vital role human 
resource management has on creating organizational culture when recruiting people and 
how this factor is influencing people's attitudes towards each other. Barth (1969) share a 
similar view which suggest that when individuals from different ethnic groups are 
interacting it will eventually lead to change in the culture since culture is a result of 
human life and it can only be a real change when the perspectives of people within the 
culture are shared and understood. Edgar Schein is probably the most cited author in 
this subject and he defined organizational culture in 1990 and argued that culture could 
only be created in two ways. Either when a given set of people have had enough 
common history, low rate of member turnover and stability to allow a culture to form or 
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if a given set of people has shared an extraordinary, significant and intense experience. 
He claims that to enable change of culture, similar factors that once shaped culture need 
to occur, e.g. an important and intense event or extensive turnover of members (Schein, 
1990).   
 
Another article written by Miconnet and Alänge (1999) introduces a theory indicating 
how a strong business culture can overcome the effects of a national culture. Their 
findings implies that individuals and groups in the society can be subordinated by the 
company culture, and by the possibility of influencing people's attitudes organizational 
culture can help transform a society in need of equality. The latter article defines culture 
by a circle in four layers, inspired by Schein's model of organizational culture (1990) 
(see Appendix 1), but refined to consist Basic underlying assumptions in the core, 
followed by Norms/Beliefs/Values, Behaviors and Artifacts as the outer layer. This 
article implies that the layers take different time spans to change and how different 
management practices can be used to change these layers. Miconnet and Alänge (1999) 
mean that management practices mainly affect the outer layer in a business culture, 
namely artifacts and behaviors, and not the deeper layers acquired earlier in one's life 
through family and school for instance. Schein (1990) reason that culture can only be 
changed through the core level of culture, basic underlying assumptions (the cognitive 
level), in which the thought processes and perceptions are stored. The cognitive process 
that a group comes to share will be the ultimate fundamental determinant of feelings, 
mindsets, espoused values and artifact, that when combined generates the whole body 
of what we call culture. Affirmative action are enabling different groups to integrate in 
workplaces and the attitudes/prejudice shaped by the culture within the groups lay the 
foundation for if these groups’ interaction will be positive or negative (Allport, 1954).    
 
A question was raised out of these theories; if the business culture is dependent on the 
people that gets hired, what impact does affirmative action have on changing the 
business culture and hence impact employees’ attitudes? Is it possible that affirmative 
action can influence not only the outer layer of a business culture, but also the deeper 
layers - perceptions and values? If the business culture has such a vibrant impact on 
individuals and groups’ behaviors and attitudes that Miconnet and Alänge (1999) 
argues, then affirmative actions would play a vital role in achieving a desirable state in 
the country. We see an opportunity in combining the knowledge in how attitudes are 
shaped, with the knowledge of what makes people have preconceived ideas/prejudice 
about affirmative action's consequences. Therefore, questioning and understanding the 
elements that affect individuals’ attitudes towards equality is of central importance to 
the affirmative action literature.   
 
Answering this question is both relevant and timely because the practice of affirmative 
action is increasing worldwide and the discussion surrounding the usage of it within 
organizations need this perspective. If organizations view the inequalities of groups as 
an important goal to eliminate and wish to gain the desirable diversity in the 
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organization through the use of affirmative action, it seems both sensible and practical 
to understand the conditions under which the regulation is likely to change or influence 
employees attitudes towards equality. 
 

1.3.1  Purpose 
 
By studying a distinctive type of affirmative action in a historically ethnically distressed 
context (organizations in South Africa), the aim of this thesis is to receive sufficient 
insight on what impact affirmative action has on employees’ attitudes towards equality.  
 
We have divided the purpose into two research areas to get an understanding of all the 
implications shaping employees attitudes. The first research area will identify and 
investigate which key factors are influencing employees’ attitudes towards affirmative 
action, where we will interview eight participants distributed between four 
multinational organizations in South Africa. We will investigate each organization’s 
approach towards affirmative action, the organizational culture, group integration within 
the organization and group identity of our participants. The second research area 
considers the underlying cause of affirmative action; to create equality in organizations. 
Hence, we investigated what impact affirmative action has on individuals as well as 
group’s attitudes towards equality, where we looked at how the implemented 
affirmative action program of B-BBEE have and are influencing employees so far.  
 
Consequently, the research focus in this study is two-folded; 
 

1.3.1.1 Research Question 1: What key factors are influencing employees’ 
attitudes towards affirmative action? 

1.3.1.2 Research Question 2: What impact does affirmative action has on 
employees’ attitudes towards equality? 
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1.4 Delimitations 
The research on affirmative action, group integration and diversity, organizational 
culture and group identity are four separately broad fields and when combined it 
requires us to make the following delimitations in this study. 
 
Location delimits: 
We have delimited our study to focus on a distinct and singular type of affirmative 
action, Broad-Based Black Economic Empowerment, a policy of which the country of 
South Africa is the only country in the world to have enforced in their legislation. 
Consequently, to delimit our study to only conduct research on B-BBEE in South Africa 
is a natural proceeding based upon governmental legislation. 
 
Company delimits: 
This delimit has its substance in the fact that the study aim to investigate what impact 
affirmative action has on employees’ attitudes towards equality. To study the 
implications of this act, the study will only include organizations whose turnover 
exceeds R35 million and that consequently need to implement and comply with all of 
the scorecards connected to the act. This delimitation is made since these companies are 
facing regulations that are of focus in this paper and to study smaller companies would 
not give us the right conditions, since affirmative action are not used in the same extent. 
We have furthermore actively chosen to only include multinational companies, in our 
case referring to companies that operate in South Africa as well as in multiple other 
different countries across the globe. This delimitation is based upon our aim to use the 
learning outcomes from the results and analysis chapters and in the concluding section 
be able to provide suggestions that should be applicable to a broader scope than that of 
South Africa.   
 

1.5 Perspective 
This master thesis will adopt a management perspective when studying the implications 
of affirmative actions on employees’ attitudes towards equality. Moreover, the study 
will in a prior stage adopt the perspective of a local market, South Africa, in order to 
receive significant implications of the affirmative action B-BBEE, that in a concluding 
stage of the thesis will be advanced into conclusions and suggestions that could be 
applicable to a broader and global perspective. This thesis will not focus on the 
economical and financial implications that an affirmative action ought to have for an 
organization. 
 
By choosing to adopt a management and anthropological perspective, the aim is to 
conduct a study of which result ought to be of interest for any person involved in a 
discussion of affirmative action in their workplace. 
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1.6 Definitions 
This section includes definitions that will be used frequently throughout the thesis. 
Many of the definitions might appear to the reader as rather self-explanatory words, but 
we recognize a need to clarify its meaning in this thesis in order to diminish any risk for 
confusion or misinterpretation. The definitions are listed in alphabetical order. 
 
Affirmative Action = a privileged treatment intended to reserve a share of the positions 
in e.g. workplaces, board of directors or universities to an underrepresented group 
(Cuyler, 2016; Brest & Oshige 1995). 
 
Affirming people = people that are affected by an affirmative action (Cuyler, 2016; 
Brest & Oshige, 1995). 
  
Apartheid = a system of racial segregation that was imposed through legislation by the 
National Party (NP), the name of the government in South Africa during 1948 – 1994 
(Cooper, 2014). 
  
Black (African) person = a black colored person that have African descent (Cooper, 
2014; Nevin, 2008). 
  
Black people = a racial identity assigned to Africans, Colored (an individual with a 
mixed-race parentage) and Indian (The Employment Equity Act 55, 1998). 
 
Broad-Based Black Economic Empowerment (B-BBEE) = a law enacted by the 
South African government in 2003 with the intention to integrate previously 
disadvantaged groups by coherent socio-economic processes that directly contributes to 
the economic transformation of South Africa and brings about significant increases in 
the numbers of Black people that manage, own and control the country's economy, as 
well as significant increases in income (Broad Based Black Economic Empowerment 
(B-BBEE) Act, 2003). 
 
Fair discrimination = the opposite to unfair discrimination and refers to discrimination 
used when trying to achieve equal opportunities. To apply affirmative action is in line 
with what can be considered fair discrimination according to the South African 
Department of Labor (2016).  
 
Group Identity = Categorization within B-BBEE in South Africa 
  
South African Rand (R) = The currency in South Africa. 
 
Uber= a form of taxi service that allows the traveller to request and book their taxi 
journey via a smartphone and the service is commonly used in South Africa. 
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Unfair discrimination= the opposite to fair discrimination and refers to a situation 
when your dignity as a human being is impaired by being treated differently compared 
to other categories. Discrimination is furthermore to be considered as unfair if it 
suppress opportunities or impose burdens for a person on any of the prohibited grounds 
in the B-BBEE act; e.g. sex, skin color, social or ethnic origin, age, race and gender 
(The South African Department of Labor, 2016). 
  
White person= racial classification specified for people that have white skin and can 
not be classified as either Black, American Indian, Colored or Non-white (Cooper, 
2014; Nevin, 2008). 
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1.7  Thesis chapter overview 

 
Figure 1. Thesis Overview 

  

Chapter 1: 
Introduction 

• This chapter give the reader a background to the chosen topic of the affirmative 
action policy Broad-Based Black Economic Empowerment and its implications 
on South African companies. A description of the general situation in South 
Africa, considering both the pre and post Apartheid-era combined with a general 
introduction to affirmative action is presented. The purpose and aim with the 
study is presented and the two research questions are outlined.  

 
Chapter 2:  
Research 

Methodology 
& method 

• This chapter presents methodological insight and reflection about the qualitative 
research method chosen for this study. Methodological considerations in 
conducting research across gender, race, ethnicity and culture are furthermore 
highlighted. It furthermore informs the reader about the selection of empirical 
sources used to study the two research questions and thus accomplishing the 
purpose of the thesis. The chapter furthermore provide the reader with an 
overview of the empirical material collected for the thesis.  

 
Chapter 3: 
Frame of  
Reference 

• This chapter outlines the theoretical frame of reference (FoR). In the FoR, 
previous research within the research field is outlined and the theories used to 
enable and understand the study is presented. The theories presented will 
furthermore be used for interpretation and analysis of the empirical material 
collected and the FoR will additionally function as our theoretical platform from 
which the design of the study is being generated. 

 
Chapter 4:  
Empirical  
Findings 

• This chapter present the empirical material collected from the in-depth semi-
structured interviews with the four companies participating in our study; 
Microsoft, Ericsson, Husqvarna Group and ABB. By presenting the empirical 
findings, this chapter aim to pave the way for the succeeding chapters of this 
thesis. 

Chapter 5:  
Analysis 

• This chapter include a grounded analysis of the empirical findings from the semi-
structured interviews, grounded in the four dimensions of how affirmative actions 
can have an impact on individual’s attitudes towards equality within 
organizations. The informal interviews and observations will be used to support 
the findings made from analyzing the four companies involved in the study .  

Chapter 6: 
Conclusion 

• The chapter answer the two research questions of the study. It presents five key 
factors that has been found to have an impact on employees´attitudes towards 
affirmative action and it further provides a three step model on how intergroup 
contact can impact employees’ attitudes towards equality. Strengths and 
weaknesses of the study are disclosed and suggestions for future research is 
provided. A discussion is provided that aim to provide insights that can help the 
reader reflect upon the issue of this paper to an everyday and broader context 
than that of South Africa.   



 
 
 

 

11 

2  Frame of Reference 

This chapter presents the theories studied and previously conducted literature in 
acquaintance to our thesis topic. The frame of reference will guide the proceeding 
chapters in this thesis and function as the theoretical platform from which the purpose 
and research questions will originate and be analyzed. This chapter will furthermore 
provide insight and information that will be a useful knowledge for the reader to 
acquire as a paving phase to the empirical findings, analysis and discussion chapters 
presented in the thesis. 
 
The frame of reference for this study is established upon four cornerstones as 
demonstrated in the below figure; organizations’ approach to B-BBEE, group identity 
within B-BBEE, organizational culture and group integrations and diversity. The four 
areas the Frame of Reference is built upon are interrelated and do impact the aim for 
this study both independently and collectively. The aforementioned fields of literature 
and the theory retrieved from within them will be used for interpretation of the 
empirical material collected for this thesis. The literature review will also include an 
historical outline of the pre, during and post-era of Apartheid in South Africa.  
 

 
Figure 2. Four research areas in the Frame of Reference 

What	impact	
does	afVirmative	
action	has	on	
employees's	
attitudes	
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2.1  South Africa; the pre, during and post-era of Apartheid 
 
Apartheid was a system of racial segregation that was imposed through legislation by 
the National Party (NP), the name of the government in South Africa during 1948 to 
1994. During the years of 1948- 1974, a succession of 25 acts were legislated and 
resulted in an institutionalized racial discrimination, authorizing the people of South 
Africa to be racially classified according to the color of their skin: White, Colored, 
Asian or Indian, and Black (African) (Boddy-Evans, 2008). The social status and 
allocation of benefits within the Apartheid segregation ranged in the same order as the 
aforementioned racial identities; a white citizen was allocated the highest status while a 
Black citizen was considered to be at the bottom of the social status pyramid 
(Archibong & Adejumo, 2013). 
 
The Apartheid legislation stated how and where the different racial identities could and 
should live, work, receive education, travel and socialize and the cornerstone of the 
legislation was designed for the white population of South Africa to be favorably treated 
over the “non-white” population (Archibong & Adejumo, 2013). The daily life of a 
“non-white” citizen involved not being allowed to enter professional practices, business 
areas or other areas that was designated for “White people only” and being rejected to 
jobs that was classified for “Whites only” (Archibong & Adejumo, 2013). 
 
Furthermore, the education accessible for Black people was designed to adjust and 
prepare the Black population to a life in the laboring class rather than being given the 
same unconditionally designed education that was given to the White population 
(Archibong & Adejumo, 2013). Additionally, the women of the black population had 
very limited access to any education, were deprived from the right to own property and 
generally had very limited or no legal rights at all (Shepherd, 1994). During the 
Apartheid era, 10% of the total population existed of Whites, and those 10% possessed 
more than 80% of the total area of land within the country of South Africa (Shepherd, 
1994). 
 

2.2  The Four Dimensions 

2.2.1 Dimension 1: Organizations’ approach to B-BBEE 
 
The imbalances and inequality in the country of South Africa, deeply rooted in the 
segregated treatment of racial identities, made the new government under former 
President Nelson Mandela to enforce the policies of Affirmative Action under the name 
The Employment Equity Act (EEA) 55 (1998). The intention with the affirmative action 
policies in South Africa was to redress the racial as well as gender imbalances that 
prevailed the country since the Apartheid Era. By the enactment and implementation of 
affirmative action, the government aimed to enable the formerly disadvantaged, 
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commonly denoted as the designated groups in the first section of the Employment 
Equity Act No. 55 of 1998 (South African Government, 1998), to possess the same 
benefits and living standards that the Whites were privileged with during the Apartheid 
era. The target group and beneficiaries of the affirmative action policies encompassed 
“Black people”- a racial identity assigned to Africans, Colored (an individual with a 
mixed-race parentage) and Indian (The Employment Equity Act 55, 1998). 
 
In 2003, a complementing affirmative action policy was enacted under the name Broad-
Based Black Economic Empowerment (B-BBEE). The act had one main focus: to 
redress the historic inequalities within the country by supporting the previously 
disadvantaged groups to start their own businesses or become part of already existing 
organizations (Broad Based Black Economic Empowerment Act, 2003). 
 
The South African government defined the B-BBEE as an “integrated and coherent 
socio-economic process that directly contributes to the economic transformation of 
South Africa and brings about significant increases in the numbers of Black people that 
manage, own and control the country's economy, as well as significant increases in 
income” (Broad Based Black Economic Empowerment Act, 2003, p.2). In 2007, the B-
BBEE was further complemented with a Code of Good Practice Act. It encompassed 
sections of the generic Black Economic Empowerment Scorecard involving elements 
such as employment equity, skills development, preferential procurement, enterprise 
development, management and ownership (Brundin et al., 2009; Code of Good Practice, 
2007). It was first until the Code of Good Practice Act was implemented in 2007, that 
companies started to working actively with fulfilling the requirements included in the 
B-BBEE act (Juggernath et al., 2011). The years between 2003-2007 functioned as a 
period of creating awareness and understanding for the act at the common South 
African company, rather than actually fulfilling the requirements behind the act 
(Juggernath et al., 2011). 
 
The Code of Good Practice Act furthermore identified three different types of 
businesses: 

1) The Exempted Micro Enterprise Category 
2) The Qualifying Small Enterprise 
3) Organizations whose turnover exceeds R35 million 

Companies categorized in the first type of business, needs to have a turnover of less 
than R5 million per annum and are then consequently exempt from having to implement 
any scorecard of the B-BBEE act. Companies categorized in the second type of 
business, have a turnover ranging between R5 million to R35 million and consequently 
need to fulfill four out of the seven different scorecards. Companies categorized in the 
third type of business, have a turnover exceeding R35 million per year and are to 
comply with all of the seven different scorecards connected to the B-BBEE act.  
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The below table provides an overview of the elements and weightings of the generic B-
BBEE scorecard. 

Table 1. Codes of Good Practice within B-BBEE (Broad-Based Black Economic 
Empowerment Act 53/2003: Codes of Good Practice on Black Economic Empowerment, 
2007) 

 
 
 
 
 
 
 
 
 
 
 

 
The main motivator behind the act is related to the weights of the different scorecards 
that a company is able to achieve and comply with  (Krüger, 2011). The total amount of 
points that a company can achieve accounts to 100 and the more points a company 
manages to acquire the better scorecard (Krüger, 2011). The element highlighted in 
green in the above table is the element that will be of focus in this study when assessing 
how affirmative action within organizations can have an impact on employees’ attitudes 
towards equality. 
 
The B-BBEE act in South Africa is driven on an incentivized basis. This implies that a 
company that do not manage to comply with the requirements of the act, and thus 
acquire a low B-BBEE scorecard, will not be financially penalized with a fee but is 
unlikely to be granted licenses and contracts by the government and is furthermore 
considered as a less attractive partner to make business with in the private sector 
(Norton Rose Fulbright legal practice, 2015; Krüger, 2011; Code of Good Practice, 
2007; Broad Based Black Economic Empowerment Act, 2003). 
 

2.2.2 Dimension 2: Group Identity 
 
Broad-Based Black Economic Empowerment has evolved into being one of the most 
high profile strategies promoted by the African National Congress (ANC) government 
(Southall, 2007). The main purpose with the B-BBEE act is to bridge the currently wide 
gap between theoretical and practical equality with the main goal that all people in the 
country of South Africa should be given the right to equality (Cahn, 2013; Krüger, 
2011). The B-BBEE act has been an ongoing and evolving debate ever since it was first 
implemented in 2003 (Broad Based Black Economic Empowerment Act, 2003) and its 
controversial nature in dividing individuals into segregated groups give birth to 

Element Weighting 
Ownership 20 points
Management control 10 points 
Employment equity 15 points 
Skills development 15 points 
Preferential procurement 20 points 
Enterprise development 15 points 
Socioeconomic development initiatives 5 points 
Tot: 100 points 
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numerous different attitudes towards the act (Cahn, 2013; Southall, 2007). 
 
Supporters of the B-BBEE act emphasize that the act is crucial to enable diversity in 
workplaces (Nierdele, Segal & Vesterlund, 2016; Duffet, 2010; Kalev, dobbin & Kelly, 
2006).  Nierdele et al. (2016) discuss how affirmative action policies can reduce gender 
differences in competitiveness and Kalev et al. analyses different diversity programs’ 
effects on diversity and how they can help white and black women to climb into the 
ranks of management. Kalev et al. (2006) furthermore show how organizational 
structures allocating responsibility for change, like affirmative action policies, may 
show more result than programs targeting for instance managerial bias. Although, 
managerial bias could be the root for inequality in attainment at work for women and 
minorities, the most efficient action for remedying it is to regulate responsibility for 
change. The positive attitudes that Kalev et al. (2006) share for affirmative action 
policies derives from an experiment initiated by the researchers to see what factors 
influenced participants decision to enter a competition. The research aimed to 
investigate whether or not diversity programs were increasing the quota of applicants 
that normally fail to apply for e.g. positions at work. They showed how affirmative 
action that guaranteed equal representation among the winners could positively affect 
the decision and encourage minorities to enter competitions. This experiment showed an 
enhancement in supply, which was a boost in the affirmative action literature for those 
supporting the programs, since sometimes the issue of inequality in e.g. management 
position originates from insufficient supply (women or minorities) for it (Kalev et al., 
2006). 
 
Individuals and researchers in favor of the B-BBEE act additionally highlight that 
persons previously falling victim of segregation and unfair discrimination, in one sense 
deserve to live a less strengthening life now considering how much their ancestors had 
to suffer (Premdas, 2016; Mcferran et al. 2014). This argumentation is further supported 
by Pierce (2003) who claim that white people who are aware about the fact that their 
race belongingness caused historical racial inequalities have an easier time accepting the 
reversed situation of black races being allocated more benefits than white races (Pierce, 
2003). 
 
One common critic to affirmative action in South Africa is that it is a reversed form of 
discrimination and racism (Modisha, 2007) and an institutionalized way for the African 
population to be subject to more benefits compared to others groups within and outside 
the term of “Black People” (Roberts, Weit-Smith, & Reddy, 2010). The B-BBEE act 
has furthermore been criticized for benefiting a minor fraction of the Black population, 
The Black Elite, while the common black citizen is yet omitted the benefits of B-BBEE 
(Archibong & Adejumo, 2013). 
 
Another area of criticism against B-BBEE derives from the so called brain-drain effect; 
White people with high level of expertise emigrating to countries outside South Africa 
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due to the difficulty of receiving a suitable job for their level of proficiency and 
education, causing a risk of creating short-term and long-term skills shortages within the 
country of South Africa (Oosthuizen and Naidoo, 2010; Kerr-Phillips and Thomas, 
2009). Another implication of the brain-drain effect are skilled White workforce leaving 
their current employment due to not being promoted due to the legislation behind the B-
BBEE act. A third area of criticism arise from researchers claiming that the B-BBEE act 
can create lock-in effects of ethnic entrepreneurship (Brundin et al., 2009), meaning that 
the act can have an impact on an individual’s risk of being stuck between different 
social worlds that are characterized by different morals, values and norms (Shibutani, 
1955). Within an organizational business culture, the lock-in effect can nurture the 
creation of subcultures with strong ethnic bonds within the organization (Brundin et al., 
2009), which can hinder the entrepreneurs within the cultures to receive access to new 
information and knowledge (Brundin et al., 2009; Uzzi, 1997; Burt, 1992). 
 
Conclusively, opponents of the act stress that the act has a negative impact on the 
quality of education in South Africa (Bytenski & Fatoki, 2014). Research suggest that 
the implementation of the B-BBEE act can cause difficulties in finding competent 
academic staff to teach at universities because of universities’ requirements to comply 
with the act. In the pursuit of trying to fulfill a good scorecard, the quality of education 
in South Africa might be sacrificed (Bytenski & Fatoki, 2014). This reasoning is also 
brought up by Adam (2000), who refer to opponents claiming that the drive to collect 
merits ends where affirmative action begins in recruitment. 
 

2.2.3 Dimension 3: Organizational Culture 
 
Organizational culture is used in many contexts and by different authors considering 
different organizations. The most frequently used theory examining the concept has its 
origin from Edgar Schein who wrote an article about organizational culture in 1990, 
where he defined and determined the elements of culture for anyone to use.  
 
Schein (1990) defines culture as something that a given set of people learns over a 
period of time through facing problems leading to a struggle of survival in an external 
environment, as well as managing internal integration difficulties. He emphasize that 
such learning is concurrently an emotional, behavioral and cognitive process that 
collectively shapes a culture. The core of culture is the cognitive activity that a group 
shares, which consists of perceptions, thought processes and language. It will be the 
first level of culture and lay the foundation for espoused values, attitudes and feelings. 
Culture is expressed by Schein as “a pattern of basic assumptions, invented, discovered, 
or developed by a given group, as it learns to cope with its problems of external 
adaptation and internal integration, that has worked well enough to be considered valid 
and, therefore is to be taught to new members as the correct way to perceive, think, and 
feel in relation to those problems.” (1990, p. 111) 
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The strength and degree of internal immovability are thereby a function of the stability 
of a group, the timespan of active members and concentration of the group's practice of 
learning (Schein, 1985). When this state is reached the group share common 
assumptions and develop mutual patterns of perceptions, which result in shared 
perspectives and attitudes (Hirschhorn, 1987; Schein, 1985). Once a group has created a 
culture it provides meaning and comfort to the individuals. The anxiety that earlier 
developed from the unknown or incapability to comprehend and foresee events 
happening around the group are reduced by the shared behaviors and perceptions, 
whereby the culture gets even stronger by this anxiety-reduction function. Thus when 
different groups interact, each recognized by its strong culture, the group´s manifest 
clear boundaries and barriers to enter. (Lugi, Sapienza & Zingales, 2013; Schein, 1990) 
 
As a consequence of the Apartheid era in South Africa, separate groups evolved with 
unconnected cultures and correspondingly diverse assumptions and perspectives 
(Duffet, 2010; Jackson & Garcia, 2010; Adam, 2000). Through the affirmative action 
policy B-BBEE in South Africa, those groups are now forced to integrate within 
organizations. When interactions take place between different ethnic groups it 
eventually leads to exchanges of perspectives, which is the path to enable a change at 
the very core of an organizational culture (Barth, 1969). Schein (1990) also claim that 
culture derives from people sharing experiences over a long period of time, whereby a 
replacement of people will enable an alteration of the core of culture and thereby 
influence people's perspectives and attitudes.  
 
In 1981, when a study was made to observe differences between companies across 
societies, it was noticed that national culture (a concept defined by Hofstede in 1980), 
was not sufficient to explain the diverse performance by companies (Ouchi, 1981; 
Paseale & Athos, 1981). This had earlier been thought of as the one key explanation 
(Hofstede, 1980). Miconnet and Alänge (1999) suggested a theory to build on Ouchi 
(1981) and Paseale & Athos (1981) observations, where they argue that the effect of an 
organizational culture is stronger than the national culture. They aimed to show that 
through managing an organizational culture where they showed that individual's 
behavior could be influenced even though these are not aligned with their national 
culture. 
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2.2.4 The Model of Organizational Culture 
 
There are several different research streams that influence how we perceive 
organizational culture (Schein 1990), which can be used to get an insight into 
organizations different layers within culture. If one understands culture in this way, it 
becomes evident why organizational culture is challenging, but possible to change. 
Organizational culture consist of four concepts; artifacts, behaviors, values and basic 
underlying assumptions (Miconnet & Alänge, 1999; Schein, 1990). Individuals and 
groups communicate to each other through the outer layer, in the way they behave and 
by physical and abstract artifacts. However, the main drive of behavior comes from the 
first two layers; norms, beliefs and values and basic underlying assumptions.  
 

 
Figure 3. Layers of Organizational Culture (Miconnet & Alänge, 1999) 
 
 
Artifacts  
Cultural artifacts include everything that is created by humans, which gives information 
about the culture´s users and creators within an organization. It is the physical 
environment; office space, logo, interior, symbols, dress code, food, as well as the 
intangible attributes such as myths, rituals, emotional intensity, success stories and how 
people address each other (Higgings & Mcallaster, 2002; Miconnet & Alänge, 1999; 
Schein, 1990).  
 
Behavior 
This involves all human actions within the organization. It covers how people solve 
problems and make decisions. Cultural behavior make people expect certain code of 
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conduct and that is determined by the role you posses and the relationships you have. 
E.g. expectations differ depending on roles between manager-subordinates, peers or 
husband-wife. This layer is easy to adapt to (Higgings & Mcallaster, 2002; Miconnet & 
Alänge, 1999; Schein, 1990).  
 
Norms, beliefs and values 
Norms, beliefs and values are shared by the members and are seldom questioned. They 
express the way individuals and groups should behave or how they perceive and 
understand things. E.g. philosophy ideas as what is right/wrong, good/bad, beautiful or 
evil. This layer is acquired in one's young years and is to a great extent influenced by 
parents and school (Higgings & Mcallaster, 2002; Miconnet & Alänge, 1999; Schein, 
1990).  
 
Basic underlying assumptions 
This is the core and base level in the body of culture. Basic underlying assumptions are 
shared by all members at an unconscious level and are nearby impossible to change. 
People are more likely to transform or distort the reality to understand it instead of 
questioning their assumption. This layer is created in the first year of one´s life 
(Higgings & Mcallaster, 2002; Miconnet & Alänge, 1999; Schein, 1990).  
 
Higgins and Mcallaster (2004) contend that managers often tend to focus on managing 
the norms and values to enable strategic change and forgets about the cultural artifacts. 
They argue that this approach only build in barriers to failure, since existing artifacts 
support the old strategy and in order to enable change the artifacts need to be modified, 
renewed or exchanged to align with the desired renewal (Higgins & Mcallaster, 2004). 
Whereas Miconnet and Alänge (1999) together with Schein (1990) reason that a focus 
on changing the outer layers is to scratch on the surface. Artifacts are palpable, but 
tough to decrypt accurately without understanding the underlying assumptions. To 
change a deeply rooted belief or attitude, the factors that originally generated these 
beliefs and attitudes must be revolutionized, hence it is not enough to change the 
cultural artifacts. The dedication must be focused to the first base layer, where the 
shared assumptions and perspectives are stored, and then the other layers will answer 
correspondingly.  
 
Present research highlight that a change can be enabled in the outer layers through 
managerial practices (Higgins & Mcallaster, 2004; 2002; Miconnet & Alänge, 1999). 
However, there has been limited research on the factors that affect how consistent the 
culture are when external regulations, e.g. affirmative actions, force change and it is not 
enforced internally. 
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2.2.5 Dimension 4: Group Integration and Diversity   
 
Contact Hypothesis 
 
One of the most cited concepts in the research field of integration between groups is the 
theory of Contact Hypothesis invented by Allport in 1954. Its premise states that 
interpersonal contacts is probably the most efficient ways to reduce prejudice between 
minority and majority groups experiencing conflict. Narrow-mindedness, discrimination 
and stereotyping are commonly occurring products of prejudice, which is a main 
component to conflicts, a direct result of oversimplifications and incomplete 
information of an entire group of people (Devine, 1989; Amir, 1969; Allport, 1954). 
Allport (1954) mean that if the groups would get the opportunity to interact and 
communicate with each other, they are enabling an appreciation and understanding of 
different points of views or behaviors and prejudice will be reduced (see also section 
2.2.3; Schein´s theory about sharing culture). 
 
However, the cure of Contact Hypothesis must include positive contact and the contact 
situation must be long enough to allow members of the two groups to feel comfortable 
with each other. Some of the criteria for positive contact are as follows (Allport, 1954): 
 
Personal interaction 
The contact situation must include personal, informal, physical interaction with the 
other group, you cannot expect cross-group friendship by e.g. comprehend by reading. 
 
Equal status 
Positive contact requires an equally engaging relationship, which condemn in-group –
out-group comparisons. The people interacting should have similar backgrounds. 
Qualities, differences in skills, experiences, academic backgrounds or wealth, that will 
influence perceptions of rank or prestige, should be minimized. 
 
Intergroup cooperation and common goals 
The groups must share a common goal and work together to achieve it without 
competition.  
 
Support from authorities or law 
The interaction should encourage egalitarian attitudes. Both groups must acknowledge 
support towards their contact from some law or authority. 
 
The Contact Hypothesis theory is proven to reduce prejudice and thereby conflicts in 
several settings including ethnicity, human sexualities and religions. For instance it is 
proven how white athletes who play team sports with black teammates report less 
prejudice than athletes who play individual sports (Brown, Brown, Jackson, Sellers & 
Manuel, 2003). In 1993 Herek and Glunt´s did a study on heterosexuals’ attitudes 
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towards homosexuals and found how increased contact “predicted attitudes toward gay 
men better than any other demographic or social psychological variable” (p. 239). 
Additionally Savelkoul, Scheepers, Tolsma and Hagendoorn (2011) found that people 
living in areas with high numbers of Muslims are more experienced with their 
integration and express more positive attitudes towards Muslims than what other people 
studied did when not being exposed to the same contact.  
 
The negative effects of intergroup contact 
 
When the prerequisites for positive contacts are not met, intergroup contact may rather 
increase the tension and prejudice between the groups (Amir, 1969; Allport, 1954). 
Once negative contact occurs it could instead accelerate prejudice faster than positive 
contact reduces it, since it makes the unfamiliar behavior of the out-group more salient 
during encounter. However, more recent evidence show that negative contact is less 
common and moreover, previous positive experience with the out-group members 
generate a reduced divergence between the effects of a positive and negative contact 
(Paolini, Harwood & Rubin, 2010). 
 
Another rather destructive result of the contact hypothesis is the idea from Durrheim, 
Jacobs and Dixon (2013). They were analyzing the results from Contact Hypothesis in 
post-apartheid South Africa and agreed with the positive effect of reduced prejudice, 
negative thoughts and emotions against disadvantaged groups. However, the critical 
finding evolved from these affirmative intergroup relations was how members of 
disadvantaged groups (the out-group), who had more positive contacts with whites, 
reduced their readiness to acknowledge and collectively resist practices and traditional 
structures of discrimination. Minority members interaction with the majority group 
seem to cause an adaptation of the dominant group's ideologies, encouraging minority 
members to acquiesce in their exploitation. Hence, policies designed to overcome the 
legacy of apartheid, including affirmative action and educational desegregation, were 
proven to be less supported by blacks (Durrheim, Jacobs & Dixon, 2013). 
 
In the literature review we found another similar theory on group integration and 
diversity programs presented by Jackson and Garcia (2010). They did a study on which 
role affirmative action play in group- and organizational change “Endorsement of group 
change and organization change affirmative action programs for male and female 
beneficiaries” in Ontario, Canada. Their result showed a correlation between a variety 
of indices of prejudices and the attitudes towards the policy, where more prejudiced 
persons exposed a greater tendency of opposition towards affirmative action. They also 
discovered that when individuals are made conscious of the inequality that make 
affirmative action needed, their resistance is reduced. 
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Diversity in organizations; the role of Human Resource Management 
 
van Zyl did a conceptual and theoretical research in 2012 on South African companies 
to investigate ways in which human resource management (HRM) could be utilized to 
influence and instill organizational culture. He argued that human resource management 
is an essential tool in developing an organizational culture, since the culture are build 
upon individuals and HRM determine the composition of individuals in organizations in 
their selection processes.  
 
He considered all aspect of the human resource management and suggested that through 
each step; job descriptions, training, selection, performance appraisal and compensation, 
organizational culture could be influenced and strategically changed in a more efficient 
way than any other managerial practices. In the selection process employment 
interviewers should not only look for candidates with the right merits and qualifications, 
but who are also interested to adhere to the attitudes and values aligned with the 
organizational culture. This could be realized through different tests the candidate has to 
undergo in the recruitment process. The organizational culture should also be reflected 
already in the job description to enable recruitment branding, promotion of the company 
culture and to make it clear what the desired profile is in terms of values the 
organization is searching for (van Zyl, 2012; Strandberg, 2009; Esterhuizen, 1992). 
According to Strandberg (2009) human resource management should be able to compile 
performance appraisal and compensation systems to be aligned and in favor of the 
preferred values. Measuring systems should be structured in a way that rewards those 
who adhere to the desired behavior and performance standards (van Zyl, 2012). For new 
employees, orientation programs and internal training are important matters that 
replicate what the organization is trying to establish. Every employee should be given 
the responsibility and chance to develop a personal framework based on their 
experiences, struggles and positive aspects of their perception of the organizational 
culture (van Zyl, 2012; Becker, 2010; Helms & Stern, 2001). This theory is shared by 
Mishra and Sharma (2010) who showed the essential role that human resource 
management has with an emphasis on recruitment and promotions. Human resource 
management should be integrated into the core of the company's planning efforts, e.g. 
mission, visions and objectives, and steps to achieve them should be formulated with 
regard to human resource needs (van Zyl, 2012; Mishra & Sharma, 2010; Stead, 
Worrell and Stead et al., 1994). 
 
When a new employee enters an organization, he or she is exposed to various elements, 
such as the cultural artifacts, reinforcement procedures, internal training, values and 
managerial practices. In order to find the right person and to enable that person to 
integrate with and influence the culture, human resources should have a central role, as 
identified above (van Zyl, 2012; Mishra & Sharma, 2010; Stead et al., 1994). According 
to Segon (2011) managers should have trust in the company’s human resource 



 
 
 

 

23 

management function, stress the importance that new thinking; e.g. behavior and 
philosophy, as well as changes; the training and reinforcement systems, should be 
implemented through this function. 
 
Human resource management can therefore have an important effect on organizational 
factors and is consequently an important tool in developing and implementing diversity 
in the organizational context (van Zyl 2012; Segon 2011; Mishra & Sharma 2010; 
Becker, 2010). 
 

2.3 Opportunity gap within the Frame of Reference 
 
The Literature Overview presented in appendix 2 is a portrait of what we believe is the 
most relevant work done by authors in the field of our study. The literature covers four 
areas, the B-BBEE act in South Africa, different discriminated groups (mainly women 
and black people) and their relation to affirmative action programs, organizational 
culture and lastly group integration and diversity. We consider these areas needed to 
enable an analysis of our aim; to understand what impact affirmative action has on 
employees´ attitudes towards equality. However, previous literature treats the four 
concepts separately and there is a lack of knowledge and studies performed on potential 
relations and implications between the four concepts. The intent with this literature 
overview is consequently to bring the aforementioned fields of literature together. 
 
We have through our literature review on organizations approach toward B-BBEE 
(dimension 1) enabled an understanding to why B-BBEE was implemented as a law in 
South Africa and how it needs to be practiced by organizations. Dimension 2 outlines a 
summary of the most recurrent reasons to why some groups support or oppose 
affirmative action laws and how those policies have influenced people so far. The 
section about organizational culture (dimension 3) supported us with the theories 
needed to understand how organizations are influencing and shaping individuals and 
groups perceptions, behaviors and attitudes. Whereas the last dimension, group 
interaction and diversity  (dimension 4), are needed to recognize what happens within 
and between groups when an in- and out-group interact (when discriminated and non-
discriminated groups interact, if we would directly apply it to this study). 
 
The frame of reference assists us in dividing our aim of this thesis into two research 
questions. Firstly, which key factors are influencing employees attitudes towards 
affirmative action and secondly, how is affirmative action influencing people's attitudes 
towards equality. We will interview participants from four organizations in South 
Africa on their organizational culture and relationship to B-BBEE to perceive their 
perspective of affirmative action and receive a respond on their attitudes towards 
equality. Thenceforth, we will use our four dimensions to analyze the results from our 
sample in light of our two research questions. 
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As presented by the figure below we see an opportunity in combining the theories and 
knowledge found in the literature. The objective of this study will be obtained through 
understanding and identifying the factors shaping attitudes towards affirmative action, 
linked with the knowledge of how affirmative action is influencing employees’ attitudes 
towards equality. 
 

 
Figure 4. Opportunity gap within the Frame of Reference 
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3 Methodology and Method 

This chapter presents and discusses the research approach and design chosen to fulfill 
the purpose of the study. Ethical considerations are discussed and highlighted, both 
from a South African perspective but also from a global perspective, for the purpose of 
creating a study that should be applicable to a broad spectrum of ethnically diverse 
audiences. The two-phased phased data collection process is outlined and followed by a 
discussion of the quality of the research. The chapter also includes an outline of the 
method of analysis.  

 

3.1 Philosophy of research  
Before we could be in a position of determining which research design and methods that 
are most suitable to use for the purpose of this study we needed to allocate time and 
thoughts to reflect upon our own thoughts on research and research philosophy. We 
recognized the need to draw a clear line between ontology and epistemology when 
going through the process in our own minds of determining our philosophy of research. 
Ontology concerns the branch of metaphysics in philosophy and comprises the overall 
nature of what things really are and the existence of objects and facts (Easterby-Smith, 
Thorpe & Jackson, 2015; Hughes 1997). In this branch of philosophy we need to ask 
ourselves questions like: “What is the nature of existence” and a concrete example of an 
ontological question would be a question like “Is there a god?”. 
 
Epistemology on the other hand address the nature of knowledge itself and the sources 
and limits associated with knowledge (Easterby-Smith et al., 2015; Hughes 1997). In 
this branch of philosophy we want to allow ourselves to reflect upon questions like: 
“How can one determine and know what is true?”, “How can we decide if something is 
good or bad” and “How can we separate the true ideas from the false ones”? 
Consequently, ontology governs what is true and epistemology governs what methods 
should be used in trying to figure out those truths (Easterby-Smith et al, 2015). 
 
By being aware of the distinction between ontology and epistemology we were able to 
continue the process of figuring out our own view on research philosophy. Both of us 
believe that the truth is a situational-based, relative and a limited subjective experience 
(Denzin & Lincoln, 2005) and something that consequently cannot exist outside our 
own thoughts (Levers, 2013). This philosophical assumption can be linked to relativist 
ontology. Linking our philosophical perspective to our research, it implies that the 
factors identified to have an impact on employees attitudes towards equality can by no 
means be considered as true for everyone and we acknowledge that there are many 
existing truths. This notion is further reinforced by the constructivist epistemology 
approach, where truths are described by Easterby-Smith et al. (2015) as something that 
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can be achieved and created by people and where discussions and agreements between 
different viewpoints can shape what is considered as true. The relativistic ontology 
perspective is reinforced in our study in the way that we merge the empirical material 
received from our interviews and observations into suggestions aiming to shed new 
light and insights to the way affirmative action can have an impact on employees’ 
attitudes towards equality. 
 
By identifying our view on research philosophy as a combination of relativist ontology 
and constructivist epistemology we are in a position of determining which research 
design and methods that are most suitable to use for the purpose of this study.  
 

3.2  Research approach and design 
In order to investigate what impact affirmative action has on employees’ attitudes 
towards equality, the research approach applied for this study is a qualitative approach. 
The qualitative approach has been carried out through in-depth interviews with four 
multinational companies operating in South Africa and additional insight and empirical 
material has been collected from observations and informal interviews with persons 
living and working in South Africa. 
  
A thorough review and comparison of the most commonly used methods for collecting 
empirical material, the quantitative versus qualitative approach, was at an initial face of 
the study conducted. The broad difference between the two methods can be found in the 
way that the researcher chooses to retrieve the data, process it and then finally analyze it 
(Easterby-Smith et al., 2015; Creswell, 2013; Neuman, 2005; Jacobsen, 2002). 
Quantitative methods emphasize the collection and analyzing of numerical data in order 
to explain phenomena (Easterby-Smith et al., 2015). The data is commonly gathered 
through questionnaires, polls or surveys and is then subject to a numerical, statistical or 
mathematical analysis or a combination of all (Muijs, 2010). Qualitative methods on the 
other hand, rely on words instead of numerical data and enable the researcher to conduct 
the research with larger freedom and with a greater openness to new insights and 
perceptions (Easterby-Smith et al., 2015).  
 
A qualitative approach will optimize the opportunities to achieve the purpose of this 
study, hence the aim is to get an insight of how affirmative action is influencing 
employees attitudes towards. The thesis should function as a guiding tool to enable a 
better understanding among organizations, dealing with the implications of affirmative 
action.  The qualitative approach will allow us to identify patterns and generate a new 
level of understanding rather than explaining and confirming established phenomena, 
which Bryman and Bell (2015) explain to be one of the main reasons to use a 
quantitative approach.  
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The decision to not use any quantitative methods in this study was a conscious choice 
where the positive aspects and area of use for using the method, did not outweigh the 
additional resources that would have had to be reallocated from the time spent on the 
qualitative research studying the mere psychological and behavioral aspects within a 
business culture. 
  
Another research design that consciously has been disregarded for the purpose of this 
study is the mixed method research design. There are proven positive effects of 
combining parts of constructionist as well as positivist epistemologies, merging 
quantitative as well as qualitative methods into the same research. A mixed method can 
enhance the cogency and generalizability of the results retrieved and consequently help 
increases the probabilities of making a larger theoretical contribution (Easterby-Smith et 
al., 2015; Tashakkori and Teddlie, 2010; Crewell, 2003). Contrary, critics of the mixed 
methods highlight the risk of contradictions between the fundamental paradigms behind 
the two originally independent methods (Easterby-Smith et al., 2015; Crewell, 2003). 
To receive a thorough understanding for what impact affirmative action has on 
employees attitudes towards equality we argue that it in our case will be a more efficient 
choice to focus on one of the two research designs, namely the qualitative method. 
   
The approach that we adapted when conducting the qualitative study was a 
constructivist grounded theory approach. Our goal with the study is to build theory 
about events that are grounded in the empirical material that are retrieved from our 
semi-structured interviews, informal interviews and observations and our cases under 
study are chosen based on theoretical considerations. We use the four different company 
cases to build theory and create an understanding for the general problem, rather than 
using the cases to study a phenomenon in its “real life” context over time. Our goal to 
build theory rather than identifying unique features for specific cases makes it more 
suitable to use a grounded theory approach over a case study approach (Easterby-Smith 
et al., 2015). 
 
The research in this study has further been built upon partly a deductive approach, but 
also on an inductive approach. To combine both of the methods of reasoning is a 
common practice when conducting social research (Easterby-Smith et al., 2015) and this 
is also the case for our study.  An abductive approach means that you systematically 
combine both a deductive as well as an inductive approach in the same study but we are 
reluctant to define our research as a purely abductive approach and rather reason that 
implications from both the deductive as well as inductive approach has guided us 
through our research process (Easterby-Smith et al., 2015). Our study was initiated as 
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observations and developed into trying to identify the most likely explanation and key 
factors that could have an impact on employees’ attitudes towards equality. 
 
Our study is inductive in its sense that we in the beginning started off with very limited 
information and by observations we were able to, in an exploratory and open-ended 
way, detect patterns and regularities within our empirical material. The patterns and 
regularities further evolved into tentative hypothesis and then eventually theories of the 
factors that could have an impact on employees attitudes towards equality. The theories 
and concepts presented in the frame of reference function as a sense-making tool rather 
than for the purpose of theory testing, which is another characteristic of an inductive 
approach (Easterby-Smith et al., 2015; Denzin et al. 2005). The empirical material 
collected through the qualitative approach is supported by theories and concepts 
retrieved from the frame of reference to validate its trustworthiness (Eisenhardt and 
Graebner, 2007; Denzin et al. 2005; Patton, 2001). 
 
We do not aim at confirming a theory or creating an experiment designed to be tested 
which are two of the main characteristics of a deductive approach (Easterby-Smith et 
al., 2015; Patton, 2001). However, the study adapts deductive characteristics when it 
comes to the way that we have used observations continuously throughout the process 
and not only at an initial phase when trying to identify patterns. The observations made 
throughout every step of the research process has provided us with valuable reflections 
and insights, that in a final stage influenced the way we were able to answer our 
research questions and furthermore provide suggestions of key factors that can have an 
impact on employees attitudes towards equality.  
 

3.3  Literature review 
The literature review was performed in order to provide a context for the research and to 
help refining the topic of the study (Easterby-Smith et al., 2015). The literature 
reviewed was mainly retrieved in the form of peer-reviewed articles from the databases 
Thomson Reuters Web of Science and Primo. As a complement, Google Scholar was 
occasionally used to complement the aforementioned databases. 
 
The literature review process was executed with guidance from a four-step model 
introduced by Huff (2009). However, to fulfill the purpose of this thesis we found it 
unjustifiable to include the fourth and final step of the model, a systematic review of the 
reviewed literature. To perform a qualitative systematic review is rather a preferred and 
suitable course of action for a more extensive paper like a doctoral dissertation or a 
paper with equivalent degree and comprehension (Easterby-Smith et al., 2015) and will 
consequently not be included in this thesis. 
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In the first step of the model, an overview of previous literature conducted on the 
research topic was mapped and commonly used research trends and methods were 
further identified. Four cornerstones and areas of focus for the preceding literature 
review process could be identified as demonstrated in the figure below. 
 

 
Figure 5. Frame of Reference 
 
The second step of the literature review included the process of critically analyzing the 
findings, weaknesses and strengths of previous body of literature published within the 
research area. By analyzing previously published research, a theoretical gap was 
identified and stated.  At the third step of the literature review process, an iterative 
process of reviewing additional literature that originally was not part of the review was 
executed while a simultaneous collection of empirical material was performed. This step 
was performed in order to ensure that the literature review would benefit from new 
insights brought to our attention at a later stage of the literature review as well as from 
insights received after our first days in South Africa, in combination with enabling 
literature that was excluded at a prior stage of the review to enter it again which is an 
important aspect to bear in mind according to Huff  (2009).  
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3.4  Empirical material collection 
The material collected to fulfill the purpose of this study has been retrieved throughout 
an initial literature review followed by a two-phased data collection process including 
in-depth semi-structured interviews with representatives from four multinational 
companies operating in South Africa, combined with parallel informal interviews with 
individuals living and working in South Africa. Both the in-depth semi-structured 
interviews and the informal interviews have been further supported by simultaneous 
observations of the participants engaging in the interviews. Questionnaires and surveys 
are as stand-alone data collecting instruments generally not a sufficient way of gathering 
empirical material on cultural dimensions. This is due to the fact that it is a crucial task 
for the researcher to know and understand if the dimensions one is asking questions 
about are salient in that particular culture (Martin & Meyerson, 1988). This is 
something that the researcher can only receive more knowledge about by examining the 
deeper levels of that particular culture (Martin & Meyerson, 1988). 
 
Presented in the below table is an overview of the empirical material collected for this 
study and the time allocated for each interview. 

 
 

 
 
 
 
 

Age of 
participant 

Years 
employed 
within the 
company Work title 

Classification 
within B-BBEE 

Type of interview 
conducted Location for interview 

Time spent at 
interview 
(hours) 

Time spent 
transcribing the 

interview/writing 
field notes 

Participant 1 41 1 HR Manager !!!Black!woman! Semi.structured! Coffee!shop!in!Cape!Town 2,5!hours 3!hours!
Participant 2 43 10 Sales Manager Black!man Semi.structured! Business!Office! 2!hours! 2!hours!
Ericsson 
Participant 1 41 10 Head of Stategy and Marketing Black!woman! Semi.structured! Skype 2!hours! 2!hours!
Participant 2 49 12 Head of Finance White!man! Semi.structured! At!his!office! 2,5!min 2,5!hours!
ABB 
Participant 1 41 21 Talent Acquisition Manager White!man! Semi.structured! Coffee!shop!in!Port!Elisabeth! 2,5!hours 2!hours!
Participant 2 31      6 months Talent Manager Black!woman! Semi.structured! At!her!office! 2!hours! 3!hours!
Husqvarna 
Participant 1 41 15 Country Manager White!man! Semi.structured! Skype! 2!hours 3
Participant 2 47 17 HR  Manager White!man! Semi.structured! Coffee!shop!in!!Cape!Town 1,5!hour! 3!hours!

Totalt&amount&of&time&spent&on&conducting&semi2structured&interviews&= 17&hours
Totalt&amount&of&time&spent&on&transcribing&the&semi2structured&interviews&= 20&hours&30&min
Tot&semi2structured&interviews&(both&researchers&being&present)&&=&

Microsoft 

37,5&hours

"Bruce"         ≈ 65 N/A Uber driver White&man Informal&interview In&the&Uber&car& 20&min 5&min&
"Ville"         ≈ 30 N/A Restaurant Waiter Black&man& Informal&interview& At&&the&restaurant& 1&hour& 10&min
"Synthia"         ≈ 60  N/A Coffee shop owner White&woman Informal&interview& At&her&coffee&shop& 20&min &&&&&&&&&&&&&&&&&&&&&&&&5&min&
"Ighsaan"         ≈ 60  N/A Guesthouse owner Black&man Informal&interview& At&his&guesthouse 1&hour& 15&min

"Kobus"   ≈ 65 N/A Professor White&man& Informal&interview At&his&office&at&the&university 1,5&hour& 30&min&
"James"   ≈ 25 N/A Student White&man& Informal&interview At&a&coffee&shop 2&hours& 15&min&

"Ethne"    ≈ 40 N/A Transformation manager Black&woman Informal&interview At&a&coffee&shop& 45&min 15&min
"Michael" ≈ 31 N/A Entrepreneur White&man& Informal&interview During&a&hike&in&the&mountains& 20&min 10&min

"Yvonne" ≈ 45 N/A Priest living in a township Black&woman Informal&interview In&church&in&the&township 1,5&hour& 30&min
Totalt&amount&of&time&spent&on&conducting&informal&interviews&= 8&hours,&45&min
Totalt&amount&of&time&spent&on&writing&field&notes&for&the&informal&interviews&= 2&hour,&&15&min
Tot&informal&interviews&(both&researchers&being&present)&&=&

Total&amount&of&time&spent&on&both&semi@structured&interviews&and&informal&interviews& 48,5&hours&

Service occupations

11&hours&

Educational Expertise

B-BBEE Expertise 

Deferred citizen 

Table 2. Empirical Material collection overview 
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3.4.1 In-depth semi-structured interviews 
 
By conducting interviews it is possible to investigate the espoused and documented 
norms, ideologies and values of a culture (Martin & Meyerson, 1988). This can be 
compared to the result that one can retrieve as an ethnographer by asking your 
participant to reason about a certain observed phenomena and why it occurs the way it 
does (Martin & Meyerson, 1988). Semi-structured interviews are best used for studies 
where the researcher will not be given more than one chance to interview the participant 
(Bernard, 2011), which with our limited time in the country of research described our 
situation well.  
 
Qualitative interviews are directed conversations that arise due to questions being asked 
and answers being told about a specific topic (Lofland and Lofland, 1984) and what 
separates an interview from an everyday conversation is that they are built upon a set of 
questions in order to fulfill a specific purpose (Charmaz, 2014).  
 
In this study we performed in-depth semi-structured interviews with eight employees at 
the four companies involved in our study. An ‘interview guide’ was developed prior to 
the interviews and included 33 questions that needed to be covered in the interviews 
(See Appendix 3). The questions were designed with the four dimensions from our 
frame of reference as a foundation and enabled us with a clear set of instructions for 
each interview while still encouraging us to follow up upon possible sidetracks that 
aroused during the interviews. The semi-structured ‘Interview Guide’ furthermore 
functioned as a checklist throughout the interviews to make sure that all of the 
participants received the same foundation of questions and that comparable and reliable 
empirical material was collected (Bernard, 2011). By conducting semi-structured 
interviews with the employees, our aim is to receive an understanding of the impact 
affirmative action has on employees’ attitudes towards equality. 
  
Six out of the eight semi-structured interviews were performed in Cape Town and Port 
Elizabeth in South Africa during March-April, 2016. The interviews were conducted at 
a preferred choice of location requested by the interviewee (their office, coffee shop, 
university etc.) Due to the fact that semi-structured interviews have a tendency to depart 
from the ‘interview guide’ and additionally often include an open discussion element 
between the interviewee and the interviewer, it is recommended to tape-record the 
interviews in order to transcript the recording for analysis after the interview is finished 
(Easterby-Smith et al., 2015). This enable the interviewer to fully engage in the 
interview and not be distracted by trying to make written notes simultaneously 
(Bernard, 2011). This is an approach that we applied for our interviews but combined 
with the tape-recording we also made sure that one of us noted down keywords or key 
aspects connected to our four dimensions from the frame of reference. During the 
transcribing process this enabled us to recall important aspects of the interview in a 
more holistic way and thus allowed for a more straightforward transcript process of the 
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recordings (Bernard, 2011). Two of the interviews were performed via Skype due to the 
participants being located too far from Cape Town or being unavailable to attend an 
interview during our period for visiting South Africa. The Skype interviews were held 
in April, 2016. 
 
Both of us were present at all of the eight interviews and all of the interviews were 
conducted during a time span of 1,5-2,5 hours for each interview, followed by a 2-3 
hour transcribing process for each interview. A description of the eight participants 
involved in our semi-structured interviews is provided in section 3.6.1. 
 

3.4.2 Informal interviews 

  
Informal interviews are commonly used as part of the research process when studying a 
social setting of interest and are often a complementing tool to be used when there is a 
limited amount of previous literature that include and describe the culture, setting, 
experience or issue of interest (Bernard, 2011). 
Informal interviews can advantageously be used in a prior and parallel stage of the 
literature review and can consequently add to the researcher´s ability to interpret and 
understand previous research within the field as well as function as an eye-opener to 
new field of interest that might have been unobserved by previous researchers (Cohen 
and Crabtree, 2006). In terms of our thesis, informal interviews have been used with a 
three-fold purpose: 
 

1. To receive a general understanding for the South African society and to gain 
insight into organizational as well as individual attitudes towards affirmative 
actions with an emphasis on the B-BBEE act. 

2. To provide a foundation for developing questions to our semi-structured 
interviews. 

3. To create opportunities to be enlightened and aware about aspects that we might 
have overlooked throughout the research process and to ask questions that can 
help our ability to analyze the empirical findings received from the semi-
structured interviews. 

 
Tape-recording has not been performed during our informal interviews. One reason 
being that our informal interviews have primarily been performed in unscheduled and in 
ad-hoc way and another reason being that research has shown that the unplanned and 
unrecorded setting of an informal interview can foster ‘low pressure’ interactions 
allowing the interviewee to speak and share their thoughts about a subject in a more free 
and open spirit (Cohen & Crabtree, 2006). 
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After each informal interview we have jointly documented the main aspects of the 
interview into field notes to be further interpreted and analyzed in the continuous 
chapters of this thesis. The field notes has been written in order to ensure accuracy in 
reporting of the empirical findings retrieved from the informal interviews (Bernard, 
2011). The informal interviews for this study was performed through daily interactions 
with multiple persons that we encountered during our one month long stay in South 
Africa during March-April 2016. However, there were nine persons among all of these 
meetings and conversations that we had repeatedly contact with during our stay in the 
country and the thoughts and views received from these interviews will be included as 
supporting insights to the Result chapter, Analysis chapter and Conclusion Chapter. A 
description of the nine main characters involved in our informal interviews is provided 
in section 3.6.1. The participants age is an estimated value in the overview of the 
informal interview participants, hence asking the participant to share personal 
information can hinder the interviewee to open up to the interviewer (Cohen & 
Crabtree, 2006). 
 
The empirical material retrieved from the informal interviews was consequently used as 
sense-making and supporting information, rather than as a confirming element to our 
main empirical findings retrieved from the semi-structured interviews. The informal 
interviews was performed in places such as restaurants, social events, coffee shops, 
during mountain hikes, while riding Uber (a commonly used taxi service in South 
Africa), at the University of Western Cape and while walking the streets of Cape Town, 
South Africa.  Both of us were present during all of the informal interviews. 
 

3.4.3  Observations 
 
Along with both the in-depth semi-structured and informal interviews, we have carried 
out observations as an additional source of receiving empirical insight. The observations 
has been carried out as both participants observations but also as observations 
performed while walking the streets of Cape Town, South Africa, observing how the 
population of South Africa communicate and interact with each other. Schmuck (1997) 
and Marshall & Rossman (1995) argue that observations can help a researcher receive 
access to knowledge that is challenging to receive by only relying on verbal 
interviewees and interactions. Both the participants observations and the observations 
made among a randomized sample of South African citizens, has enabled us to receive 
information about nonverbal expressions of feelings and has further allowed us to 
observe events that the participants might have been reluctant or unable to disclose. 
Observations as a stand-alone qualitative research method generally require the 
researcher to spend a prolonged amount of time in the same setting (Taylor, Bogdan & 
DeVault, 2015). None of the interviews performed for this study can be considered long 
enough to solely rely on observations. Consequently, our observations has rather had 
the function of providing us with complementary empirical insight to the empirical 
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material retrieved through the semi-structured interviews and the informal interviews, 
rather than functioning as a research method to rely and build our analysis around.  
Both of us were present during all of the observations taking place. 

3.5  Company overview 
This section provides an overview of the four companies included in the study.  
The information in the overview has been retrieved from each of the four companies 
official home pages and the table present the numbers that account for the organizations 
at large (Microsoft Official Home Page, 2016; Ericsson Official Home Page 2016; ABB 
Official Home page, 2016; Husqvarna Group Official Home Page, 2016).  
 

 
 
 
 
 
 
 
 
 
 
  

Figure 6. Overview of the four organizations in the study 
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3.6  Qualitative study 
 

3.6.1 Sampling strategy and sample size consideration 
 
Sampling in research refers to the process of selecting the units, individuals and/or 
settings to be included and studied in the research (Dey, 1999). This section will include 
a description of the sampling strategies used to identify and choose the individuals to be 
included in the study (in our case the individuals being interviewed in the semi-
structured and informal interviews) and to identify the units of analysis (in our case the 
companies included in the study). 
 

3.6.1.1 Semi-structured interviews 

Table 3.  Overview of sample for the semi-structured interviews 

 

 
 
Sampling strategy 
 
The sampling strategy used for our semi-structured interviews has been a mixed 
purposeful sampling, also commonly referred to as a combination sampling, meaning 
that we have combined two different sampling strategies (Patton, 2001). 
 
A criterion sampling was initially used as a way to decide upon which companies that 
should be included in the study. A criterion sampling strategy is particularly efficient to 
use when identifying and trying to bring understanding to cases that are rich on 
information (Patton, 2001). With an aim to be able to increase the generalizability and 
thus provide suggestions of key factors that can have an impact on employees attitudes 
towards equality. With the aim to provide suggestions that should be able to be applied 
by a variety of industries across an international space, we recognized the need to apply 
the following criteria for selection of companies. 

Age of 
participant 

Years 
employed 
within the 
company Work title 

Classification 
within B-BBEE 

Under 
regulation 
of B-BBEE 

Actively 
working with 

B-BBEE 

Highest 
degree of 
education

Work 
Experience 

from 
different 

industry/-ies  

Previous 
International 
employment   

Microsoft YES$ YES$
Participant 1 41 1 HR Manager $$$Black$woman$ MBA$ YES$ YES$
Participant 2 43 11 Sales Manager Black$man MBA$ YES$ YES$
Ericsson YES$ NO$
Participant 1 41 10 Head of Stategy and Marketing Black$woman$ MBA$ YES$ YES$
Participant 2 49 12 Head of Finance White$man$ MBA YES$ YES$
ABB YES$ YES$
Participant 1 41 21 Talent Acquisition Manager White$man$ MBA$ NO$ NO$
Participant 2 31 6 months Talent Manager Black$woman$ MBA$ YES$ YES$
Husqvarna YES$ NO$
Participant 1 41 15 Country Manager White$man$ MBA YES$ NO$
Participant 2 47 17 HR  Manager White$man$ MBA YES$ NO$
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1) All companies involved should be under regulation of B-BBEE and comply with 
all of the scorecards connected to the act, meaning that they need to have a 
turnover that exceeds R35 million. 

2) All companies involved should be operating as multinational companies. 
3) All of the companies should represent different business fields. 

Once identifying four companies on the South African market that fulfilled the 
aforementioned criteria, we initiated a contact with four companies; Microsoft, 
Ericsson, ABB and Husqvarna Group. We contacted the country manager of each 
company and all of the four companies that we initially contacted agreed to participate 
in our study. The country managers allocated two of his or her employees to participate 
in the study. Consequently, our sample of interviewees for the semi-structured 
interviews can be seen as a purposeful random sampling strategy. This sampling 
strategy, being the other of the two strategies used in the combination sampling, refers 
to a sample that has been randomly selected by the researcher or someone else (the 
country managers in our case) and its goal is to receive credibility rather than 
representativeness among the sample (Palinkas, Horwitz, Green, Wisdom, Duan, 
Hoagwood, 2015). In our case this means that the sample has been picked randomly by 
the manager without regards to the employees´ classifications neither within the B-
BBEE act nor with considerations to his or her work title or degree of education. 
 
Another qualitative sampling strategy that we considered for our research was an 
intensity sampling strategy that allows the researcher to investigate cases that manifest a 
phenomenon intensely (in our case the B-BBEE act). However, this research strategy 
requires the researcher to have an extensive amount of information regarding the 
phenomena under study prior to choosing the cases (in our case the companies) to be 
studied (Patton, 2001). Consequently, this sampling strategy was not a suitable choice 
hence information regarding B-BBEE actions taken by a company are seldom publicly 
disclosed and we did not have any access to how the companies under study were 
working with the B-BBEE act before our initial contact with them.  
 
Sampling size 
When considering which sample size we would need in order to perform this study, we 
focused on two different aspects: 
 
1) What sample size would be suitable to reach saturation or redundancy? 
2) What sample size would be suitable to represent variation within the sample? 
 
When considering which sample size we would need in order to reach saturation or 
redundancy, in other words which sample size we would need to be able to identify 
recurring patterns, themes and concepts within and across the four companies included 
in the study, we received guidance from a framework provided by Patton (2001). The 
framework suggest that when interviewing key informants through a grounded theory 
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approach it is suitable to perform interviews with a minimum of five interviewees and 
the length of each interview should account for at least 1-2 hours. Patton (2001) further 
argues that a 10-20 hour database of empirical material should be considered enough to 
provide a solid qualitative research. 
 
When considering which sample size we would need to be able to represent a variation, 
in other words how large our sample size needed to be to assess an suitable amount of 
diversity, we once again received guidance from Patton (2001) who emphasize that as 
long as the researcher present a heterogeneous sample, in our case meaning a diverse 
representation of the B-BBEE classifications, a minimum sample of five participants 
can be considered suitable. 
 
Taking the two aforementioned considerations into account enabled us to decide to 
perform our study on four different companies by interviewing two employees at each 
of the companies. Our strategy was to interview the participants during a minimum of 
1,5-2 hours, which would give us at least 12 hours of empirical material. When setting 
our target sample we also considered the fact that our interviews where to take place in 
South Africa and rescheduling interviews in case of unforeseen circumstances (e.g. the 
interviewee being sick or unavailable) would be a hard task considering our limited time 
within the country of research. Consequently, the strategy of including four companies 
and a total amount of eight participants was set in order to allow for one or two 
participants to cancel the interview in case of unforeseen circumstances. 
 

3.6.1.2 Informal interviews 

The table below present an overview of the main participants interviewed in the 
informal interviews. Additional interactions and meetings have taken place throughout 
the research process but the persons included in this overview below are the ones that 
we consider has provided us with the most empirical insights. 

Table 4. Overview of the main participants involved in the informal interviews 

 
 Age of 

participant 

Years employed 
within the 
company Work title 

Classification 
within B-BBEE 

Service occupations
"Bruce"             ≈ 65 N/A Uber driver White man
"Ville"              ≈ 30 N/A Restaurant Waiter   Black man 
"Synthia"              ≈ 60  N/A Coffee shop owner White woman
"Ighsaan"              ≈ 60  N/A Guesthouse owner Black man

"Kobus"    ≈ 65 N/A Professor White man 
"James"   ≈ 25 N/A Student White man 

"Ethne"          ≈ 40 N/A Transformation manager Black woman
"Michael" ≈ 31 N/A Entrepreneur White man 

"Yvonne" ≈ 45 N/A Priest living in a township Black woman

Educational 

B-BBEE Expertise 

Deferred citizen 
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Sampling strategy 
The sampling strategy used for the informal interviews has been a convenience 
sampling strategy. This type of sampling strategy is based upon ease of accessibility and 
the participants involved is selected on the main criteria of being easy to access and 
merely because they happen to be at a the same place as the researcher (Patton, 2001). 
Convenience sampling strategy is a suitable strategy for us to use because it gives us 
quick and easy access to interact with a wide spectrum of individuals belonging to 
different classifications within the B-BBEE act. However, due to its unplanned nature 
the empirical material provided should be considered as less credible than the empirical 
material provided through our semi-structured interviews. 
 
Sample size: 
Considering that our informal interviews serve the purpose of only complementing and 
supporting the empirical findings retrieved from the semi-structured interviews, a 
sample size target was not set for these interviews but we rather tried to interact with as 
many individuals as possible during our time in South Africa. 
 

3.6.2  Semi-structured interview content and design 
 
The ‘interview guide’ for our semi-structured interview can be found in Appendix 3 and 
the guide was developed and designed mainly from the knowledge received from the 
literature review combined with additional knowledge and insight brought to our 
attention through the informal interviews and observations. 
 
The structure of the ‘interview guide’ was designed with a focus on making the 
participant feel at ease and comfortable to complete the interview in the most honest and 
detailed way (Cohen and Crabtree, 2006). This can be reflected in the way the interview 
initiates with an opportunity for the interview to introduce him or herself followed by 
basic facts about themselves in terms of for example work and educational background 
combined with brief company information. Through the introduction in the interview 
we were able to collect a brief biography of the participants as well as an overview of 
the company involved in the study. Once the participant had been given a chance to 
introduce him/herself and get familiarized with the interview forum, we were able to 
penetrate into the questions connected to the four dimensions of how affirmative action 
can have an impact on employees’ attitudes towards diversity. 
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3.7 Analysis method 
 
The analysis of the empirical material collected through the semi-structured interviews 
and informal interviews have been analyzed through a grounded analysis. 
 
Two of the most commonly used ways to analyze qualitative material are content 
analysis and grounded analysis (Easterby-Smith et al., 2015). Grounded analysis is to be 
considered the more ‘open’ and intuitive approach between the two different approaches 
(Easterby-Smith et al., 2015). Content analysis is based upon elaborating and testing of 
existing theories, while a grounded analysis rather seeks to create an understanding for 
contexts by building theory from categories that in the empirical material are already 
‘grounded’ (Charmaz, 2014). Furthermore, a grounded analysis is often argued to be the 
more holistic choice among the two different approaches since the researcher is enabled 
to compare different fragments of the empirical material with each other and from that 
generate a structure (i.e theory) while a researcher using a content analysis would frame 
the material from an already existing structure (Easterby-Smith et al., 2015). A 
grounded analysis aims at creating an understanding of the underlying meaning of the 
empirical results in the certain context in which they were created, which ought to be a 
preferable choice when investigating how the different attitudes among our participants 
can differ depending on which context (in our case which company and belongingness 
within the B-BBEE act) that the participant belong to (Easterby-Smith et al., 2015). The 
approach of grounded analysis focus on the opinions and voices of the participants 
involved in the study and one prerequisite for successful execution of the analysis 
approach is that the researcher engages with the historical and cultural dimensions of 
the empirical data (Easterby-Smith et al., 2015), which in terms of our study was an 
achievable commitment to make from our end. 
 
When analyzing our empirical data we adapted a 7-step approach introduced by Saldaña 
(2009) as the ‘Codes-to-theory model’ for grounded analysis. The approach suggests 
how one can analyze qualitative empirical material with a grounded analysis approach. 
Below follows a description on how the seven steps has been performed in this study. 
 
1. Familiarization 
At the familiarization phase we sifted through our empirical material retrieved from the 
recorded semi-structured interviews (transcripts) and the unrecorded informal 
interviews (field notes), in order to receive an initial understanding for the scope and 
amount of data collected. 
 
2. Reflection 
At the second stage of the analyzing phase we used our “Overview of Literature 
Review” (See Appendix 2) as a tool when reflecting upon what the empirical material 
collected was all about, if it supported any previous literature, if it challenged any 
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previous literature and if it seemed to answer any previously unanswered questions and 
overall differences and similarities to the literature included in our frame of reference. 
 
3. Open coding  
The third phase of the analyzing process involved the process of summarizing and 
systematic categorizing our empirical material into short phrases or words, the so-called 
codes. The codes enabled us to link an extensive amount of data to systematic 
categories in terms of our four dimensions (Organization's approach to B-BBEE, Group 
identity, Organizational Culture and Group integrations and diversity) 
 
4. Conceptualization 
At the fourth phase we aimed at finding patterns among the codes that could be 
characterized by frequency, sequence, correspondence, similarity, difference or 
causation (Saldaña, 2009). By contrasting and arranging the codes into different 
categories, we were able to recognize themes and concepts that ought to have 
significance on developing an understanding for our research questions. For example 
when investigating attitudes towards B-BBEE, factors such as ethnicity and skin color 
were factors identified that ought to have an impact on the responses from our 
participants.  
 
5. Focused re-coding 
In the fifth phase, the most substantial codes and categories had been identified and 
another round of coding was performed with a similar approach as during the third 
phase of the analyzing process but with the main difference that this phase included a 
limited and more focused amount of codes than used during the preceding coding. The 
initial coding cycle had the purpose of framing the data, while we in this step focused 
on framing the data in a way that allowed us to perform a more in-depth analysis on the 
aspects that we found most significant to be able to provide answers to our research 
questions and thus fulfill the purpose of our study (Charmaz, 2014). This step made us 
for example aware about several cases where the interviewees belonging to the same 
organization interpreted what seemed to be similar concepts in seemingly different 
ways.  
 
6.  Linking  
At this phase, the analytical framework and dimensions became more evident and 
patterns were bridged across the concepts. This step could be completed by a 
conceptualization of how our key dimensions and concepts related to each other and 
how evolving ideas and theories could be linked to theory (Charmaz, 2014).  
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7. Re-evaluation 
The last phase of the grounded analyzing process included taking feedback from 
colleagues and our tutor into account and we revised some parts of the analysis that 
needed to be given additional thought process and emphasis. 
A systematic approach and use of theories and concepts retrieved from the frame of 
reference are not the only aspects that have been considered when analyzing the 
empirical material. While spending a longer period of time (one month) in the country 
of which our field of research derives from, we were able to allow for daily reflections 
about interactions and observations made in the South African society. By being given 
the opportunity to devote time to let the thoughts and reflections grow in the back of our 
minds whilst being in the center of attention where our research question take place, has 
most likely had an extensive impact on the way our minds have been able to penetrate 
the underlying issues, analyze and identify seemingly hidden patterns in our empirical 
data. This belief is further supported by Bernard (2011) who claim that a researcher 
spending time in the country of which his or her research topic derives from, can 
generate positive impacts on the way that the researcher is able to make sense to the 
research topic.  
 

3.8  Discussion of research quality 
 

3.8.1 Trustworthiness of the qualitative study and the obtained results 
 
Performing a qualitative study includes risks that need to be highlighted and brought to 
both the researchers and the reader's awareness. This section will highlight some of the 
risks considered and dealt with during the process of conducting the qualitative study 
for this thesis. Being aware of the below issues leaves us in a better position to increase 
the trustworthiness of the obtained results. 
 
A situation that should be considered as a risk when conducting qualitative study is the 
risk of the  “Interviewer effect” (McLeod, 2014). When interviewing our participants 
we need to be aware about that our appearance as interviewers might have an impact on 
the social interaction that take place between us and the interviewee and it might further 
influence the way that the respondents choose to reply to our questions (McLeod, 2014). 
The “Interviewer effect” is to be considered as an issue since it can bias the results of 
the research and thus make them invalid.  Ethnicity, body language, age, social status 
and gender of the interviewer are all factors that has been proven to be factors that can 
influence the way that the interviewee chose to answer questions (McLeod, 2014). In 
order to minimize the risk of the “Interviewer effect” we made sure to persistently 
critically analyze the answers received from the interviewees and to interpret the 
responses with their body language. Considering that we conduct research across race, 
gender, ethnicity and culture, we need to pay additional attention to the risk of 
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“Interview effect” (Kamenou, 2007) and constantly throughout the study keep in mind 
that our ethnicity, gender and color of our skin might affect the way that our participants 
choose to reply to the questions being asked. If we were to live in South Africa, both of 
us would belong to the B-BBEE classification “White woman” and we would be 
considered as a lower prioritized categorization within the B-BBEE act than for 
example a black woman and black man. Directing questions to groups that have a 
higher or lower status within the B-BBEE can affect the way that the respondents 
choose to reveal information to us (Kamenou, 2007). Even if one like to think that all of 
our interviewees will reply in a true sense we need to realize that when asking questions 
concerning for example if our respondents has ever had to recruit a person solely 
because of the applicants skin and not their merits we must understand that he or she 
might not be willing to share this information and consequently choose to reply in a 
false way rather than rejecting the questions, thus creating an interviewer effect 
(McLeod, 2014). 
 
Another issue that we considered when performing the interviews was that in order to 
achieve as trustworthy results as possible, the interviewer should in practice act in an 
identical way at every interview. This is an unmanageable task for the interviewer to 
take on since the interview is created upon the interaction between two or more people 
and the situation that arise is a result of the interaction between all of the persons 
involved, thus making it impossible to replicate the exact same interview (Jacobson, 
2002). Additional risks arisen during the interaction between the interviewer and the 
interview are that the personality of the respondent can have an impact on the way that 
he or she chooses to respond to a question (Jacobsen et al. 2002). This further implies 
that there can be a significant discrepancy between what an interviewee actually 
answers to a question and what his or her actions and true standpoint really are. Being 
aware of these issues we made sure to once again critically analyze the responses 
received from our interviewees. 
 
An additional issue that can have an impact on the trustworthiness of the qualitative 
study performed for this thesis is the “Context effect” that refers to an issue related to 
that the context of where the interview is being held can affect the interviewees 
responses (Jacobsen, Sandin & Hellström, 2002). By allowing the interviewee to be 
interviewed in their natural context and in a place where they feel comfortable, can have 
a positive effect on the interviewee’s ability to answer the questions in a trustworthy 
way (Jacobsen et al., 2002). Taking this issue into consideration we offered all of the 
participants of the semi-structured interviewees to choose the location of where the 
interview should take place, and the choices ranged from coffee shops to the their work 
offices.  The two interviews that could not be performed in a live-setting due to the long 
distance separating us from the interviewees, was performed via Skype which was 
furthermore a decision of the interviewees. The interviewee was situated in the comfort 
of their own offices while performing the interviews, which ought to bring equal 
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positive effects as the rest of the interviews that was performed at the locations of the 
interviewees’ choice (Jacobsen et al., 2002). Concerning the informal interviews, this 
was never an issue that needed to be taken into consideration since all of the participants 
were already situated at places of their own choices when interacting with them.  
 
Another phenomena that can affect the trustworthiness of this qualitative study and the 
obtained results are the phenomena referred to as “Reflexivity” (Malterud, 2001).  This 
implies that our backgrounds and constructions of knowledge can affect every step 
throughout the research process, all the way from deciding what to investigate, which 
methods being considered the most adequate for the purpose, what findings are 
considered as most true and then finally how we choose to communicate and frame the 
conclusions and direct the discussion of the thesis (Malterud, 2001; Patton, 1999).  
 
Another action that we took to create a trustworthy results as possible was to established 
a structure of making sure to switch roles during all of the interviews, meaning that we 
made sure that both of us would adopt the role as both the observer and the main 
interviewer during the same interview. This aimed to decrease the risk of one of us 
influencing the interpretation of the empirical findings more than the other person, and 
in that sense fosters a risk of bias. The aforementioned procedure can be seen as an 
investigator triangulation; meaning, something is being investigated by more than one 
researcher (Patton, 1999; Denzin, 1978). We further used methodological triangulation, 
data triangulation and theory triangulation (Patton, 1999; Denzin, 1978) to minimize 
bias. 
Considering actions taken for methodological triangulation we gathered our empirical 
material through a combination of semi-structured interviews, informal interviews and 
observations. In terms of data triangulation, besides the already mentioned actions taken 
throughout this chapter, when retrieving our sample we openly shared the main subject 
of our research with the country managers at the four companies. This allowed them to 
be able to reflect upon which of his or her employees that might be able to make a 
contribution to our study, without for that sense reveal the underlying research questions 
and aim with the research. By enabling the country manager at each company to decide 
which two among the employees that should participate in the study, we can argue that 
he or she most likely picked the ones that would be most suitable and capable of 
answering our research topic and thus providing us with faithful insights to our research 
topic. Considering theory triangulation we allowed for several theoretical frameworks to 
adapt crucial roles when interpreting the empirical material in our grounded analysis. 
 
Keeping all of the issues discussed in this section in mind throughout the whole 
research process, we were able to reduce the risk of bias and thus increase the 
possibility of being able to present as trustworthy answers as possible to our research 
questions. 
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3.8.2  Ethical considerations 
 
Besides the actions described in the previous section on how to increase the quality of 
the study, additional ethical considerations has been performed. Bell and Bryman’s 
(2007) “10 key principles in research ethics”, has been the point of departure to ensure 
that all of the steps in our research process has been conducted in an ethically correct 
way. 
 
Displayed below are the “10 key principles in research ethics” produced by Bell and 
Bryman (2007) and further acknowledged by multiple researchers among Easterby-
Smith et al. (2015). Principle 1-6 deals with the issue of caring and preserving the 
interests of the research subjects and the interest of the individuals and groups serving 
as informants in the study. Principal 7-10 covers the integrity and transparent aspects of 
a study in order to minimize the risk of bias in the research result and enhance accuracy. 
Following the table comes an outline of the actions taken to achieve ethical accuracy for 
every one of the principles with regards to this thesis. 
 
Table 5. 10 key principles in research ethics (Bell & Bryman, 2007)	

 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
To ensure that no harm has come to the participants of this study, the interviews and 
contacts with the participants has been executed in safe environments during business 
hours. The place and time for the semi-structured interviews has been scheduled in 
accordance with the participant. 
  
To respect the dignity of participants is the principle among the ten key principles 
where we felt the need to pay additional attention and effort on making sure to act 
ethical. Conducting research in a historically ethnically distressed country required 
several additional ethical considerations and efforts to be made to perform this study. 
Being born and raised in a society where it is not commonly accepted to talk or write 

1 No harm should come to participants 
2 Respect the dignity of participants 
3 Ensure a fully informed consent 
4 Protect the privacy 
5 Ensure confidentiality 
6 Protect the anonymity 
7 Avoid deception 
8 Conflicts of interest 
9 Honesty and transparency 
10 Avoidance of misleding and false reporting
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about ethnic groups in terms of “Whites” and “Blacks” adds to an additional level of 
uncertainty when conducting research on the topic (Kamenou, 2007). Conducting 
research in the country of South Africa, where race affiliation and the color of one's skin 
has received more attention and impact than in most other nations, we experienced an 
initial personal uncertainty during our time in South Africa on how to conduct 
interviews on a historically as well as contemporary sensitive topic. By interacting with 
the common people in the streets of Cape Town, South Africa, we rapidly understood 
that the uncertainty was born in our own minds. The uncertainty that we initially felt 
was due to the cultural difference on the way “Blackness” and “Whiteness” are 
commonly accepted titles on a person’s race affiliation within South Africa, while those 
words would not even make it to the first page of a local newspaper in our home 
country. Once we had overcome the restraints in our own minds of using the terms 
“Whites” and “Blacks”, interviews could be held with a mindset of always treating the 
participant with dignity, but not being afraid of using and asking questions about 
concepts that are part of their everyday communication as well as history.   
 
To enable a fully informed consent, all the participants was at an initial stage of the 
study introduced to the background and content of the thesis and their voluntary 
contribution to the study was highlighted. Once accepting the invitation to make a 
contribution to the study, the respondents was informed a second time about the content 
and design of the study in conjunction with their participation in the interview. 
 
A choice to remain anonymous has been communication and provided to every 
participant of the study and the confidential responsibility of the researchers´ has been 
clearly communicated to the participants. However, none of the interviewees 
communicated (either in written or oral form) a will to remain anonymous.  
 
The empirical material collected for the purpose of this study has been securely stored, 
where only the researchers themselves have been able to access it. In order to avoid 
deception and conflicts of interest, the researchers have made sure not to publicly share 
and speak about details concerning the study to persons not directly involved in it. 
 
For the purpose of avoiding misleading and false reporting of research findings, every 
written communication and empirical material collected has been securely saved on 
multiple devices. In order to fulfill the honesty and transparency principle throughout 
the process of the study, the researchers have offered full transparency towards the 
companies involved in the study by offering them a copy of the finalized study. The 
researchers furthermore believe that by being transparent against the participants, the 
likeliness of presenting dishonest findings decreases, since the participants will know 
what is correct or not. 
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4 Empirical Findings 

This chapter will present the empirical data that has been collected from the in-depth 
semi-structured interviews that has been conducted with the four companies 
participating in our study; Microsoft, Ericsson, Husqvarna and ABB. By presenting the 
empirical findings, this chapter aims to pave the way for the succeeding chapters of this 
thesis. 

 

4.1 Participants’ profiles 
 

Table 6. Overview of the participants in the Semi-structured interviews 
 
 

 
 
Work and educational background 
 
All the participants in our in-depth interviews possess a MBA (A master's degree in 
business administration) in their specific field of work and are thereby qualified on 
paper regarding both previous merits and education to acquire the positions that they 
currently have. All of the participants furthermore possess university education within 
management. Six of our eight participants have been working at their company for over 
10 years. One respondent from Microsoft has been employed for one year and one 
respondent from ABB for 6 months. 
 
All companies in the study are under the regulations of B-BBEE, although it is only 
Microsoft and ABB that are working actively with it in their organization (see further 
down in the results the explanation to this). 
  
The respondent from ABB (21 years employment) and the respondents from Husqvarna 
have all worked within their companies, in the same field of expertise as their current 
position, for their main or full career. While the other participant from ABB (6 months 

Age of 
participant 

Years 
employed 
within the 
company Work title 

Classification 
within B-BBEE 

Under 
regulation 
of B-BBEE 

Actively 
working with 

B-BBEE 

Highest 
degree of 
education

Work 
Experience 

from 
different 

industry/-ies  

Previous 
International 
employment   

Microsoft YES$ YES$
Participant 1 41 1 HR Manager $$$Black$woman$ MBA$ YES$ YES$
Participant 2 43 11 Sales Manager Black$man MBA$ YES$ YES$
Ericsson YES$ NO$
Participant 1 41 10 Head of Stategy and Marketing Black$woman$ MBA$ YES$ YES$
Participant 2 49 12 Head of Finance White$man$ MBA YES$ YES$
ABB YES$ YES$
Participant 1 41 21 Talent Acquisition Manager White$man$ MBA$ NO$ NO$
Participant 2 31 6 months Talent Manager Black$woman$ MBA$ YES$ YES$
Husqvarna YES$ NO$
Participant 1 41 15 Country Manager White$man$ MBA YES$ NO$
Participant 2 47 17 HR  Manager White$man$ MBA YES$ NO$
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employed) and all of the participants from Microsoft and Ericsson have experience from 
different fields and industries (mining, courier, FMCG, manufacturing. production, oil 
& gas and technology). These participants have furthermore international experience 
across the world from their current field of expertise. The participants from Ericsson are 
the only participants in our sample group that has experience from working with their 
current company in another country (Sweden, Nigeria, Singapore, Senegal and France).  
 
Age and B-BBEE classification of the participants 
 
The respondents are within the age group of 31-49 and all of the respondents 
consequently lived to experience the Apartheid Era. Additionally, all except from one 
(the 31 year old participant) have been employed during the apartheid era. Three of our 
respondents belong to the B-BBEE classification “Black woman” and one respondent to 
the classification of “Black man”, the remaining respondents are categorized as “White 
man”. 
 

4.2 Dimension 1: Organizations’ approach to B-BBEE 
 
When did your organization start working with the B-BBEE act? 
 
When interviewing the participants on how their organizations are working with the B-
BBEE act we receive a wide spectrum of answers. All of the companies involved in the 
study have been exposed and subject to the requirements behind B-BBEE since it was 
first legislated in 2003 (Broad Based Black Economic Empowerment Act, 2003). 
However, the weightiness of implementing it into the organization differs between the 
four companies. It is only Microsoft and ABB that are actively working with fulfilling 
the requirements they are subject to. The participants from these companies explained 
that they did not start working with the B-BBEE act until 3-5 years after it was first 
legislated and are continuously increasing the resources needed to make a significant 
difference in the way they relates to the act. The act is revised, added and changed 
constantly, which the previously mentioned participants reason is one of the reasons to 
why the act is hard to comply with.  Husqvarna and Ericsson have chosen to not invest 
any resources, human and financial, in fulfilling the scorecards of B-BBEE.  
 
How is your company working with B-BBEE? 
 
The transformation agenda is a business imperative for ABB, they have worked to 
develop a holistic transformation strategy that aims to drive the core elements of B-
BBEE through various practices. The concept of changing the demographics of the 
organization is in line with B-BBEE requirements. Both of the respondents from ABB 
highlight that the B-BBEE act has received much focus within the organizations and 
there are several key groups working on the implementation and fulfillment of the B-



 
 
 

 

48 

BBEE requirements. They argue that since ABB is a generic organization, they are 
focusing on all of the required scorecards connected to the B-BBEE act; ownership, 
management control, employment equity, skills development, preferential procurement, 
enterprise development and socio- economic development. 
 
Husqvarna have been exposed and subject to the requirements of B-BBEE, but due to 
the size of the South African Sales Company they are not subject to large degrees of 
compliance with the act. Husqvarna South Africa is only a minor fraction of the 
Husqvarna Group. “We do not receive much support and priority from the rest of the 
group. B-BBEE and affirmative action are factors that play a role in our organization, 
but the work performed connected to the act is not as focused and direct as for other 
larger corporates in South Africa.” (Participant 1, Husqvarna). The participants argue 
that a serious implementation requires significant investment to be made. However, 
Husqvarna do not seem to appreciate it being worthwhile since it will not deliver any 
appropriate return on investment. “It is already extremely hard to find the right 
candidate in our industry and also for the location that we operate in. To add or 
prioritize the prerequisites of ethnicity on the candidate profile would mean excluding 
the candidate that would fit our requirements, hence a focused implementation of the 
act could turn into a competitive disadvantage.” (Participant 1, Husqvarna)   
 
At the Microsoft office in South Africa, there is an overall awareness about the act and 
everyone knows the company's obligations to fulfill the scorecards connected to it.  
Although, the transformation agenda has never been consciously delegated at Microsoft, 
but has rather been a short-term work task delivered to whomever it might apply to. The 
most common departments that have handled the question have been the Procurement 
and HR-department. Microsoft South Africa is in the process of hiring a transformation 
manager, but has yet not showed any progress or real effort in this recruitment. 
Microsoft is aware of the different scorecards connected to the act, but do not actively 
take action to fulfill them all. The participants at Microsoft furthermore express an 
insecurity concerning the to-management´s knowledge and attempts to show 
commitment and engagement to the B-BBEE act. “I do not even think that my boss 
really understands what the act is all about.” (Participant 1, Microsoft) 
 
For Ericsson, the transformation agenda has not been supported from top-management 
and B-BBEE has received minor attention in the daily operations at Ericsson South 
Africa.  There is no person within the organization who owns the question. Both of the 
respondents from Ericsson emphasize that there is a general lack of interest from the 
top-management to allocate resources, both financial and human, in order to comply 
with the scorecards connected to B-BBEE. “According to my boss, business comes first 
and B-BBEE is not a prioritized task on our agenda”. (Participant 1, Ericsson)  
To hire the most competent employee is at Ericsson a higher prioritized task, than hiring 
to fulfill the requirements of a scorecard. The general view from management, 
explained by our participants, is that a focus on B-BBEE would give a competitive 
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disadvantage, since the exclusion of high skilled labor would then generate lower 
revenue. Whilst, one of the participants highlight the problem Ericsson is starting to 
face, since issues with suppliers and partners start to arise because of Ericsson's lack of 
dedication towards fulfilling the requirements of B-BBEE. “Suppliers want to make 
business with companies that can show a good scorecard and Ericsson are far behind 
other competitors at the market when it comes to showing a high scorecard.” 
(Participant 1, Ericsson) 
 
The participants furthermore highlight the strong will to be homogenous across the 
organization and not adapt to local circumstances. “At Ericsson there is an underlying 
drive in everything we do that it should be applicable to every part of the organization 
across the globe. B-BBEE, being an act that originates from South Africa, has not 
received much support from other countries in our organization and is furthermore not 
a prioritized focus area within the organization in South Africa.” (Participant 2, 
Ericsson) The team composition at Ericsson in South Africa is another proof of 
evidence that the B-BBEE act is not a prioritized task on the organizational agenda. One 
of the respondents from Ericsson, Participant 1, stress that she is the only black woman 
working for Ericsson in South Africa and all of her colleagues belong to the “White 
man” or “White woman” categorization within the act. However, she is doubtful that the 
act would achieve its full potential even if the act would be a priority. “The core values 
at Ericsson are too strong to enable black people being employed solely to fulfill the 
affirmative action requirements and even with the act as a focus area I think that it 
would receive a lot of resistance at Ericsson”. (Participant 1, Ericsson)   
 
What is your relation to the B-BBEE act? 
 
All of the participants in our study have a different relationship and possess different 
work-related tasks in connection to the B-BBEE act. 
 
Both of the respondents from ABB perform smaller tasks related to the B-BBEE act 
such as tracking the elements of employment equity and skills development and then 
provide monthly reports on its progress. Both of the respondents have a background of 
having a larger responsibility for the guidance and implementation of the act but the 
main responsibility has now been transferred to a full time employee that is responsible 
for the B-BBEE implementation and guidance within ABB South Africa. 
 
The respondents from Microsoft do not have any formal title of being a transformational 
manager, however one of the participants work as a HR manager and follow the 
requirements of the act in the daily work tasks. She explained how she is given a 
scorecard that has to be met each year considering recruitment for Microsoft to possess 
their B-BBEE certificate. Yet, when we asked if she has experienced a situation when 
she felt that she was not allowed to hire the person she thought was most appropriate for 
the job she replied, “Never, my values are bigger. I am driven by value and integrity, I 
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am searching until I find the right person that fulfills the requirements of both right skin 
and skills.” (Participant 1, Microsoft). She explained that she would rather hire the right 
candidate than fulfilling the scorecard, because if you do not search until you have the 
right fit, considering both merits and right belongingness to a designated group, people 
will only resent that person since you are viewed as not qualified. However, Participant 
1 at Microsoft underline that her aforementioned drive, engagement and patience to 
allow enough time to be allocated on hiring the right person that fulfills the 
requirements of both the right skin and skills, is not a commonly shared understanding 
from the co-workers at Microsoft, since “the purpose of showing a good scorecard feels 
more important than finding the right candidate to many of my colleagues.” (Participant 
1, Microsoft) She expresses a will and passion to make a difference- despite being given 
an additional payment for it. “Just knowing that I have helped someone else and my 
company makes it all worth it, but it is a trade-off all companies have to face”. 
(Participant 1, Microsoft)  
 
Neither the respondents from Ericsson or Husqvarna have any responsibilities or 
obligations connected to the B-BBEE act within the company. When we asked the 
question if candidates ever get hired at Ericsson because they represent a designated 
group and if those people would know that this is the main reason for them being 
selected for the job, Participant 1 at Ericsson explained her feelings toward the general 
perception she is faced by recurrently in the nation. “I detest this subject, it gives me 
shivers. I hate to be treated like I am subject to affirmative action only because I 
happened to be a black woman” (Participant 1, Ericsson). The same interviewee 
explained that her many working experiences abroad throughout the whole globe has 
increased her confidence a lot, “during my work outside South Africa I never get the 
feeling that I need to prove my expertise”.  
 

4.3 Dimension 2: Group Identity within B-BBEE 
 
Is affirmative action a good solution to even out inequalities in the society? 
 
The respondents from ABB consider the underlying intentions of B-BBEE as a good 
solution to even out inequalities in the South African society. They underline that the 
positive attitude towards B-BBEE is shared among a majority of their colleagues with 
only a few exceptions. However, both of the participants question the implementation of 
the act. “The thinking and the reasoning for the act is good and it has the potential to 
drive real change in our country – if it is applied correctly.” (Participant 2, ABB) The 
other respondent states that he has always supported B-BBEE.  “The act links the 
people into the main economy and that is something that I support.” (Participant 1, 
ABB).  
 



 
 
 

 

51 

Both of the respondents from ABB believe that affirmative action would be a good tool 
if it was used and applied correctly by businesses and organizations, “It is a vehicle that 
could drive positive changes in the country of South Africa, but instead the concept is 
often skewed and implemented incorrectly, which creates a very negative connotation 
for a lot of South Africans who are not considered part of the designated groups within 
the act.” (Participant 1, ABB). One of the participants emphasizes that in situations 
when candidates with similar qualifications are applying for the same position, people 
from designated groups needs to be given priority, “If you have one white engineer with 
two years of experience and one black (classified within the race group: African, Indian 
and Colored) engineer with two years of experience, then the black engineer should be 
given the opportunity, all things being equal.” (Participant 2, ABB) The same 
respondent continues, “The reality is that we cannot afford to employ black candidates 
into all roles, because black people have not historically had the opportunities to gain 
the relevant skills and experiences in certain professions and industries. In our country, 
we have certain scarce and critical skills were we don’t have the number in terms of 
black skilled and qualified professions – we need to grow and develop people from 
designated groups early at a junior school level in these scarce and critical skills so 
that we can start changing the demographics to a more representative workforce”.  
 
The respondents from Husqvarna have similar views as the respondents from ABB and 
further argue that companies in South Africa far to often have to sacrifice on skills and 
fit for the position in order to meet the requirements of affirmative action. Husqvarna 
furthermore highlight that this situation have an adverse effect on culture and team 
morale. “Luckily this is not the case at Husqvarna, but it is the general feeling in South 
Africa. As generations grow up it is getting less and less though and equality will 
become the practiced norm and not a strategic pillar of any organization” (Participant 
1, Husqvarna).   
 
“The actual act is wonderful but the implementation of the act is really lousy” 
(Participant 1, Microsoft). The respondent from Microsoft further highlight that the act 
of B-BBEE is highly necessary in order for people to transform themselves in South 
Africa. However, she claim that there is a serious lack of commitment from the general 
South African company to actually comply with the regulations behind B-BBEE. “In a 
society where every company needs to make money, it can sometimes be hard to 
motivate for long-term benefits, but in order to successfully implement B-BBEE and 
achieve positive results I am confident that my company and any other company need to 
start seeing this from a long-term perspective rather than as a short-term fix. That is 
what would truly enable an evening out of inequalities within our society”.  
One of the participants from Microsoft adds that if change is to happen, everyone really 
needs to contribute in paying it forward and really dare to make a 
difference. “Sprinkling a little bit of sugar in the ocean will not make it noticeable 
sweeter to anyone. If I instead choose to sprinkle someone's coffee with sugar it will 
turn out a lot sweeter and it will have a noticeable impact on the person drinking it. It is 
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all about the small and targeted actions that we take in order to drive change and if we 
all contribute with our small means I´m confident that we can succeed.” (Participant 1, 
Microsoft)  
 
The respondents from Ericsson clearly see the benefits behind B-BBEE; a more equal 
society where there is a wider diversity of ethnic groups represented on the labor 
market. “The logic behind it is well formulated, but it is not economically viable and 
has been implemented in a rushed and non-strategic way.” (Participant 2, Ericsson) 
The respondent from Ericsson furthermore highlights the issues of the implementation 
of the act. “The general understanding of the B-BBEE act needs to be shifted from a 
short-term perspective to a long-term perspective”. (Participant 1, Ericsson) 
Both of the respondents at Ericsson underline that there is a general resistance towards 
the act within their company and furthermore argue that people need to understand that 
the true results and positive outcomes will not happen over a night, “I think that it will 
take another 8-10 years until we will start seeing the positive results of the B-BBEE act. 
One needs to be patient in order for change to occur.” (Participant 1, Ericsson).  
 

4.4  Dimension 3: Organizational Culture 
 
All of the companies describe their atmosphere in meetings as open and their 
communication styles are for everyone to use, where different platforms are available to 
employees to voice issues they face or to voice opinions.  
 
Microsoft has an open culture, but there is a competing atmosphere where people are 
very task oriented and individual focused. “People see their work at Microsoft as their 
life and to go home within decent hours is generally considered not okay, which also 
has an impact on the conversational level held between colleagues.” (Participant 1, 
Microsoft). The respondents at Microsoft describe the environment as hard work and 
performance focused, employees view their colleagues as family and want to interfere 
their personal life into their work lives, since they spend most of their time at work. 
“Being previously employed for Ericsson where they have a deep-laid culture of work-
life balance and where your personal life is valued, I find this culture here at Microsoft 
rather I inappropriate and odd” (Participant 1, Microsoft) 
 
Ericsson is described to have an open culture, where everyone has a say and a chance to 
voice their opinion. The participants answer the questions in a way, which makes it 
clear that Ericsson has a proper prioritizing between work and lifestyle. “One thing I 
can say, regardless of which Ericsson office you are in, is that there is a strong 
Ericsson family and you can feel it. We all have one voice and we are encouraged to 
use it.” (Participant 2, Ericsson) Ericsson is going through a transformation, where new 
people are constantly recruited and new systems and routines need to be changed all the 
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time. “There is a huge cultural transformation where we all are under pressure- during 
times of change it gets uncomfortable.” (Participant 1, Ericsson) 
 
ABB has a defined set of values, which has been clearly articulated how those values 
must “show-up” through behaviors that have been linked to the corporate values. “This 
makes it easy for every employee to know and understand how to live the ABB values.“ 
(Participant 2, ABB). Participant 2 describe the organizational structure as hierarchical, 
whereas Participant 1 at ABB describe the culture as flat and inclusive, where everyone 
can interact throughout different levels within employment. 
 
Husqvarna´s culture is explained to be simple, but focused and inclusive of all staff. 
“Even though we have a hierarchy we consider our leadership to be shared and 
transparent.” (Participant 2, Husqvarna) 
 

4.5  Dimension 4: Integration & Diversity 
 
Do all of your colleagues have the same possibilities for promotions and 
development/ internal education? How is the incentives presented at your 
company?  
 
In terms of possibilities for promotions and development/internal education, all of the 
companies involved in our study respond that everyone within their organization have 
the same possibilities and opportunities for promotions and personal development.   
 
For ABB, everyone in the organization who meets the requirements for promotion can 
be promoted. In terms of development, there is a priority on the development activities 
that are in line with the programs that will provide ABB with the maximum points from 
a B-BBEE perspective. Consequently, some development initiatives are implemented in 
line with business needs in order to aid and support the transformation agenda of 
ABB.  For example, when recruiting graduates, ABB ensure that the intake is 
representative. At ABB the structure in terms of incentives is formal.  
 
For Microsoft, Husqvarna and Ericsson the guidelines on what one need to in order to 
receive a promotion is clearly stated and well known within the company. Personal and 
collective promotions and incentives are being used at Ericsson and Husqvarna, while 
Microsoft uses a system of only individual incentives. One of the respondents from 
Microsoft stress how people within their organization does not understand the 
importance of incentives for teamwork and helping each other out.  “They do not 
promote teamwork, since there are only clear incentives for individualism with attention 
drawn to individual gain and performance.” (Participant 2, Microsoft). The participant 
explains how employees do not help each other a lot and that there is an underlying 
drive of individual gain if people are helping each other. 
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All of the incentives presented at the companies are explained to be well structured and 
formal, mostly bonus related, except from Ericsson where the incentives are both formal 
and informal and often collectively delivered. 
 
How does new employees integrate with teams at your organization? 
 
Most of the respondents think it is easy to integrate or feel included in a new team at 
their companies. Participant 1 at ABB highlight the onboarding processes and the 
corporate induction practices consisting of informal activities such as restaurant 
gatherings and formal gatherings that take place for new employees to feel welcomed at 
their new divisions and also ensure that the employee has been integrated afterwards. In 
terms of clothes and appearance, the organization has a dress code that governs 
employees looking professional and presentable at work. Participant 2 at ABB highlight 
that one of the contributors to being able to integrate with your new team as a new 
employee, is if you share similar interests with one or several persons within the team. 
 
The respondents at Husqvarna replied that the integration works very well, because 
everyone that gets hired have the same interests. “In recruitment we focus on fit as a key 
requirement and we try to picture our candidates in the team even before they get hired 
in order to enable a smoother integration.” (Participant 1, Husqvarna) 
  
The participants at Ericsson explained that entering the company, as a new employee 
could previously be a hard task, trying to break through the already existing and strong 
group dynamics at the company. Nowadays, Ericsson is in a phase of  “employment 
ravaging” as explained by one of the participants meaning that new persons from 
different backgrounds are constantly being employed into the company. Many new 
persons entering the company has made the previous barriers to group integration easier 
to break through and thus created a more welcoming and easier environment to integrate 
in. The participants at Ericsson argue that it is important to let new people in and let 
them make their own contributions to the culture at Ericsson.  
 
“In order to fit in at the company and integrate fully with colleagues you must consider 
your work as your life. If you align with the “Microsoft family” it is easy to integrate 
with your team as a new employee”. (Participant 1, Microsoft)  
One of the respondents at Microsoft who have only been employed one year explains 
how she as a new employee quickly understood the culture and tried not to integrate too 
much with her colleagues in order to maintain a distant relationship between her 
personal life and her work life. “Many of my colleagues are eager to share any details 
from their personal life, while I try to keep myself distanced and only discuss business 
matters and not personal matters while at work”. (Participant 1, Microsoft). 
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5 Analysis 

This chapter will present a grounded analysis of the results retrieved from the semi-
structured interviews with support from the informal interviews and observations 
collected to this study. Theories and concepts introduced in the frame of reference will 
be used through a four dimensional analysis to throw light on the empirical findings 
presented in the previous section. 
 
We have chosen to outline the participants’ profiles in the empirical findings. This is a 
conscious choice and the reason for disclosing the participants profiles is due to the fact 
that we are studying discriminated groups subject to affirmative action and the factors 
that influence our participants attitudes, hence their profiles will continuously be used as 
a helping tool to analyze and link our theories to the results found.  
 
By analyzing the choice of sample, we can conclude that the sample size consists of a 
diverse representation of both genders- female and male. We can further conclude that 
the participants derive from an equal proportion of black and whites, which ought to be 
a prerequisite to contribute with a sufficient and fair depiction of our chosen research. 
  

5.1 Dimension 1: Organizations’ approach towards B-BBEE 
 
When did your organization start working with B-BBEE? 
 
As stated in the theoretical framework, it is commonly observed that the typical South 
African company did not start to actively work with the implementation and fulfillment 
of the B-BBEE act when it was implemented in 2003 (Juggernath et al., 2011). This 
notion also applies to the choice of sample included in our study were all of the four 
companies did not actively started to work with the act until 3-5 years after it was first 
implemented. 
 
All of the companies involved in our study are under regulation of the B-BBEE act and 
common sense ought to suggest that all of the companies should consequently also be 
working with the implementation and fulfillment of the act. However, when analyzing 
our responses from the participants we can distinguish that by being under regulation of 
the B-BBEE act does not necessarily make or force a company to actively work with it. 
As suggested in the frame of reference, there are no financial penalties connected to 
noncompliance with the B-BBEE act (Norton Rose Fulbright legal practice, 2015; 
Krüger, 2011; Code of Good Practise, 2007; Broad Based Black Economic 
Empowerment Act, 2003). This implies that the two companies in our sample that 
actively work with the implementation or compliance with the act, ought to be driven by 
something else rather than the risk of having to pay a fee if compliance is not meet. A 
low scorecard is likely to result in difficulties for the company of subject to establish 
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new business partnerships and maintain current contracts and partnerships, hence a 
good scorecard function as a powerful seal of quality to show to new and current 
business partners (Norton Rose Fulbright legal practice, 2015; Krüger, 2011; Code of 
Good Practise, 2007; Broad Based Black Economic Empowerment Act, 2003). By 
connecting this notion to the responses received from the participants in our study we 
can conclude that for two of the companies involved in our study (ABB and Microsoft) 
the incentives for fulfilling the B-BBEE scorecards are considered to outweigh the 
potential costs of financial and human resources invested to work actively with the act, 
while for the other two companies (Ericsson and Husqvarna), the situation appear to be 
the contrary; the incentives for fulfilling the scorecards do not motivate for or outweigh 
the costs of working actively with the act.   
 
How is your company working with the B-BBEE act? 
 
By examining the four companies in our study it is clear that even though affirmative 
action in South Africa is a well recognized regulation to all participants, the 
organizations outline four different conducts of how the act is perceived and 
implemented within their organization. Ultimately, every organization is build upon 
individuals´ effort, where each have their own relation and individual view of equality 
and its relation to affirmative action. Hence, this view is a sum of the history told to 
you, the ethnicity categorization you represent and knowledge you possess about the 
underlying intention with B-BBEE (Premdas, 2016; Gu et. al, 2014; Pierce, 2003; 
Adam, 2000). This understanding is vital to have in mind when trying to discover 
similarities as well as differences between the participants’ answers about their 
organizations. 
 
ABB appear to have taken the implementation of the B-BBEE act seriously and have 
integrated the act in all aspects and throughout all of the divisions in the organization. 
Even though none of the participants from ABB possess any formal responsibilities in 
the realization of the act, they seem to have a broad knowledge about the act and 
moreover have a genuine interest of talking about it. The participants signal a proud 
involvement in the execution. Whereas, the participants from Ericsson and Husqvarna 
do not show any noticeable involvement or interest in influencing the act's effectiveness 
within their organizations. ABB have recruited a transformational manager to only deal 
with the implementation and the accomplishment of the B-BBEE act, whereas neither 
Ericsson nor Husqvarna have prioritized such a resource, which indicates a passiveness 
or lack of commitment towards the act. A common denominator for these diverse 
attitudes is the support and promotion received from top-management, where for 
instance Participant 1 at Ericsson explained how her boss does not view B-BBEE as a 
prioritized task on the agenda and Participant 2 at Husqvarna highlighted the lack of 
support and priority from the ownership abroad directed towards the act. 
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We have encountered a relationship between the efforts and resources invested by top-
management regarding the act and the participants’ degree of involvement in the act. 
This theory is shared by Duffet (2010) who found that one of the biggest challenges the 
Cape Town marketing agencies encountered when facilitating the transformation 
progress, was when the B-BBEE act was not allocated efforts by top-management. 
Likewise, Kalev, Dobbin and Kelly (2006) findings suggest that employees’ lack of 
involvement in affirmative actions at work may be rooted in management's priority of it. 
 
At Microsoft, there is an overall awareness about the act and everyone knows the 
company's obligations to fulfill the scorecards connected to it, although they do not 
actively take action to complete them all or make any further efforts in favor of B-
BBEE. The interest rather derives from Microsoft's own gain of possessing a B-BBEE 
certificate. Jackson and Garcia (2010) suggest an idea indicating that when people are 
made aware of the underlying cause to why affirmative action is necessary at their own 
organization, opposition is reduced and an honest exertion can be made. Participant 1 at 
Microsoft argue that she do not even think her boss understand what the act is all about, 
hence if top-management does not truly understands or agree with B-BBEE´s 
importance this could be one of the main drives to why there is a lack of genuine efforts 
towards it. 
 
As stated earlier there is a lack of compliance regarding the act from both Ericsson and 
Husqvarna, where the respondents argumentation partly lies in their companies global 
cultural consistency and a practice of not adapting more than necessary to local 
regulations. Through Premda´s (2016) article on social justice and affirmative action we 
can analyze a possible cause to the passiveness towards B-BBEE that the Ericsson and 
Husqvarna offices in South Africa show. It is found that when individuals or groups do 
not have a clear link or are directly affected by the act, their efforts allocated and action 
taken in favor of it may decrease. Since both the Ericsson and Husqvarna South Africa 
offices account for only a small fraction of the global organization, it is reasonable that 
B-BBEE is not devoted much attention in the bigger perspective. This can further be 
linked to the theory concluded by Miconnet and Alänge (1999) claiming how the effects 
of a strong organizational culture can overcome the effects of a national culture. Both 
Ericsson and Husqvarna are large international organizations with strong business 
cultures, which daily influence the individuals employed at their organizations.  Even 
though the participants in our study are all born in South Africa, have lived to 
experience Apartheid and are surrounded by the national culture in their daily lives, they 
show thoughts and behaviors aligned with the business culture at each respective 
organization, even though their organizational culture contradicts the national culture. 
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B-BBEE certificate- a competitive advantage or disadvantage? 
 
As outlined previously there are two main different motivations for actively using the 
B-BBEE scorecards. ABB and Microsoft are investing in good scorecards because they 
calculate the cost of inaction as higher than the cost of compliance with the act. This 
means that ABB and Microsoft estimate that the additional resources one have to spend 
on implementing and fulfilling a good scorecard is less than the revenues lost when 
being deselected from customers, partners or investors who consider a good scorecard 
as a seal of quality proving that the company is to be considered as a reliable business 
partner (Norton Rose Fulbright legal practice, 2015; Krüger, 2011; Code of Good 
Practise, 2007; Broad Based Black Economic Empowerment Act, 2003). 
  
Husqvarna and Ericsson on the other hand do not believe the return on invested 
resources will be significant. The participants further highlight one dimension to this 
equation; almost all participants are talking about the difficult task of finding the right 
fit in candidates for their job postings. There is a continuing battle between competitors 
on attracting the most competent candidates in their field of business and the 
organizations in our study share a common understanding on the notion that by 
acquiring a high skilled labor one will be able to increase revenues. Subsequently, a 
shared view among the companies who do not work actively with the act was that if 
focus would be on finding the right ethnicity instead of the right expertise in candidates, 
this would result in a disadvantage against the market competitors. Whilst 
simultaneously, respondents from Ericsson express a situation where it starts to become 
evident that they are shirking the regulations and the costs and consequences followed 
by having a low scorecard starts to weight heavier. In the long run it is easier to see the 
clear benefits of committing to the B-BBEE act in terms of increased revenues 
generated by a diverse workforce (Nierderle et al., 2016; Kalev et al., 2006) or social 
responsibility. Participant 1 at Microsoft explained how the companies in South Africa 
are using their B-BBEE certificate to “show off” their goodwill and hence market their 
high scorecard both externally and internally, which generate revenue when potential 
business partners are able to comprehend their long-term capability. Whilst, for instance 
Husqvarna and Ericsson does not see the B-BBEE scorecard as part of their business 
portfolio, hence neither at a natural and potential segment of their competitive 
advantage. These two-folded perspectives are a constant trade-off that each of the 
companies involved in our study are struggling with. 
 
Jackson and Garcia (2010) mean that attitudes towards diversity programs such as 
affirmative action, correlates with a variety of indicators of prejudice, where prejudiced 
persons tend to be more opposed towards the regulations comprised in a diversity 
program. This is a noteworthy theory when trying to bring an understanding to the 
situation highlighted by Participant 1 at Microsoft explaining how she constantly has to 
account for this trade-off in every selection process that she faces. The participant 
emphasize that it is really hard to find the right candidate in terms of both high skills 
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and right designated group to fulfill the scorecard. She furthermore underlines her 
conscious efforts allocated on trying to balance these two parameters, high skills and 
right designated group, without making the trade-off too extensive. Although, it seems 
rare for any HR manager to find a candidate that possess both the right skills and belong 
to the right designated group, not all seem to even make an effort in trying to keep the 
trade-off as minimal as possible. Some people within the organizations are determined 
that they will lose good employees if they commit to B-BBEE, but that is probably 
merely preconceived prejudice, which for instance Participant 1 at Microsoft does not 
seem to have. 
 
Is it common that people are getting hired because of their B-BBEE categorization 
at your company? 
 
Even though B-BBEE is a topic that all the participants were open to talk about, they all 
articulated a strong emotional opinion on the importance of being worthy and reaching 
the requirements for your employment or position at work, otherwise people will resent 
you and be annoyed when they have to cover up for the work you are not able to 
perform in a sufficient way. Allport (1954) discussed the importance of enabling a 
positive contact when groups are interacting, otherwise intergroup contact would 
generate a negative attitude towards the new person involved in the group. Allport´s 
(1954) criteria for positive contact are suitable to describe the consequences of B-BBEE 
within our organizations or affirmative action in general. Affirmative action enable a 
historically disadvantaged person to employment at a company and law or authority 
does support it since it is regulated in the country, which is a prerequisite from Allport's 
theory of positive integration. Additionally, individuals subject to intergroup contact in 
South Africa, employed within the same organization, will share common goals and 
interact personally within teams, as was further a necessity according to Allport. 
However, the last criteria for positive contact, the criteria concerning status, seems to be 
a shared issue brought up by our participants. When recruiters are hiring to fulfill a 
scorecard, regardless of the qualifications the selected candidate possess, the employees 
within the organization will not share similar backgrounds, skills, academic 
backgrounds or experience and hence a negative contact is established with increased 
prejudice and bad attitudes. 
 
If all the criteria would have been met, as a result prejudice are reduced and a positive 
integration would have been established. We found a recurring association regarding 
this matter, intercepted through our interviews and our one month stay in South Africa. 
A negative interaction of new employees within the organization is influencing people’s 
engagement towards the act and we found that it could also form the basis for 
resistance.  
 
We further discovered a potential link between the attitudes towards B-BBEE of 
Participant 1 (Ericsson) and the results found by Durrheim et al. (2013) regarding the 
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way that a majority group can influence the members of minority groups to 
acknowledge and take action against inequalities. Participant 1 at the Ericsson office in 
South Africa is the only black person, and additionally the only women employed at the 
South African office. Working at the company for ten years has given her a long record 
within the company, which enables us to assume that her passiveness towards the 
situation in South Africa and the passiveness towards engagement in the B-BBEE could 
be generated from the dominant group´s (whites employees at Ericsson) ideologies and 
attitudes towards the act (Durrheim et al., 2013). 
 
To build on the analysis about our participants’ emotions regarding the matter of being 
subject to affirmative action, we established an understanding of Bytenski and Fatoki´s 
(2014) article about the adverse effect of B-BBEE in South Africa. If we recall a 
response from Participant 1 at Ericsson we can see how B-BBEE are making our 
respondent feel at most exposed to discrimination when she is in South Africa and never 
or seldom when she is abroad. She explained how a lot of people in South Africa look at 
black people, especially women, possessing a decent position within their organization, 
as if they only reached that position because of the B-BBEE classification. Hence, B-
BBEE ought to reduce discrimination, but through this example we can see how the 
theories about increased feelings of discrimination due to affirmative action policies 
(Bytenski & Fatoki, 2014; Gu et al., 2014; Adam, 2000) tend to follow the pattern of 
Participant 1 at Ericsson. 
 
Summary of attitude factors within the dimension  
 
In this dimension we have analyzed different factors brought up in the empirical 
findings that seem to have an impact on our participants attitudes towards affirmative 
action.  By analyzing the organization's’ approach towards B-BBEE, we enabled to see 
which factors have a significant relation to employees approach toward B-BBEE. We 
found three main influencing factors; the organizational culture, top-management 
support and prior experience of diversity. 
 
Regarding organizational culture we recognized the pattern of how a strong 
organizational culture are influencing employees to be consistent with the 
organizational practices and prioritize and engage along the organizations’ approach 
towards affirmative action. Considering top management support, we established how 
employees’ involvement and interest in B-BBEE are linked to the degree of support and 
resources allocated by top management. It is central if top management is investing in 
high scorecards for a long-term gain or acquires the highest skills right now. We also 
found that participants with prior experience of diversity, who have been travelling 
abroad in their work, have experience from other organizations or field of expertise does 
appreciate diversity more than participants who have worked in the same field of 
expertise and within the same organization for their whole or main carrier. 
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5.2 Dimension 2: Group identity within B-BBEE 
 
Can you explore in what way affirmative action could even out inequalities in the 
society? Within your experience, is it an effective way to decrease inequalities? 
 
In dimension 1 we analyzed how our participants are influenced by their organization’s 
approach towards B-BBEE. The theoretical framework concerning organizational 
culture, Miconette and Alänge (1999) highlight that management practices mainly affect 
the outer layer of one´s “cultural construction” and how these layers of culture, namely 
artifacts and behaviors, could easily influence employees’ engagement and alignment 
with the act. Additionally, Miconette and Alänge (1999) argue that management 
practices can not have a large impact on the inner layers of the “cultural construction”, 
namely the layers concerning the basic underlying assumptions and the norms, beliefs 
and values. These layers are developed at an earlier stage of a person's life through 
family and education and are therefore harder to change as they are composed by 
perspectives and a pattern of thinking developed during a longer period of time during a 
person's life (Miconette & Alänge, 1999; Schein, 1990). Hence, during the Apartheid 
era blacks were segregated from whites in all aspects of life (school, social life, 
employment etc.), which raised groups of diverse cultures and values (Cooper, 2014; 
Boddy-Evans, 2003; Cameron, 2003; Carter, 2001). We became friends and guested a 
black woman’s house in a township outside Cape Town. Through stories and 
observations we understood the consequences of Apartheid in which a substantial 
proportion of the segregated black people still live in townships, segregated from the 
bustling city life of Cape Town.  
  
Since the employees in our study belong to different groups within B-BBEE we must 
assume that they possess diverse backgrounds being subject and exposed to the era of 
Apartheid in different ways. As supported by the theoretical framework recently 
discussed, we can conclude that attitudes derive from not only the outer layers of “The 
model of organizational culture” (artifacts and behaviors) as discussed in Dimension 1, 
but also from the first two layers in the model namely norms, beliefs, values and basic 
underlying assumptions. Hence, our study aim to investigate what impact affirmative 
action has on individuals attitudes towards equality, we believe that it is of great 
importance to understand the attitudes that can be derived from the different 
classifications within B-BBEE and we consequently recognize the need to analyze the 
attitudes expressed by the interviewees independently and detached from their company 
belongingness and rather with a focus on their different classifications within the B-
BBEE act. 
 
 
Consequently, we will for the analysis of this dimension exclude each organization’s 
impact on our participants and only analyze this dimension by the participants 
classification within B-BBEE. We reason that it is important to investigate if our 
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participants’ mere classification within the B-BBEE act can have an impact on their 
attitudes towards affirmative actions. 
 
We will provide a grounded analysis from the perspective of each categorization within 
the B-BBEE act who are represented within the participants sample at the four 
companies involved in our study, namely; White man, Black man and Black woman. 
The classification “White woman” is not represented within the sample of our eight 
participants and will consequently not be represented as a separate category. The 
analysis of the three classifications within the B-BBEE act will be further supported 
with insights and empirical material provided from our informal interviews and 
observations (including white woman).  
 
 
Attitudes among (and across) the different B-BBEE classifications: 
 
White man: 
From the interviews conducted with the participants who belong to the “White man” 
classification within B-BBEE we are able to distinguish several traits that has been 
observed and recognized during all or most of the interviews within this classification. 
 
All of the white men in our sample express concerns and are worried about not being 
able to perform teamwork with enough competent colleagues in the future. The situation 
of white people, both men and women, with high level of expertise emigrating to 
countries outside South Africa due to the struggle of finding a suitable job that align 
with their level of proficiency and education, seems to be a situation that the white men 
in our study are well aware of and are furthermore also concerned about. The situation 
of highly qualified workforce leaving the country is the so-called brain-drain effect as 
stated in the theoretical framework (Oosthuizen & Naidoo, 2010; Brundin et al., 2009; 
Kerr-Phillips & Thomas, 2009). 
 
Another aspect of the white men's concerns is the situation emphasized by Oosthuizen 
and Naidoo (2010); the situation of white high-skilled workforce leaving their current 
employment due to not being promoted because of the legislation behind the B-BBEE 
act. The last theory contradicts with what was expressed by the interviewees, who rather 
depicted that all of the employees at their companies, despite the skin color, are given 
the same opportunities to promotion and does not intend to leave their current 
employment. Although, this finding can be linked to the investigation in South Africa 
conducted by de Beer et al. (2015), who showed a similar analysis; white male 
employees does experience more concerns about the future than their black male 
counterparts due to the act, but that does not necessarily indicate a higher turnover 
intention by the white males. 
 
Another trait encountered among the white men in the sample was that a majority of 
them portrayed the contemporary situation in South Africa as a fair “pay-back” time for 
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the black people and many of the participants argue that the white citizens of South 
Africa in one way deserve to be treated in a disadvantaged way. There is a common 
understanding among the white men in the sample that their ancestors are the reason to 
the inequalities that prevail the country of South Africa today. A white man, 
encountered during one of our daily Uber drives in South Africa, highlight that even 
though he is an educated engineer and can only acquire a job as a taxi driver due to the 
B-BBEE act, he still do not feel any anger against the B-BBEE act. “Being treated 
unequal and not being able to work within a profession of my education does in one 
way feel depressive, but I know what my ancestors did to the black population of South 
Africa and I can only see my situation of being employed for a occupation that I am 
overqualified for as a fair treatment. This is the time of payback for the black 
population and I can only align and let the history have its revenge. In one way it feels 
like a fair treatment to be treated unequal.” (“Bruce”, Uber driver, white man). We also 
got the chance to interact with a University professor, “Kobus” at the University of 
Cape Town, who had been exposed to the consequences white men faces due to B-
BBEE. He explained that he applied for his job several times and got turned down 
because he did not possess the right skin color. In the end they did not find anyone with 
his expertise that was either black or colored, hence he got selected.  
 
None of the white male employees in our semi-structured interviews express that they 
have been personally and radically harmed by the affirmative action in any way and this 
ought to be one of the reasons why they do not perceive it as an unfair act nor express 
negative attitudes towards it. Although “Bruce”, the overqualified Uber driver, and 
“Kobus”, the university professor from our informal interviews, express that they have 
been personally harmed by the act by being white men. However, they still, despite 
being treated unfair, do not express negative attitudes towards the act. This finding can 
be reinforced by the theoretical framework that suggest that the attitudes that an 
individual posses towards affirmative action correlate with a range of indices of 
prejudice, meaning that non prejudiced persons generally express a more positive 
attitude towards the act (Jackson & Garcia, 2010). Their theory further suggest that once 
people acquire an awareness about inequality and group-based discrimination, they tend 
to create an understanding for the B-BBEE as a necessary act and thus reduce 
opposition against the act, which can explain why “Bruce” and “Kobus” do not express 
any negative attitudes towards the act.  
In the article by Gu et al. (2014) the authors are investigating what it is that make 
affirmative action seem unfair by white men. Their finding suggests that neither self-
interest nor attitudes towards the different classifications within the B-BBEE act can 
account for the attitudes white men possess towards the act, which can further be linked 
to the expressions shown by “Bruce” and “Kobus” in our informal interviews. 
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From the informal interviews and observations conducted with the participants whom 
belong to the “White woman” classification within B-BBEE we are able to conclude 
that all of the white woman encountered, both the white woman included in our list of 
informal interviews combined with additional interactions and conversations made with 
white women in the streets of Cape Town, express a positive attitude towards the act in 
itself, but several of them express negative attitudes towards the way that the act impact 
education in South Africa, an issue that is also brought up by Bytenski and Fatoki 
(2014). Universities in South Africa that are being subject to the B-BBEE act can 
experience difficulties in finding competent academic staff while simultaneously trying 
to achieve a good scorecard and the quality of the education may suffer. Another issue 
brought up by the one of the white women is the situation of white students having to 
achieve a lot higher grades than black students. “My daughter needs to have at least 
15% better grades than one of her black fellow university colleagues in order to stand 
an equal chance of acquiring a job after graduation.” (“Synthia”, coffee shop owner, 
white woman) We brought up this argumentation with the professor at the University of 
Cape Town, “Kobus”. He did not support this information. He meant that all students 
were evaluated the same, which also seem to be the perception from a student at the 
university that we socialized with during our time in South Africa, “At my school it is 
not on the agenda to talk about the different opportunities that we will graduate with 
related to if you are black or white, but I´m aware about this issue and I know that this 
is a concern expressed by many students from other schools within the country.” 
(“James”, student, white man) 
 
Black woman: 
From the interviews conducted with the participants belonging to the “Black woman” 
classification within B-BBEE we notice that all of the woman being interviewed 
recognize the act as a crucial element to enable both gender and race diversity in the 
workplace (Nierdele et al., 2016; Duffet, 2010; Kalev et al., 2006). 
 
All of the women highlight that a drastic and to some extent dominant act such as the B-
BBEE act is a crucial element in order to drive change and address the wide gap 
between groups within the country of South Africa. All of the three black women being 
interviewed in the semi-structured interviews furthermore recognize their own 
contribution in helping other women to dare to apply for positions that both from a 
contemporary as well as historical standpoint has been considered hard to be employed 
into for a black woman and for any woman in general. This corresponds with the theory 
presented by Nierdele et al. (2016) on how affirmative action has been proven to have a 
positive effect and increasing impact on the amount of high-performing women being 
encouraged to and thus daring to apply to positions where their classification within the 
act is considered a “minority group”. The theory that affirmative action programs’ can 
help black women, as well as white women, to climb into the ranks of management 
(Kalev et al., 2006), especially for positions that they might otherwise fail to apply for if 
it was not for the already employed black women paving the way for new women to 
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enter the companies, is further supported by the notions received from the interviewed 
black women. Many of them highlight the importance of creating role models for other 
women in the society and business world and thus contribute to make them dare to file 
their applications for managerial roles (Nierdele et al., 2016; Durrheim et al., 2013). 
 
The empirical data retrieved from conducting interviews with black women do not 
reveal any information that suggest that the women being interviewed should be 
considered as a “Black elite” among other citizens as suggested by Archibong & 
Adejumo (2013) in the frame of reference. The theory presented at an introductory 
phase of the study concerning black persons being accused for being allocated too many 
benefits can thus not be confirmed or given proof to. These notions are further 
supported by insights provided by black women in our informal interviews and 
observations. “I have attained many high positions throughout my career but I have 
never experienced that colleagues consider themselves as less advantaged compared to 
me, because of my skin color.” (“Ethne”, Transformation Manager, black woman) 
 
Black man: 
From the interviews conducted with the participants who belong to the B-BBEE 
classification “Black man”, we found no proof of evidence or reasons to believe that a 
black man experience less job insecurity or more lack of confidence that one will retain 
his or her employment, than a white man. The theory presented by de Beer et al. (2015) 
concerning that designated employees (black men in this case) can experience less job 
insecurity than their non-designated (white men in this case) counterparts, can 
consequently not be proven from the empirical findings retrieved from our interview 
with the black participant. The notion that designated employees should be subject to 
more discrimination at the workplace (de Beer et al., 2015) can not either be supported 
by the response received from the semi-structured interview with the participant 
belonging to the “Black man” classification within the B-BBEE act. The black person 
being interviewed do not express that he is subject to any negative or discriminating 
attitudes from his colleagues and he can consequently not confirm the theory of being 
treated as a “Black elite” (Archibong & Adejumo, 2013) in the society, as previously 
also brought up in the analysis of the “Black woman”-classification. However, we 
would like to highlight that this notions represent the findings from the only black man 
in our semi-structured interviews and can for no means be seen as sufficient proof of 
evidence to disconfirm the theory in itself, but in terms of our sample we have not found 
any evidence that supports the theory. 
 
Hence, we are able to conclude that neither the black women or the black man 
participating in our study provide any indicators that could support the theory of them 
being treated and thought of as a “Black Elite” among their colleagues. Hence this 
notion can for no means be generalized to apply to the general situation in South Africa, 
but it has been proven to be the case for the four black persons employed at the 
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companies involved in our study combined with additional insights received from the 
interviews and observations made during our informal interviews. 
 
In addition to the white men in our study exposed to negative implications of the B-
BBEE act, we had an informal interview with a black man expressing feelings of being 
treated in an unfair way an he was furthermore not a supporter of affirmative actions. 
“During Apartheid I was assigned to train white men within my field of expertise in the 
company. I knew that the intention of the training was to introduce them and then they 
would be promoted to a position better than mine, only because they were white men. 
But, when the B-BBEE act was enforced in our country, it was the same thing all over 
again, just another skin color of the ones that I got to train. Even though I was more 
experienced and skilled, I was replaced by the persons that I trained, solely for the 
company to enable a better scorecard. Regardless of whom the regulation favor, it is 
unfair to promote people based on skin color and not expertise”. (“Ighsaan”, 
Guesthouse owner, black man) 
 
Guesthouse owner “Ighsaan” clearly express that he think that he has been subject to an 
unfair treatment and show a more negative attitude towards the act than Uber driver 
“Bruce”, who rather perceive his situation of being subject to discrimination as a fair 
treatment. The findings presented by Premdas (2016) can to some degree help explain 
why “Ighsaan” express these feelings. The authors argue that a person who perceive him 
or herself harmed in any way by affirmative actions, show a higher tendency to express 
negative attitudes and moreover perceive it as an unfair act. “Bruce” has been subject to 
negative personal shortcomings to career due to the act but do not perceive his situation 
as unfair and that is the main difference between his situation and the one descried by 
“Ighsaan”. Guesthouse owner “Ighsaan” believe that he has been unfairly treated and 
thus express more negative attitudes towards the act than “Bruce” do. 
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After analyzing the above mentioned group identities within the B-BBEE act we 
encounter a need to make a distinction between the analyses made in dimension 1 and 
the analysis for dimension 2. The relationship found in the previous dimension and 
which is further supported by Duffet (2010) and Kaley et al. (2006), concerning that our 
participants in the study seem to adjust their personal involvement to the act according 
to the degree of involvement that their top-management show, combined with our 
inability to discover a relationship between the underlying assumptions of the top-
management towards the act and the participants own underlying assumptions, leads us 
to recognize the need to make the following distinctions; 

1) The degree of involvement that the participant dedicate to the implementation 
and fulfillment of the B-BBEE act is rooted in the management’s priority and 
involvement to it (Duffet, 2010; Kaley et al., 2006). 

2) The underlying assumptions that the participant possess for the act is not 
necessarily rooted in the top management's priority nor to his or her group 
identity within the B-BBEE classification. 

 
Summary of attitude factors within the dimension: 
 
In this dimension we have investigated if the B-BBEE classification that our employees 
belong to can have a direct impact and can be linked to their attitude towards 
affirmative action. We have identified characteristics and traits that have been 
commonly occurring in the interviews. However, from this analysis we have not been 
able to identify any resilient pattern concerning group identity and its impact on the way 
a group reason and express attitudes towards affirmative action. The employees 
reasoning and attitudes can rather be explained by other factors identified in other 
dimensions. Although, we have reason to believe that group categorization within B-
BBEE in South Africa does influence shared attitudes, as it is proven in earlier theories 
in our frame of reference (Gu et al., 2014; Duffet, 2010; Adam, 2000). However, in this 
paper’s empirical findings we do not have sufficient evidence to state that the B-BBEE 
categorization in itself has significant influence on employees’ attitudes towards 
affirmative action.   
 
As previously described, our participants can be found in the age spectrum of 31-49 and 
we would consequently like to highlight that the profile descriptions provided in 
dimension 2 for the different classifications within the B-BBEE act, can not be 
generalized to apply for individuals belonging to one of the classifications described, 
but has been proven to be characteristics and traits found within our sample.  
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5.3 Dimension 3: Organizational Culture 
 
We can see a recurrent pattern of common words used by our participants when 
describing their respective organization, thus we have enabled an assumption that all the 
organizations in our study maintain a strong culture. Schein (1990) argued that a strong 
culture exist when people share experiences over a long period of time, hence all the 
organizations within our sample have been operating for decades, where six out of eight 
of our participants have been working within their company for ten or more years. 
Participant 1 at Microsoft (employed for less than a year) expressed displeasure with her 
current organizational culture, whereas that was not a shared view from the other 
respondent employed ten years at the organization. Interpreting Helms and Stern´s 
findings in 2001 can imply the fact that the respondents sketch a diverse relation to the 
culture of Microsoft. The authors explored the factors that influence employees’ 
perception of their organizational culture and found that factors such as age, gender, 
ethnicity and years of employment showed a significant difference in perceptions. We 
interpreted the respondents’ personal perspectives of ABB´s culture as somewhat 
diverse, where Participant 2 describe a formal organization and Participant 1 an 
informal, empowered culture. Since all of the factors that influence an employee's 
perception of their organizational culture are contradicting significantly between our 
two participants at ABB we can understand the separate cultural evaluation.  
 
Throughout the interviews and also by observing and having informal conversations 
with people in South Africa we understood the hardship of implementing the act in 
organizations where people show resistant to change. We got the feeling that 
organizations implement the act as regulated, recruit people in line with B-BBEE, but 
then they are stationed there, with no progress. “B-BBEE was first planned as a short-
term solution to even out the contrast in economic wealth between black and whites, but 
people within organizations somehow expect the act to solve the problem of inequality 
by itself.” (“Michael”, Entrepreneur, white man). Higgins and Mcallaster (2004) 
showed the importance of changing organization's cultural artifacts to enable a change, 
since the old artifacts supports the old strategy not the new one. Artifacts works as an 
information-providing tool to guide people towards the common patterns of how to 
behave, speak and appear within the culture. Since these are often kept for a long period 
of time (Higgins & Mcallaster, 2004; Schein, 1990) we can assume that some 
organizations have maintained artifacts since the Apartheid era. Internal jokes, stories, 
symbols, social interaction outside work, routines and systems must also change to align 
with the assessments of B-BBEE. If these are not changed the desirable strategic change 
(implementation of B-BBEE) are doomed to fail (Higgins & Mcallaster, 2004). A 
suggestion by van Zyl (2014) is to include HRM in all these areas, since HRM are the 
ones responsible for which employees got selected in the first place, thenceforth they 
should also have an influence in all organizational factors to enable a cultural change. 
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Summary of attitude factors within the dimension 
 
In this dimension we identified how organizational culture are influencing employees 
attitudes towards affirmative action. We also found that employees are highly 
responsive towards shared cultural artifacts and if these are not changed to align with 
the desirable outcome of affirmative action, employees’ everyday rituals and personal 
code of conduct will be contradicting the needed change for a successful 
implementation of the program.  
 

5.4 Dimension 4: Group Integration and Diversity 
 
How is the incentives presented at your company? 
 
Through analyzing all our participants’ responses regarding the accessible incentives 
within their organizations, we acknowledge meaningful insights connected to their 
attitudes towards the affirmative action program of B-BBEE.  
 
We will look at the responses from the participants and contrast them against the way 
our participants outline their organizational culture. In this analysis we will only 
consider Microsoft and Ericsson, since their cases are contradicting and therefore 
clearer to depict (Husqvarna and ABB contained similar incentive procedures). At 
Microsoft the incentives are allocated based on individual performance and never to 
encourage team performance, which result in a limited team interaction and team 
building. The organizational culture, presented in empirical findings Dimension 3, is 
explained to be competitive and individual focused. The incentives presented for 
individualism could be one reason to how our participants at Microsoft perceive their 
organizational culture. With the assumption that all employees want to perform well at 
their job, their drive to succeed would need to be in line with what the organization 
expect and consider important. Incentives as bonuses for instance should promote what 
is important; having only individual bonuses signals that people should “mind their own 
business” and care less about helping each other out in terms of teamwork.  
 
Affirmative action is a program that purely promotes diversity in workplaces (Kalev et 
al., 2006), although without integration there would be no true diversity. It is suggested 
by Allport (1954) that to be more susceptible towards diversity you need to interact 
recurrently with a diverse group because that reduces prejudices. Furthermore, also 
stated in dimension 1 and 2, Jackson and Garcia (2010) found that more prejudiced 
persons tends to be more opposed to affirmative action. Hence, organizations need to 
promote diversity with the incentives presented to their employees. 
 
If we consider the case of Ericsson, team incentives are promoted and bonuses are often 
collectively delivered, which encourage team building and team interaction. The 
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participants’ outline of Ericsson’s culture show a shared understanding of a friendly, 
caring culture, which arguably partly could be developed from the organization’s 
incentives for collective effort rather than individual prestige. This reason makes 
Ericsson a good platform to promote diversity, as mentioned above; without integration 
there would be no true diversity. However, Ericsson is not actively working with the 
implementation of B-BBEE, which makes their way of working with integration a 
fragmentary case to analyze in the matter of how it impact employees attitudes towards 
affirmative action. Nevertheless, we can argue that we have found a relationship 
between how organizations are working to promote collective incentives and how it can 
nurture group interactions and team performance, thus influence employees to be more 
supportive of diversity programs. Since, if a new employee gets hired based on their 
suitable profile to fulfill a desirable diversity program, that program would be arguably 
quite opposed if employees within the organization were not used to interaction 
activities between groups or teams. In order to implement affirmative action policies 
successfully, employees need to have a positive attitude towards it, hence a clear focus 
on teamwork and its incentives needs to be implemented. 
  
Do all of your colleagues have the same possibilities for promotions and 
development/ internal education? 
 
At an initial phase of analyzing if all of the participants involved in our study 
experience that they have the same possibilities for promotion and internal education 
within their company, we are able to denote that all of the participants express a sense 
of fairness according to their opportunities; all agree that everyone is given the same 
opportunities to promotion and individual development. All of the respondents 
furthermore conclude that there are well-written guidelines on what is needed in order 
to receive a promotion and we can thus exclude poor communication as a cause for not 
knowing what is required to acquire a promotion, incentive or internal education.  
 
How does new employees integrate with teams at your organization? 
When examining how a new employee integrate with teams at the companies involved 
in the study we encounter a recurring pattern among the participants of emphasizing that 
their companies enable good opportunities and tools for new employees to integrate 
with current employees. As stated in the theoretical framework we can denote that by 
providing opportunities for new and current employees to interact and communicate, a 
company can nurture a common appreciation and understanding for each other within 
the group of employees and thus decrease the risks for prejudices to arise when a new 
person is to engage and interact with an already set group of employees (Devine, 1989; 
Amir, 1969; Allport, 1954). None of the employees express any feelings of being 
provided insufficient opportunities to integrate with their colleagues when they were 
newly employed and it indicates well-established practices and procedures for new 
employees to interact with each other. 



 
 
 

 

71 

 
Neither the participants belonging to a majority group at their company (for 
example Participant 1 at ABB) or belonging to a minority group (for example 
Participant 1 at Ericsson) expressed any feelings that indicated that he or she had been 
subject to discriminating actions by their colleagues and none of the participants  
indicated that conflicts within their teams are a commonly occurring condition at their 
workplace. The seemingly conflict-free and easy environment to interact in, being a 
common characteristic for all of the four companies involved in the study, can partly be 
explained by Allport´s (1954) theory of Contact Hypothesis that underscore the value of 
providing opportunities for interpersonal contacts between majority and minority groups 
in order to decrease the degree of conflicts that can be a product when integration take 
place between two or several persons belonging to different groups. This notion further 
supports that the companies involved in our study seems to provide a sufficient amount 
of opportunities for interaction hence conflicts are not a commonly occurring situation 
emphasized by the participants. However, to solely provide opportunities for interaction 
is not sufficient to enable a successful interaction of the new employee at the workplace. 
A company must also ensure that a positive contact (Allport, 1954) is being developed 
during the phase of interaction, otherwise the integration of the new employee can risk 
being less successful if positive contact is not achieved. Corporate induction processes, 
common interest to talk about between the new employee and one or several colleagues, 
and a high employee turnover seems to be the three main factors that enable a smooth 
interaction to take place among the companies in the study.  
 
Corporate induction processes are found to be commonly occurring ways for the 
companies in the study to enable new employees to engage and interact with current 
employees and their new teams. The corporate induction process portrayed by for 
example Participant 1 at ABB include both physical interaction and informal interaction 
between the new employee and the current team at the company, which can be linked 
back to the criteria of  “Personal interaction” in the Contact Hypothesis. The personal 
interaction criteria emphasize the importance of including informal as well as physical 
interaction during the interaction phase of a new employee to the company, which 
seems to be a requirement met by for example ABB in their corporate induction 
process.  
 
Common interests to talk about are emphasized in the interviews as one factor that helps 
integration between a new employee and current employees. This further aligns with the 
criteria of “Equal status”, a factor brought up in the theoretical framework as one of the 
key criteria for positive contact (Allport, 1954). The notion brought up by two of the 
participants from ABB and Husqvarna concerning the important role that sharing 
similar interests and experiences can have when integrating with your new team as a 
new employee, can thus be supported with the theory of Contact Hypothesis. 
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Another factor encountered to have an impact on how a new employee is enabled to 
integrate with his or her new team, seems to be related to the degree of employee 
turnover. If the current employees are used to being introduced and consequently 
subject to interaction with new employees, it seems to be easier for a new employee to 
quickly interact and find his or her way into the new team. Consequently, if the 
company has a high turnover rate the previously newly employed persons have paved 
the way for future employees to interact in a quicker and more effortless way, hence the 
current employees are used to new interactions and thus understand that it is inevitable 
to allow new employees to integrate and make their own contributions to the company 
culture. The finding can be seen as a result of continuing reduction of anxiety among 
the current employees evolved through every new employee, entering the company and 
thus contributing to decreasing the boundaries and barriers to enter for the succeeding 
employee to enter the company, a theory that is further supported by Lugi, Sapienza and 
Zingales (2013) and Schein (1990). The anxiety that current employees might have 
experienced from the unknown action of welcoming and integrating a new member to 
their team is reduced by shared behaviors and recurring recruitments. This finding can 
further be linked to the anxiety-reduction function presented in the theoretical 
framework. Analyzing it on another dimension we are able to additionally link this 
findings to the theory presented by Barth (1969), affirming that when interactions take 
place between different ethnic groups it will eventually lead to exchanges of 
perspectives and thus enable a change of the very core of the organizational culture to 
occur.  
 
Summary of attitude factors within the dimension 
 
In this dimension we identified how prior experience of diversity are influencing 
employees attitudes towards affirmative action. We also enabled an understanding of 
how the consequences of B-BBEE are influencing our participants’ attitudes towards 
equality through the way they integrate within and between groups. Furthermore we 
identified one more influencing factor to employees’ attitudes towards diversity; 
incentives for team versus individual performance. We found how affirmative action is 
facilitated when employees are encouraged to engage in teamwork. 
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6 Conclusion 

This chapter will conclude the analysis and answer the two research questions of this 
study. It will provide you with the theoretical contributions and practical implications of 
the findings. Furthermore, a discussion is provided that aim to provide insights that can 
help the reader reflect upon the issue of this paper to an everyday and broader context 
than that of South Africa. The chapter will end with a section on suggestions for further 
research.  
 
The purpose of this master thesis was to identify what impact affirmative action has on 
employees’ attitudes towards equality. We divided this aim into two research questions 
to enable an understanding of all aspects of affirmative action in organizations. The first 
research area was to identify and investigate which key factors are influencing 
employees’ attitudes towards affirmative action, where we interviewed eight 
participants distributed between four international organizations, together with informal 
interviews and observations in South Africa. After a substantial review of the literature 
in the field we decided to investigate each organization’s approach towards affirmative 
action, the organizational culture, group integration and group identity and their 
characteristics, since these elements have a noteworthy impact on employees attitudes 
towards affirmative action. 
 
The second research area considers the underlying cause of affirmative action: to create 
equality in organizations. Hence, we investigated what impact affirmative action has on 
individual as well as group’s attitudes towards equality, where we looked at how the 
implemented affirmative action program of B-BBEE have influenced employees so far. 
The research questions are presented below with each conclusion drawn from the 
analysis of dimension 1-4. 
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6.1  Influencing factors to employees’ attitudes towards affirmative 
action 

This part answers the first research question; what key factors are influencing 
employees’ attitudes towards affirmative actions? When employees are faced with 
affirmative action within their organizations following factors are identified as the key 
cause to their supportive or resisting attitudes. 

Table 7. Key influencing factors to employees' attitudes towards affirmative action 
(Björnsund & Grundström, 2016) 
 
Influencing factor 
 

Description 

Organizational Culture 
 

A strong organizational culture is influencing 
employees’ attitudes and can further impact the 
employees to prioritize and align with the organization’s 
approach to affirmative action. 

Top management support  
Short versus long-term 
gains 

The efforts and resources invested towards 
implementing affirmative action by top management are 
central. There is a continuous trade-off between 
investing in high scorecards for a long-term gain and 
acquire the highest skilled labor for a more visible 
revenue flow right now. Employees’ attitudes are 
influenced by the instructions made from top 
management in terms of how to allocate resources and 
individual job tasks in favor of B-BBEE implementation.     

Incentives for team 
performance versus 
individual performance 
 

Employees’ attitudes are influenced by their 
organization’s incentives to promote individual 
performance or teamwork. Affirmative action is 
facilitated when employees are encouraged to engage in 
teamwork, because it enables a drive to interact with 
employees that normally don’t socialize with each other. 
 

Prior experience of 
diversity 

An employee’s prior exposure and contact with other 
groups than his/her own (e.g. to prior work experience 
in other nations, fields or organizations) are broadening 
the employee’s perspectives and familiarity with 
diversity; hence attitudes towards affirmative actions 
are positively impacted. 
 

Cultural Artifacts 
 

Employees are highly responsive towards shared 
cultural artifacts. If these are not changed to align with 
the desirable outcome of affirmative action, employees’ 
everyday rituals and personal code of conduct will be 
contradicting the needed change for a successful 
implementation of the program. Hence, employees will 
show attitudes of resistance and the other way around if 
an effort would be made to create new cultural artifacts. 
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Group identity was one of the factors investigated to see its impact on employees’ 
attitudes towards affirmative action. However, we found that this was not a factor 
significant enough to be included in the table as a key influencer. This is an interesting 
finding since affirmative action revolves around groups’ identities, but we see no 
relation between our participants’ categorization within B-BBEE and their attitudes 
towards affirmative action. Rather employees’ attitudes are impacted on the above-
mentioned factors within organizations. 
 

6.2 Affirmative action’s impact on employees’ attitudes towards 
equality 

 
This part answers the second research question that builds on the first; what impact does 
affirmative action has on individual’s attitudes towards equality? The five key 
influencing factors identified in research question one; organizational culture, top 
management support, incentives for team vs. individual performance, prior experience 
of diversity and cultural artifacts are all impacting employees’ initial attitudes towards 
affirmative action. In this latter stage we have investigated how the act is influencing 
attitudes towards equality by looking at employees responsiveness to group interaction 
and diversity. To sort out the relationship between the first and second research question 
it is compulsory to remember that attitudes toward affirmative action does not necessary 
explain an employee’s attitudes towards equality, rather that affirmative action 
programs can impact how an employee’s attitudes towards equality changes. It is vital 
to understand how and why affirmative action is influencing employee’s attitudes 
towards equality and the following steps are found to occur as a consequence of a 
diversity program in motion. 
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Figure 7. Three-step model to intergroup contact (Björnsund & Grundström, 2016) 

Through this model we can see how employees are being exposed to diversity and how 
it facilitates an understanding of the perspectives of designated out-group members 
subject to affirmative action, which generate a “we-feeling” that positively influence 
employees’ (in-group members) attitudes towards equality. However, a further 
conclusion made by the analysis is that this model is only possible when all criteria for a 
positive contact are established. 
 
When these are not fulfilled and employee gets hired on grounds not equal to the group 
norm, e.g. solely to fulfill a scorecard, it results in a negative intergroup contact and 
employees show resisting engagement and an increased prejudice, hence their attitudes 
towards equality are influenced negatively. Furthermore, for attitudes towards equality 
to be influenced by exposure of diversity, the diversity needs to be extensive and 
involve a personal interaction recurrently. Otherwise the out-group members are not 
influencing employee’s attitudes and there is a risk that the dominant group or in-group 
instead will influence the minority group to share common attitudes and even impact the 
out-group member’s readiness to acknowledge inequalities. 
 

6.3 Theoretical contribution 
 
Within this research field, this study supplies to the identified theoretical gap by 
contributing with new insights and concept. In relation to previous literature, this study 
complements to the gap by interpreting existing generalizable theory together with new 
empirical findings. Additionally, we argue that this master thesis has prioritized and 
identified factors supporting an increased understanding for employees’ attitudes, rising 

Interaction & 
learning 

• Intergroup contact enables learning about the outgroup member 
(designated group memeber who enters an organization). 

Reduced negative 
evaluations 

• The new knowledge and understanding are reducing prejudice and the 
anxiety that the employees potentially have before interacting with the 
outgroup members, which in turn reduces negative evaluations of those 
group members. 

Shared perspectives 
& empathy 

• The positive interaction will increase employees' abilty to see the 
outgroup's perspective, which create empathy of their sitation or concerns 
and tend to support equality more.   
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from the implementation of affirmative action in organizations. Consequently, it is 
primarily within this field of knowledge the study is adding with new theory. 
 
The factors by themselves do not originate from us, since they can be found in earlier 
theories. However, how they have been combined and merged to contribute to the 
understanding of employees’ attitudes towards affirmative action is new. The empirical 
results lay the foundation in the discovery of how the factors influence employees’ 
attitudes and subsequently the obtainable theories direct the evaluation and analysis. 
 
Additionally, the development of the influencing factors contributes to the 
understanding of the three-step model of intergroup contact. The knowledge behind 
intergroup contact is not new, although the model adds to the existing literature by the 
creation and identification of the main steps of what happens when affirmative action is 
implemented in an organization, and its direct linkage to employees’ attitudes towards 
equality.  
 
 

6.4 Practical implications 
 
The key influencing factors identified in this study can increase the knowledge of how 
to manage affirmative action within organizations. Even though we have acknowledged 
where to allocate focus and resources, the usage of the findings can further be 
discussed. Creating knowledge of each influencing factor will increase the 
understanding of employees’ attitude (support or resistance) toward affirmative action. 
However, the study it not providing information of how the factors should be used or 
within which part of the implementation each factor has the highest implication. 
Furthermore, we have not provided any rank in their significance.   
 
The findings can help managers and business leaders dealing with the implementation 
and management of affirmative action, both for their own understanding as well as 
when guiding their employees on their approach toward affirmative action programs. 
Employees can also use these factors to enable a thoughtful effort in their role within 
affirmative action, to facilitate the implementation/progress of the program. Both top 
management and employees should take them into serious consideration since a shared 
contribution will enable a higher degree of understanding reflecting upon attitudes. 
 
When it comes to the three-step model of intergroup contact we can see an extended 
practical usage. When dealing with equal opportunity issues, the model can be utilized 
in e.g. workshops, internal training and lectures. It can also be advanced to issues 
beyond the organizational level: on an individual level, societal and national level, when 
it is needed to reduce prejudice, create better collaborations between groups and 
increase attitudes toward equality. 



 
 
 

 

78 

6.5  Discussion 
 
We have throughout this study identified what impact affirmative action can have on 
employees’ attitudes towards equality. We have provided five key factors that influence 
employees’ attitudes towards affirmative action and further produced a three-step model 
on how intergroup contact impact employees’ attitudes towards equality. We found how 
increased exposure towards diversity through group interactions can decrease 
employees’ negative prejudices and evaluations of other groups and thus enabling an 
understanding that create a more positive attitude towards equality.  
 
Spending one month in South Africa, the country of which our research topic derive 
from, have made us observe and reflect upon and beyond the findings that solely can be 
interpreted from the empirical observations and the findings reported in the study. By 
sharing the additional reflections that was brought to our attention as a result of 
spending one month in South Africa, our aim is to provide the reader with insights that 
can help relate the empirical findings presented in the study to a broader and more 
everyday context than that of South Africa.  
What other factors, besides the factors that we have been able to identify from our 
empirical material and additionally linked to our theoretical framework and four 
dimensions, can have an impact on the underlying assumptions, values, norms and 
beliefs that one possess towards equality?  
 
Consider the following scenarios: 
You are located at a restaurant together with a group of friends. You would like to order 
another round of water from the waiter/waitress and you ask one of your friends to call 
for the waiter/waitress attention. Imagine the following two scenarios: 
 
Scenario 1) You ask your friend to call for the waiter/waitress with the black hair color. 
Scenario 2) You ask your friend to call for the waiter/waitress with the black skin color. 
 
The scenarios include two common denominators: the color code “black” and the action 
that you ask your friend to perform. The only denominator that is differing between the 
two scenarios is the body attributes- hair and skin.   
Which one of the two scenarios would you consider performing and which one would 
you feel uncomfortable and reluctant to perform? 
 
Remember the answer you have shaped in your mind and let us additionally expand 
upon the scenarios explained above to take place in two different countries: South 
Africa and Sweden. During our month in South Africa we would frequently overhear 
people talking about and to each other with descriptive terms such as “blacks” and 
“whites”, referring to the color of one's skin. Using these terms is a common and 
accepted way to communicate in South Africa and is consequently just as natural part of 
a conversation as describing someone’s hair color in terms of  “black” and “white”. 
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Being on a restaurant in South Africa and asking your friend to call for the 
waiter/waitress with dark skin does consequently not appear as a deviant or 
discriminating behavior. Let us now picture the same scenario taking place in a country 
like for example Sweden, which also happen to be our home country. Asking your 
friend to call for the waiter/waitress with dark hair would not be considered as a deviant 
or discriminating behavior. However, asking your friend to call for the waiter/waitress 
with black skin would be considered as a highly inappropriate and unfair discriminating 
behavior.  
 
By contrasting the two parallel scenarios to each other, we can conclude that the only 
parameters that differ between them is the country of which the scenarios take place and 
the attributes (hair or skin) that the word “Black” is connected to. 
 
Black and white, color-codes like any other colors on a painters color chart, should be 
words without a pre-assigned meaning. However, to our understanding this is not the 
case Worldwide. When the word “Black” or “White” is being put into different contexts 
and being used in different countries, it gets assigned different meanings and 
interpretations.   
 
A history of Apartheid and black people being an historically oppressed and 
misrepresented group at the labor market, ought to account for a vague explanation to 
why the word “Black” could be assigned a derogatory meaning in the country of South 
Africa, but this notion is in fact contradictory; if the word “Black” would be assigned a 
disparaging meaning due to the history of black people being treated unequally in the 
country of South Africa, common sense would think that the people of South Africa 
would rather be more and not less reluctant to use the word “Black” compared to a 
population that can not relate any historical oppression to the word in itself. 
 
Throughout our time spent in South Africa we can further denote that the people of 
South Africa, both blacks and whites, talk in a more free-spirited and unhindered way 
about blackness and whiteness than we have ever experienced the population of any 
other country that we have lived or visited before do. Can it be the case that the longer 
and more frequent history of ethnic conflicts that a country carry in its backpack that 
can be related to the color of an individual's skin, the more freely spoken will the 
population be to refer to each other in terms of colors and thus identify oneself with the 
color of one's skin? Can the ethical code of conduct differ between that of a South 
African citizen and for example a Swedish citizen, on what is ethically considered as an 
acceptable and not discriminating procedure to talk about topics related to the color of 
one's skin? 
 
We argue that the noteworthy aspect of this situation lies in the fact that it seems to be 
more accepted to use the word “Black” and “White” to describe someone's identity in a 
country where these terms have been part of a long and distressed country history 
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within ethnicity. Linking back to the questions asked to you in the beginning of this 
discussion; which of the two scenarios described would you feel reluctant to participate 
in? We believe that most us would feel uncomfortable and even guilty of performing 
unfair discrimination by asking your friend to call for the attention of the 
waiter/waitress with black skin color. Asking your friend to call for the attention of the 
waiter with the black hair color is less likely to arise any feeling of discrimination or 
uncomfortness. We further argue that by not allowing our mind to de-code the meaning 
that has historically been assigned the words of “Black” and “Whites”, calls for a never-
ending unequal discrimination of misrepresented ethnicities in the world. We further 
argue that much of the discrimination actions that arise in a global scope are due to the 
underlying values and meanings that we assign words such as “Black” and “White”, 
words that in its pure sense are just meant to describe the appearance of an attribute. 
This calls for a fundamental change to happen in the center of our own minds and we all 
need to make individual efforts to change the underlying meaning that we assign the 
words “Black” and “White” and stop equating the words as a source of discrimination. 
 
This discussion can be seen as one of many attempts to try to bring insights to why the 
people of South Africa have an easier time than any population that we have 
encountered to talk about the color of one's skin in terms that truly reflect its true 
appearance, namely black and white. Many more attempts to explain the above 
mentioned phenomena should be made and calls for further research but we truly hope 
that the future generation of any country will be just as comfortable talking about the 
color of one's skin as talking about the color of one's hair. Discrimination and 
evolvement of inequality can be seen as a situation that can be derived from the 
meaning that we assign the words connected to one's skin color and should 
consequently not merely be seen as a result of the actions performed and factors 
identified throughout the study that ought to have an impact on Affirmative actions 
impact on employees attitudes towards equality. Only when we take a personal 
responsibility to revolutionize the way we allow ourselves to talk about “Black” and 
“White” skin color as any other attribute on one's body, only then will we be able to 
truly begin the journey towards a world of equality. 
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6.6 Future research 
 
This study has identified five key factors that are influencing people’s attitudes towards 
affirmative action. Furthermore, a three-step model has been created that elaborates on 
affirmative action’s impact on employees’ attitudes towards equality. Through 
interviews with employees at multinational firms in South Africa, these factors have 
been identified. Nevertheless, more research is required to fully understand the 
dynamics of affirmative action and validate this study’s findings. 
 
To validate the factors further through a quantitative research would be the first area of 
future research. Doing so, the factors could be ranked by individual impact and also 
investigated in which context they are preferred to be used. The findings from this study 
together with theory could later find the causality behind the key influencing factors to 
employees’ attitudes towards affirmative action. Furthermore, studies of how the 
findings in this study are generalizable outside the study’s scope are of interest. Such 
study would create a greater undertaking of the usage of the key influencing factors as 
well as the three-step model in other settings. The study could be investigating 
affirmative action in another country than South Africa or investigate other inequalities 
to see if the findings within this study are relevant in those settings. Depending of the 
outcome of likewise studies, the generalizability of this study could increase outside its 
scope. 
 
Another field of future research would be to investigate how the key influencing factors 
are established within organizations. This study has identified their importance, but do 
not govern how these factors should be used. The knowledge of which factors that is 
most important adds to its usage if one knows how they are best practiced. The practical 
contribution would drastically increase since the findings would be more useful for 
organizations and the society as a whole. 
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Appendix 
Appendix 1. Theory of Organizational Culture (Schein, 1990) 
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Appendix 2. Literature Overview 

  
Not: The summaries presented for each article are in some cases direct quotations from the authors.
Author/s Year Research Question Method Purpose Findings Main dimension/s

Allport 1954 The nature of prejudice

Qualitative 
study of 
different 
groups. 

The Purpose of this study was to see how prejudice 
are changing when different groups are interacting. 
He wanted to see what cause a positive versus a 
negative group interaction. 

The author found that intergroup contact improves 
intergroup relations and reduces prejudice, negative 
thoughts and emotions against disadvantaged groups, 
which promote social change in historically divided 
societies. He developed the concept of "Contact 
Hypothesis"

Group integration and 
diversity 

Durrheim, 
Jacobs & 
Dixon 2013

Explaining the paradoxical 
effects of intergroup contact

A qualitative 
study of 
domestic labour 
relations in post-
apartheid South 
Africa.

The authors are discussing the "contact hypothesis" 
(Allport, 1954), however, the purpose of the study 
is to investigate the "paradoxical" effects on the 
political attitudes of historical disadvantaged 
groups, since research has been made that black 
respondents who had more positive contact with 
whites were less inclined to support policies 
designed to overcome the legacy of apartheid, 
including affirmative action and educational 
desegregtion (Dixon, Durrheim & Tredoux, 2007).  

The authors agree that the contact hypothesis reduce 
prejudice and improves intergroup relations, but 
argue that evidence indicate that it also reduces 
disadvantages group member´s readiness to 
acknowledge and collectively resist established 
structures and practices of discrimination.  They 
found that "contact can serve as vehicle for 
transmitting and adapting dominant group ideologies, 
encouraging members of subordinate groups to 
acquiesce in their own exploitation".

Group integration and 
diversity 

de Beer, 
Rothmann & 
Pienaar 2015

Job insecurity, career 
opportunities, discrimination 
and turnover intention in post-
apartheid South Africa.

Quantitative 
method of 
informative 
hypothesis 
testing with 
Bayes factors. A 
cross-sectional 
design was used 
which consisted 
of a stratified 
random sample 
from five 
corporate 
organizations 
(N = 1000) 

To investigate differences in designated and non-
designated male employee experiences (considering 
job security, career opportunities and 
discrimination) in the light of employment equity 
law and a strong affirmative action drive within 
present-day South African organizations. To 
substantiate or invalidate perspectives and beliefs 
surrounding employement equity issues.

The authors showed that non-designated (white male) 
employees experience more job insecurity than their 
designated (black male) counterparts, but that is not 
necessarily associate with more turnover intention. It 
was also found that designated employees perceive 
more discrimination, but that this does not associate 
with more turnover intention either. Lastly it was also 
found that when designated employees experience 
less career opportunities, they show more turnover 
intention.

1) Organizations´approach 
to B-BBEE 2) Group 
Identity 3) Group 
Interaction and Diversity

Pierce 2003

Which role does the white 
American play in 
reproducing racial inequality- 
how is whiteness as a 
structural feature of 
inequality constituted and 
reconstituted in daily life?

Drawing from 
both fieldwork 
and interviews 
with white and 
African-
American 
lawyers in a 
corporate legal 
department over 
two different 
time periods (in 
1988–89 and in 
1999). 

The purpose of this paper is to argue that the phrase 
“racing for innocence” is a discursive practice 
which functions simultaneously to disavow 
accountability for racist practices at the same time 
that everyday racism is practiced. The aim is to 
make an argument about why the white men within 
the choosen legal department, by virtue of their 
social location, cannot see how they contributed to 
the unfriendly climate that forced a black colleague 
out of the department. 

The author argues that it is through unintended 
everyday practices that whiteness is reproduced as a 
structural relationship of inequality in workplaces. Integration and diversity

Brundin, 
Wigren, Isaacs, 
& Visser 2009

Ethnic entrepreneurship in a 
multicultural context: 
regional development and the 
unintended lock-in effects

The authors are 
using a 
qualitative 
method to 
investigate the 
purpose; 
Contrasting the 
view on 
traditional 
ethnic 
entrepreneurshi
p with the view 
of ethnic groups 
as social 
organisations 
and the three 
perspectives of 
culture as 
integration, as 
differentiation 
and as 
fragmentation. 
Interviews were 

The purpose is to illustrate how the ethnicity-driven 
laws and directives formed by a government that 
has ‘bought into’ the Western discourse of 
entrepreneurship combined with a traditional view 
on ethnic entrepreneurship, can create lock-in 
effects on the individual as well as on societal 
levels. 

The authors discussing the lock-in effects of ethnic 
entrepreneurship: institutional factors, loss of 
knowledge; a subcultural exchange, a transfer of the 
Western discourse of entrepreneurship and the lack of 
a change agent representing the fragmentation 
perspective. Viewing the ethnic entrepreneur as a 
person who does business within his or her own 
ethnic group creates a lock-in effect when 
approaching ethnic entrepreneurship, both from an 
academic perspective and from a policy-making 
perspective.

1) Group identity  2) 
Organizations´approach to 
B-BBEE 3) Integration 
and diversity)
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Not: The summaries presented for each article are in some cases direct quotations from the authors.
Author/s Year Research Question Method Purpose Findings Main dimension/s

Adam 2000

Affirmative Action and 
popular perceptions in South 
Africa

Perceptions about 
affirmative actions; self-
doubt, low-esteem and 
unempoweredness and 
other issues were probed 
through quesitonnaires, 
class-room discussions 
and some individual 
interviews with twenty 
participants in 1995. Also 
a follow-up survey 1997. 

The purpose with this article was to examine the 
way in which affirmative action candidates for an 
AIM program perceived their selection.

Critics of affirmative action claim that merit ends 
where affirmative action begins in recruitment, but 
the overwhelming respons found by the author 
indicated that the selection criteries had little to do 
with race or gender and everything to do with 
experience, hard work and motivation. In this setting 
affirmative action was not pereived as a charitable 
gesture and respondents did not see their attainments 
as tainted or undeserved.  

1) Group identity 2) 
Integration & diversity

Duffett 2010

Employment equity issues in 
the Cape Town advertising 
industry: A black economic 
empowerment perspective.

A qualitative method. The 
challenges, benefits and 
progress made by Cape 
Town advertising 
agencies have been 
thoroughly examined by 
utilising a multiple case 
study approach and by 
interviewing the top 
twelve traditional full-
servce advertising 
agencies through use of a 
semi-structured interview 
guide. 

The aim of this study was to explore the challenges, 
benefits and progress made by Cape Town 
advertising agencies while attempting to achieve 
broad-based black economic empowerment and 
marketing, advertising and communications 
transformation charter employment equity targets. 

This study revealed that the advertising industry has 
employed a multitude of innovative black economic 
empowerment (BEE) strategies to facilitate 
transformation progress and to address a number of 
inherent problems. 

Organizations´approach to 
B-BBEE)

Bytenski & 
Fatoki 2014

The effect on the 
employment equity act on 
academic staff recruitment in 
a South African University

Data was collected 
through the use of self-
administered 
questionnaire in a survey 
of 19 respondents. 

The main objective of this study was to investigate 
the effect (and if EEA han an adverse effect) of the 
Employment Equity Act (EEA) on academic staff 
recruitment at a South African university. 

The research findings indicated that the EEA has an 
adverse effect on the recruitment of academics staff. 
The find- ings suggest that the implementation of 
EEA can negatively affect the quality of education in 
South Africa as universities find it difficult to employ 
new staff because of the need to comply with EEA.

1) Organizations´approach 
to B-BBEE) 2) Group 
identity

Gu, Mcferran, 
Aquino & Kim 2014

What makes affirmative 
action-based hiring decisions 
seem (un)fair? 

A quanititative method 
with a sample of 127 
undergrauates from a 
large university. 

Opponents of affirmative action are often explained 
by their self-interest or argues that it violates 
principles of meritocracy. The purpose with this 
study was to test another explanation to whites low 
level of support for affirmative action. This 
explanation suggest that whites fairness judgements 
are based on both the adversly affected persons´s 
race and the fairness evaluator´s ideological beliefs. 

The authors found some support for the meritocratic 
explanation, however this was not sufficient to 
explain why Whites view affirmaive action as 
(un)fair. Instead, they found strong support for thier 
prediction that Whites who are opposed to equality 
perceive more unfairness when a White was harmed 
by affirmative action, whereas Whites who endorse 
egalitarian ideologies perceive the opposite. This 
finding suggests that neither self-interest nor 
meritocratic explanations can fully account for 
Whites’ opposition to affirmative action. 1) Group identity 

Niederle, Segal 
& Vesterlund 2016

How costly is diversity? 
Affirmative action in light of 
gender differences in 
competitiveness

The purpose is 
investigated thorugh a 
quantitative method, by 
studying the decision to 
apply for a job or a 
promotion, the authors 
conducted a controlled 
laboratory experiment 
where participants decide 
whether to enter a 
competition.

The purpose is to examine whether affirmative 
action can encourage applications in an 
environment where “minority” candidates 
otherwise fail to apply for positions they are 
qualified for. The objecive is to demonstrate that 
affirmative action can affect the application 
decision and thereby mitigate the expected cost of 
the policy.

The authors evaluate the effect of introducing a 
gender quota in an environment where high-
performing women fail to enter competitions they can 
win. They show that guaranteeing women equal 
representation among winners increases their entry. 
The response exceeds that predicted by the change in 
probability of winning and is in part driven by women 
being more willing to compete against other women. 
The consequences are substantial as the boost in 
supply essentially eliminates the anticipated costs of 
the policy. 

1) Group identity 2) Group 
integration and diversity 

Kalev, Dobbin 
& Kelly 2006

Best practices or best 
guesses? Assessing the 
efficacy of corporate 
affirmative action and 
diversity policies.

Quantitative method. 
First obtained the federal 
establishment-level data 
on EEO-reports and then 
used a random sample 
survey on the EEOC data 
(Equal Employment 
Opportunity Comission) 
on the history of their 
personnel and diversity 
programs; to analyze the 
program´s effects on 
diversity .

The objective in this study is to theoretically 
distinguish three types of diversity programs, 
affirmative action included, and to show that 
organizational structures allocating responsibility 
for change may be more effective than programs 
targeting either managerial bias or the social 
isolation of disadvantaged groups.

They could show that some popular diversity 
programs at least help white and black women to 
climb into the ranks of management. Their findings 
suggest that although inequality in attainment at work 
may be rooted in managerial bias and the social 
isolation of women and minorities, the best hope for 
remedying it may lie in practices that assign 
organizational responsibility for change.

1) Group identity 2) Group 
integration and diversity

Premdas 2016
Social justice and affirmative 
action Qualitative study

The aim of this study is to analyse some of the 
difficulties in the relationship between social justice 
and affirmative action in affirmative action states.

The authors mean that the refusal of the dominant 
group and its heirs to yield privilege and power and to 
own up to the past in addressing the deeply scared 
psyche of the historically oppressed and 
discriminated against community conspire against 
finding a practical solution.  Group identity 

Higgins & 
Mcallaster 2004

If you want strategic change, 
don't forget to change your 
cultural artifacts.

Qualitative method; a 
case example.

The purpose of this article is to show the 
importance of changing an organizations cultural 
artifacts to enable a strategic change. 

Many managers focus on values and norms to enable 
a strategic change, these authors found the 
importance of managing the cultural artifacts. If these 
are not changes the desirable strategic change are 
doomed to fail, since the old cultural artifacts 
supports the old strategy not the new one. Organizational culture 
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Not: The summaries presented for each article are in some cases direct quotations from the authors.
Author/s Year Research Question Method Purpose Findings Main dimension/s

Higgins & 
Mcallaster 2004

If you want strategic change, 
don't forget to change your 
cultural artifacts.

Qualitative method; a 
case example.

The purpose of this article is to show the 
importance of changing an organizations cultural 
artifacts to enable a strategic change. 

Many managers focus on values and norms to enable 
a strategic change, these authors found the 
importance of managing the cultural artifacts. If these 
are not changes the desirable strategic change are 
doomed to fail, since the old cultural artifacts 
supports the old strategy not the new one. Organizational culture 

Helms & Stern 2001

Exploring the factors that 
influence 
employees´perceptions of 
their organization´s culture

A qualitative study done 
thorugh looking at ten 
different cultural 
dimentions. The site of 
the study is one of the 
major companies in the 
long-term health-care 
industry.

The objective of this study was to determine if 
cultures are indeed truly shared within 
organizations. This study addresses this issue by 
examining cultural perceptions of employees to see 
whether their perceptions vary by demographic 
characteristics and/or across organisational units. 

 Using ten cultural dimensions, significant differences 
in perceptions were found by organisational unit, the 
age of the employee, the employee's gender, and their 
ethnicity. Interestingly, a much more tenuous 
relationship between work experiences and cultural 
beliefs was found. Organizational Culture

Miconnet & 
Alänge 1999

The importance of 
organizational culture vs 
national culture

A qualitative study of two 
empirical studies 
conducted at two different 
companies. 

The objective with the study was to see whether 
management practices are influenced by or can 
influence the outer or inner layers of culture.

The authors argues the importance of national culure 
and how that is influencing the organization. They 
also found how the effect of a strong organizational 
culture could overcome the effects of national culture. 
They concluded that management practices can not 
change the deeper layer of culture, since these are 
deeply rooted in national culture. 

1) Organizational Culture 
2) Group integrationand 
diversity)

Schein 1990 Organizational culture
Two case examples, 
qualitative study.

This article presents the author's view of how 
culture should be defined and analyzed if it is to be 
of use in the field of organizational psychology and 
culture change. 

Levels of culture; Basic underlysing assumptions, 
espoused values and artifacts 1) Organizational Culture

Jackson & 
Garcia 2010

Endorsement of group 
change and organization 
change affirmative action 
programs for male and 
female beneficiaries

A quantitative study; the 
question was assessed 
among 95 undergraduate 
students in Ontario, 
Canada.

Beliefs about fair process reflect understandings of 
the way that individuals ought to be treated. Yet 
affirmative action is arguably geared toward 
creating justice at the group level and thus 
intergroup attitudes are plausibly also relevant to 
attitudes toward affirmative action. Hence the 
objective was to test the position that some people’s 
willingness to endorse affirmative action is 
influenced by the match between beneficiary group 
and the underlying cause/attributes of the programs.

 Their result showed that attitudes toward affirmative 
action correlate with a variety of indices of prejudice, 
with more prejudiced persons tending to be more 
opposed to it. They also found that when people are 
made aware of the group-based discriminating and 
inequality that make affirmative action necessary, 
opposition is reduced.

1) Group identity 2) 
Integration & diversity

van Zyl 2012

How to utilise human 
resource management in 
developing an (ethical) 
corporate culture.

Qualitative study by the 
use of a theoretical 
model.

The objective of this conceptual and theoretical 
research is to investigate ways in which human 
resource management can be utilised to instil and 
develop an ethical corporate culture in South 
African organisations. 

It is found that human resource management can have 
an effect on organizational factors and is therefore an 
important tool in developing a desired organizational 
culture.

1) Organizational Culture 
2) Integration & diversity
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Appendix 3. Interview Guide 
 

Interview Guide  
 
Introductory questions about the participant  

1) What does your educational background look like?  
2) Which group/classification within B-BBEE would you categorize yourself 

in? 
3) Age?  
4) How long have you been with your company for?  
5) Who are the people working closest with you?  
6) What does your work background look like? Have you been working in the 

same field of business before or a different one? 
7) Do you have any previous experience from being employed internationally?  

Introductory questions about the company  

8)  What words would you use to describe this organization? 
9)  What are you most proud of at this organization?  
10)  What is the purpose of this organization?   
11)  In what way is the work you do important in terms of fulfilling the purpose  

of this organization? 
12)  When did your company start working with B-BBEE act? 
13)  How is your company working with B-BBEE act? 

Questions related to our four research dimensions 

14) How would you describe the culture/atmosphere in meetings held at your 
company? (Is everyone given the same chance to speak up and are 
everyone's opinions/voices encouraged? 

15) What is your main communication channel/style? (e.g. meetings, mail, 
company portal, telephone) 

16) Would you consider your company operating in a hierarchical or a flat 
structure? 

17) Do you know if this structure is something that has been changed/evolved 
since the implementation of B-BBEE act in your organization? 

18) What would you consider that your power as a manager acquired through: 
(please allocate 10 points between the below factors, i.e. allocate the most 
points Which factors do you think reflect your source of power the most at 
your workplace? (We ask the interviewee to allocate 10 points among the 
three different factors.  
a) Position/work title; 
b) Charisma/Likeability/Respect 
c) Previous work experience/specialized skill/education   
 
The factor that the interviewee consider reflect his/her source of power the 
most should be allocated the most points.  
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19. Do all of your colleagues have the same possibilities for promotions and 
personal development/ internal education? 

20. Is there a clear structure of the incentives available within the company or are 
the incentives allocated in a more informal/ad-hoc way? (Individual incentives 
versus Team incentives, formal or informal promotions, training opportunities 
and bonuses etc.) 

21. As a new employee how did you integrate with your colleagues? (Clothes, 
appearance, language, hobbies etc.?)  

22. Would you say it is easy or difficult to quickly integrate/feel included in a new 
team at your company?  

23. Do you socialize with you colleagues outside work? 
24. What actions does your company take to enable socialization and getting to 

know your colleagues both at work and after working hours?  
25. Would you say that the team-settings within this company are diverse in terms 

of:  

Skills/knowledge for the job task 
Nationality       
Educational background      
Work Background       
Group/category belongingness within the B-BBEE act  
Age        

 
26. Do you feel like the creation of teams are affected by the B-BBEE act or is the 

affirmative action not considered when designing efficient teams?  
27. What is your relationship/connection to B-BBEE? 
28. Have you experience a situation when you felt that you were not allowed to hire 

the person you thought was most appropriate for the job? How does it feel and 
how do you think it influence the company seen from both a short-term and  
long-term perspective?  

29. If an employee would be hired at this company solely due to his or her 
classification within the B-BBEE act, would that person be aware of that then? 

30. Does other colleagues know if you are hired because of your classification in the 
B-BBEE act, your merits or a combination of both?  

31. What is your opinion about the act? 
32. Can you explore in what way you think affirmative action can even out 

inequalities in the society? Within your experience, is it an effective way to 
decrease inequalities? 

33. Do you (if employed before the implementation of B-BBEE) see any 
difference   today contrary to the way before the implementation of B-BBEE act 
in South Africa in terms of? 

a. Set up of teams  
b. Supportive or resistant feelings expressed towards the act  

Do you have any additional thoughts that you would like to add or reflections that you 
would like share that you did not find a way to express before?  


